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1. Use motivation theories to (a) explain why the workers were motivated during the first summer. 
The workers were motivated during their first summer of work because according to Maslow’s needs hierarchy theory, Joe provided a setting where his employees could achieve belongingness, self-esteem, and self-actualization (McShane & Steen, 2012, p.127). He did this by allowing them to socialize with their co-workers and customers during work hours as long as it didn’t affect their ability to work efficiently. Joe also helped build up their self-esteem by complimenting them when they did a good job and guiding them whenever they needed assistance. After attaining these two elements of the hierarchy, the workers were able to achieve self-actualization because they were given the freedom to choose their own work pace, and use their own ideas and methods to complete the work at the house. They took pride in their work and often spoke to each other about the complete sense of responsibility they had towards the job. 
According to McClelland, the workers were also motivated by their need for achievement (McShane & Steen, 2012, p.128). They were given positive feedback and recognition by Joe and the customers who motivated them to keep doing their best. This was evident by the fact that the workers were checking and rechecking every job to make sure it was done with thorough perfection and had an output that was 15% higher than any other landscaping company. 
According to the four-drive theory, the employees were motivated by their drive to acquire and drive to bond (McShane & Steen, 2012, p.129). The workers were motivated to keep working hard and performing well because they acquired recognition from their boss and customers. They were motivated to bond with their colleagues by talking and joking with them during work and they were given an opportunity to do so during the summer. 
b) Suggest what the new supervisors should have done to motivate the new workers in the second summer.
The new supervisors could have done many things to motivate the workers during the second summer. For starters, they should have offered the new employees a chance to make bonus money based on customer referrals because Millennials are highly motivated by extrinsic factors such as money and work benefits (DeKay, 2013). The supervisors could have had a more lenient work structure by helping them unload the truck and dress a little informally so that the workers would feel like they were being treated as equals, which was always the way Joe treated them. The new supervisors should have helped the employees achieve belongingness and satisfy their need to bond by allowing them to socialize with their co-workers and customers. They could have also boosted their self-esteem by showing an appreciation for their efforts and achievements and praising them for their hard work (Kumar, 2011). The supervisors should have satisfied the workers’ drive to learn by giving them proper training rather than letting them fend for themselves (Weiss, 2011). They definitely should have given the workers individual attention so that they could learn how to efficiently complete their daily tasks in order to meet their quota (Kumar, 2011). The supervisors should have set a good example by going into the houses with the employees and talked to them while working beside them (Weiss, 2011). They could have inquired about the concerns that the employees were having so that they would feel like their opinions were being heard by management (Weiss, 2011). The supervisors should have given the employees the freedom to choose their own methods of completing the tasks that they were given so that they could achieve self-actualization (Weiss, 2011). The two supervisors should have set up weekly meetings to discuss the successes and failures that everyone was having, and brainstorming ways to fix these problems as a team. They also could have been more friendly and open so that they employees would feel more comfortable talking to them (Weiss, 2011).  
2. (a) Using one of the leadership theories discussed in our text, classify the leadership styles of Joe and the two new supervisors, citing facts from the case to support your classification.
“Leadership is about influencing, motivating and enabling others to contribute toward the effectiveness and success of the organizations of which they are members” (McShane, 2012 pg. 328). The leadership style that Joe adapted was supportive and participative, while the two new supervisors were using the directive leadership style. 
Supportive leadership is having behaviours that “provide psychological support for employees (McShane & Steen, 2012, pg. 335). Likewise, Joe uses the supportive leader style that enables the employees to have a pleasant atmosphere which drives them to be effective in their workplace. Joe hardly shows authority to his employees but rather treats them equally which is a sign of a supportive leader. Also, Joe shows concern to each employee and their matters. He would not give a hard time on employees that arrive at work few minutes late. Moreover, Joe also shows a participative leader style. Having a participative leadership style is to “encourage and facilitate subordinate involvement in decisions beyond their normal work activities” (McShane & Steen, 2012, pg. 336). Joe has always involved the employees in decision making and also letting them make the decisions. As it states in the case study, Joe would leave the decision on the employees to decide upon their task for particular houses. Joe would also considerate the team members capabilities and complement on their methods but if the work is gone wrong, Joe will always be willing to help. However, during the next summer Joe showed little interest in the workers but rather pushed the new supervisors to meet the quota. By having this behaviour, Joe started being achievement oriented and focused on meeting the goal (McShane & Steen, 2012, 336). Joe did not care what style of leadership the supervisors grasp, as long as the work is being completed.  
