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PART 1: UNDERSTANDING THE WORKPLACE|

Chapter 1: What Is Organizational Behavior?

I DEFINING OB
organizational behaviour = field of study that investigates impact of individuals, groups, and structure
on behaviour (what ppl do, attitudes, how they perform) within organizations
- often applied to absenteeism, turnover, productivity, job satisfaction, motivation
- is for everyone (e.g. roles of managers & employees becoming blurred b/c managers
increasingly asking employees to make decisions, not simply follow orders ) ; applies equally

well to all situations where you interact w/ others

organization = consciously coordinated social unit, compose of group of ppl, that functions on a relatively
continuous basis to achieve a common goal/set of goals
e.g. church, school, hospital, retail store
- non-profit / for—profit

- businesses employ < 10 ppl -- 75% of Can markplace

I TODAY’S CHALLENGES IN CANADIAN WORKPLACE

Organization: individual level + group level + organization systems level

Challenges @ Individual Level (that influence behaviour)

Personality characteristics, perception, values, attitudes
Individual Differences ,
e.g. ICR’s employees had drug dependencies that affected their productivity

Satisfied employees more productive than dissatisfied employees; negatively related
Job Satisfaction
to absenteeism, turnover (very costly)

Rewards to motivate employees (who do not feel they get fair rewards for their

Motivation
work )
= giving employees more responsibility for what they do
managers being asked to share more of their power & empowering employees,
Empowerment

who are learning how to make appropriate decisions

e.g. self-managed teams: employees operate w/o managers (1990s)

- In a world characterized by cutbacks, expectations of inc. worker productivity
Behaving Ethically

& tough competition in market, employees feel pressured to cut corners, break
(ethics = study of moral rules, engage in questionable practices
values or principles that|_

Organizations that encourage ethical climate in the face of financial, other
guide our beaviour)

pressures — often do the right thing
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Challenges @ Group Level

ppl’s behaviour in group — different from when they’re alone

Working w/
Others

Success in any job involves: - good interpersonal (“people”) skills
- positive attitudes & behaviours

- ability to take responsibility for one’s actions

Workforce

Diversity

= mix of ppl in organizations in terms of gender, race, ethnicity, disability, sexual
orientation, age, demographic characteristics (education,socio—economic status)
e.g. in Can, mix of generations: Elders, Baby Boomers, Generation Xers, Net Generation
- can inc. creativity and innovation in organizations if positively managed
(if not, higher chance of turnover, miscommunication conflicts)
- organizations becoming heterogeneous — different values, expectations
- recognize that employees don’t set aside their cultural values & lifestyle preferences
when they go to work
— need to be able to adapt to many diff. ppl

— accommodate diverse groups by addressing their diff. life/ work styles

Challenges @ Organizational Level

ppl’s behaviour in group — different from when they’re alone

Productivity

= performance measure including effectiveness ( achievement of goals) & efficiency
(ratio of effective work oulput to the input required fo produce the work)
- organization is productive if it achieves goals by transferring inputs (employee

labour, materials used) to outputs (finished goods, services) at lowest cost

Developing Effective

Employees

- how to engage employees effectively so that they’re committed
Organizational citizenship behaviour (OCB) = discretionary behaviour that’s not part
of an employee’s formal job requirements, but still promotes effective functioning
of the organization
- employees go beyond their usual job duties, provide performance that’s
beyond expectations — successful organization
(e.g. helping others, volunteering for extra job activities, showing care for

organizational property, respecting spirit & regulations...)