The two new supervisors used the directive leadership style to approach their employees. A directive leadership indicates to “clarify behaviours that provide a psychological structure for employees” (McShane & Steen, 2012, pg. 335). The two supervisors did not follow the strategies that Joe has used last summer but their own. They gave specific orders and rules that should be followed.  Also, the supervisors planned out work activities, assigned specific tasks to be done at each house and instructed them the way it should be completed. Moreover, the supervisors created an environment that was different from Joe’s style of leadership. 
b) Use the same leadership theory to assess the impact of their leadership styles
Any leadership style is used based on situations. However, not all leadership style can have a positive impact. When Joe supervised his employees in the first summer, the productivity was 15 percent above that which other landscaping companies experienced in the summer. On the other hand, when the two supervisors took in charge, the overall productivity of the company was 5 percent below normal from other companies and way below since last summer. This indicates that the productivity level can be dependent on the leadership style portrayed which causes the workers to behave in different manners. 
When Joe was in charge, the employees were motivated to take full responsibility for the jobs they have done. Also, they were always willing to work overtime whenever Joe needed them. The employees’ attitude at the workplace increased. Nonetheless, the workers felt the workplace environment encouraged them to work efficiently and to be satisfied with their work.  However, because Joe showed more interest in securing high quota, he neglected the workers concern. That caused the workers to put any effort in the work place. 
On contrary, when the two supervisors took in charge, the workers from last summer felt a different vibe. The supervisors played more of a structured and formal role that was different from Joe. The workers were not allowed to take breaks whenever they wanted, drive the truck and also interact with their customers or amongst themselves. Due to this, the workers’ attitude towards the job fell significantly and started to hate the supervisors. To maintain a high level of productivity, the “organizational leaders must embrace the leadership styles that are most effective in motivating” the employees in the workplace (Dixon & Hart, 2010). Comparing Joe with the new supervisors, the old workers noticed a significant change that caused the motivation for the workplace to decrease. 
3. Using organizational behaviour theory and facts from the case to support your points of view identify:  (a) all the individual sources of power
“Power is the capacity of a person, team, or organization to influence others” ( McShane& L.Sten, 2012, p.272).   In the Brewster Seaview Case study, Joe and the two supervisors used different forms of power to influence the workers. In regards to Joe, who was the owner of the company,   used a mix of referent power, reward power and expert power. The fact that workers were eligible for bonuses based upon the amount of customers he or she referred to Joe, is related to Joe using reward power by accessing workers to rewards. Another form of reward power is, whenever a worker did a good job, he or she would always be complimented by Joe. It’s also quite evident in the case study that Joe used referent power as workers really liked Joe; hence formed a friendship with him. Also, at every house Joe worked along with the workers and treated them in a friendly manner which goes to show his referent power. Also, Joe was an expert in his field, had lots of information and expertise in the area which led him to use expertise. If a worker did not know how to complete the job or ending up doing a poor job, Joe was always there to help. 
In the case of two supervisors, they were an absence of all types of power that Joe used resulting in decreased productivity. There were no bonuses for new workers as one of the workers mentions “we were told that we would still be able to make bonus money based on referrals but the new people didn’t have this option” (Allan R. Cohen et all, 1992, Brewster Seaview Case study); meaning Reward power wasn’t used to motivate workers. There was also an absence of referent power as the supervisors weren’t friendly, nor did the workers respect them.  However; the new supervisors did use legitimate power in a much harsher way than Joe as mentioned in the case “Both supervisors refused to tolerate tardiness in the morning and immediately set up a scheduled lunch hour which would remain the same throughout the summer”.  The two new supervisors seemed to take their role in power more seriously than Joe and the fact that “Individuals with an increased sense of power advocated more severe punishments for transgressors than did those with a diminished sense of power” (Wiltermuth & Flynn, 2013), led to the new supervisors treating workers harshly compared to Joe. The two new supervisors also used coercive power on the new workers as it states in the case, “the supervisors were very upset and yelled at them, pushing them to get out their quota.” (Allan R. Cohen et all, 1992, Brewster Seaview Case study). 
(b) All the influence tactics used by Joe and the two new supervisors.
Influence is “any behavior that attempts to alter someone’s attitudes or behavior” ( McShane& L.Sten, 2012, p.283).  Influence tactics used by Joe included Silent authority, as he worked as a team with workers, which is evident in the case stating that “ in the  morning he would read off a list of houses that had to be completed that day” (Allan R. Cohen et all, 1992, Brewster Seaview  Case study)  , leaving it up to the workers to divide the tasks. Whereas, the two new supervisors used Assertiveness as an influence tactic,  as one of the workers mentions in the case “they seemed to clamp down more and push even harder”.  It’s quite clear power and influences used by the two supervisors led to decreasing productivity in the workplace.  Joe as the owner needs to work on the organizational structure of his company as it’s a really important “ need for organizations to not only protect the weak, but also to eliminate chaos--chaos that creates openings for the abuse of power” (Roscigno et all, 2006 ).
4. (a) What are all the personal and structural sources of conflict currently evident at Brewster-Seaview?   
The structural sources of conflict at Brewster-Seaview include differentiation and communication problems (McShane & Steen, pg. 303, 305). Differentiation is seen in the contrasting beliefs and values of the supervisors and workers (McShane & Steen, pg. 303). The supervisors have stripped away several autonomous aspects of the job such as the choice of when to eat lunch, the ability to choose when to take breaks, as well as interacting with customers. Although both the supervisors and labourers are working towards a common goal, each group wants to go about it differently (McShane & Steen, pg.303). The supervisors are creating a definite hierarchical line that is especially evident when they watch the labourers unload the trucks and when they drive from one location to another. The workers enjoy having job autonomy, which provides motivation to finish the job properly. The more the supervisors are hard on the workers the sloppier the quality of work becomes, which is evident with the 5 percent below normal productivity levels.
The other source of conflict is communication problems (McShane & Steen, pg. 305). The hierarchical divide laid out by the supervisors limits the workers willingness to communicate openly and honestly. This can result in unresolved conflict due to the uncomfortable communication environment. Both the supervisors and workers have to rely on their perceptions of the situation, which can be misleading. “The lack of communication most of the times is the main source of conflict” (Elida-Tomita, 2010). To resolve this issue both parties must be willing to work together to evaluate the situation, find the problem, and brainstorm and implement ways in which the issue can be solved. “The change of information allows each part to have access to the other part's arguments and knowledge, distrust, confusion and misunderstanding being therefore much easily diminished” (Elida-Tomita, 2010). In turn better communication will also help to eliminate the differentiation problem by lessening the gap between the supervisors and labourers.
The personal conflict that can be seen with the workers at Brewster-Seaview is lack of motivation (McShane & Steen, pg. 29). The supervisors’ strict working conditions cause the labourers to neglect their tasks due to job dissatisfaction (McShane & Steen, pg. 103). Joe’s friendly and laid-back style of management pushed the workers to do the job to the best of their abilities in order to get their boss’ approval rather than the supervisors’ way of management, which causes resentment with their subordinates.
b) Identify and evaluate (using facts from the case to defend your choices) the interpersonal conflict management styles used by each people mentioned in the case.
The interpersonal conflict managing styles that is seen in this case study is avoiding, forcing, and yielding (McShane & Steen, pg. 306). Joe uses avoidance when approaching this conflict (McShane & Steen, p. 306). This is seen when he pacifies the workers by telling them that he will speak to the supervisors and no changes were made. The workers are left feeling that they are not being heard and in turn become less motivated to do their jobs with accuracy.
The supervisors use forcing as their conflict managing style (McShane & Steen, pg. 306). When the workers start to slip with their productivity, instead of using positive reinforcement and making sure that the new workers have the proper skills needed to get the job done correctly and efficiently, the supervisors use authority and assertion in efforts to move the job along faster. Their productivity kept decreasing which caused the supervisors to be very upset and yelled at the workers, pushing them to get out their quota.
This conflict managing style creates tension and resentment rather than efficiency and motivation. “Similarly, [25] Frone (2000) found that interpersonal conflict with superiors was associated with decreased job satisfaction and organizational commitment; and increased turnover intentions” (Chung-Yan, 2010). The workers become less efficient and motivated when the supervisors become more forceful in their management style.
The workers use avoiding as their conflict managing style (McShane & Steen, pg. 306). They neglect to communicate with their supervisors; instead some choose to talk to Joe. When nothing changes, they begrudgingly fulfill their new constricted roles with the minimum effort required. Their silence results in further resentment and differentiation in the work environment.
To solve these conflicts, each of the team members needs to be willing to cooperate, using compromise and problem-solving as their conflict managing styles (McShane & Steen, pg. 306). Also differentiation should be reduced by creating common experiences (McShane & Steen, pg. 309). Communication and understanding should be improved by using the Johari Window model and contact hypothesis (McShane & Steen, pg. 79, 80). With better communication skills, the members will work more cohesively together resulting in better productivity and job satisfaction.
5. Recommend an action plan for Joe to help him improve the effectiveness of Brewster-Seaview Landscaping in the short term (the rest of this summer) and for the long term (next summer.)
There are two core issues that face Brewster-Seaview Landscaping that need to be addressed in order to improve the company's effectiveness. The first issue is the loss of motivation and performance from returning employees from the previous summer. This issue can be traced to the changes in leadership style of the new supervisors and the change in company culture caused by this change. In the short term options to address this issue are limited, Joe will have to take the time to educate the supervisors on the former company culture, nature of the job and the leadership style that he employed the previous year, then continue to monitor the supervisors and ensure that the proper culture and leadership is being maintained. Long term the issue is somewhat easier to address however the importance of the company culture and expected leadership style should be stressed to any supervisor. Newly hired supervisors could spend some time working within existing teams to gain a better understanding of the job and company culture.  As an alternative to hiring new supervisors existing employees who exhibit good performance could be promoted to supervisor positions and instructed on the requirements of the new position. With either of these long term methods the new supervisors would be more knowledgeable of the working of the company, how the other employees would like to be treated and would already have a stronger relationship with the other employees they would end up supervising.
The second core issue is the performance of the newly hired employees. This issue can be traced to a combination of the lack of training and experience or the new employees and issues with the supervisors’ leadership style. The lack of training of the new employees is the easier part to address and can be solved by reorganizing the work teams so that returning members are intermixed with new hires allowing  thus the more experienced employees to assist and instruct new members. Ensuring that there are experienced employees on all work teams will be a useful strategy in addressing potential issues with training both in the short and long term. The issues with supervisor management style will be addressed by the same steps as the issue with returning employees and in addition by ensuring that supervisors have knowledge of how to perform the required tasks they will be able to provide instruction and assistance to inexperienced employees if necessary.
Thus the overall action plan to address the issues of Brewster-Seaview is to begin with educating the current supervisors on company culture, specifically the leadership methods Brewster employed in previous years that returning employees have grown to expect and the nature of what the job entails. At the same time the teams should be reorganized so that a mix of new and returning employees are on each team. Moving forward from these changes the supervisors will need to be monitored to check how they lead their teams and to ensure they actually take the company culture to heart. Looking to future summers supervisors should spend time working on the teams to develop an understanding of the work process and company culture  as well as building a working relationship with their fellow employees; or alternatively new supervisors could be selected from current employees. With these steps the effectiveness of Brewster-Seaview should improve noticeably.
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