Putting People First

- organizations that spend more time developing or recognizing the value of employees
— committed workforce
- ppl work harder when they feel they have “more control and say”

(BUT this becomes a challenge for businesses that focus solely on bottom line)

Global Competition

- growing competition from global marketplace
— to survive, had to reduce costs, inc. productivity, improve quality

— companies merging & employers outsource jobs to other countries
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— to stay employable,

unpredictability

e.g. Dell Canada’s technical service lines are handled by technicians in India

meet new job requirements & new ways of doing business

- today’s organizations need to live w/ flexibility, spontaneity, uncertainty,

employees need to update their knowledge, skills to

Managing & Working
in Multicultural World

Internet & NAFTA & EU reduced tariffs on trade
— companies are more globally connected (e.g. int’l sales)
— world is now “global village”
e.g. traveling to other countries to work; companies develop joint ventures w/ foreign
partners (global alliances); setting up plants in foreign countries
- managers & employees must be capable of working w/ ppl from diff. cultures

(be sensitive to cultural differences )

I OB: MAKING SENSE OF BEHAVIOUR IN ORGANIZATIONS

emerged as

a distinct field in 1940s

is an applied behavioural science built upon contributions from many disciplines:

- mainly contributes to

individual level

contribution:

learning, perception, personality, emotions, leadership

Psychology |= seeks to measure, explain,|effectiveness, decision-making, work stress, job dissatisfaction,
change behaviour of motivational forces & problems of fatigue, boredom, working
humans&other animals conditions that could affect work performance
= studies social system in |contribution: study of group behaviour in organizations
which individuals fill their roles| — group dynamics, design of work teams,

Sociology
/ people in relation to their communication, organizational culture & tech,
fellow human beings formal organization theory & structure
= focuses on influence of ppl|contribution: communication patterns; group decision-making;

Social
on one another measuring, understanding, changing attitudes; ways group
Psychology
activities satisfy individual needs
= study of societies to learn|contribution: group & organization
about human beings & their| — helped us understand differences in fundamental values,
Anthropology

activities

attitudes, behaviour btwn ppl in diff. countries &

organizations; organizational environments, culture

Political Science

studies beahaviour of
individuals & groups within a

political environment

contribution: understanding of behaviour in organizations
— allocation of power, structuring of conflict, how ppl

manipulate power for self-interest
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there’re certain fundamental consistencies underlying behaviour of most individuals

— allows predictability (behaviour is generally predictable, NOT random)
OB uses systematic study = examination of behaviour to draw conclusions ( based on scientific evidence )
about causes & effects in relationships
— does NOT rely on & is NOT commonsense
OB has few absolutes — e.g. two ppl often act very differently in the same situation
— ability to make simple, accurate generalizations about human beings is limited

OB uses contingency approach = considering beahviour within context in which it occurs

e.g. effectiveness of a particular leadership style depends on the situation in which it’s used
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Chapter 10: Organizational Culture

Organizational Culture
= pattern of shared values, beliefs, assumptions considered to be the appropriate way to think and act
within an org.
- Culture is shared by members of the org.
- helps members of org. solve & understand the things that it encounters (internally & externally)
- Because the assumptions, beliefs, and expectations that make up culture have worked over
time, org’s members believe they are valid — taught to pl who join the org.
- These assessments, beliefs, expectations strongly influence how ppl perceive, think, feel, and
behave within the org.
*high turnover, no challenging events — may not develop cultures

Levels of Culture

artifacts = aspects of an org.’s culture that you see, hear, feel (visible)

beliefs = understandings of how objects & ideas relate to each other
values = stable, long-lasting beliefs about what is important
assumptions = taken-for-granted notions of how sth should be

- may cause difficulty conceiving of another way of doing things

Characteristics of Culture (high / low)

Innovation & Risk-Taking|degree to which employees are encouraged to be innovative & take risks

Attention to Detail ...employees are expected to work w/ precision, analysis, attention to detalil

] ) ...management focuses on results/outcomes (rather than on techniques and
Outcome Orientation ]
processes used to achieve these outcomes)

People Orientation |...mngmnt decisions consider effect of outcomes on ppl within the org.
Team Orientation ...work activities are organized around teams (rather than individuals)
Aggressiveness ...ppl are aggressive & competitive (rather than easygoing & supportive)

Stability ...0rg. activities emphasize maintaining the status quo (in contrast to growth)
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Culture’s Functions
* has a boundary-defining role b/c it creates distinction btwn one org. & others
e conveys sense of identity to org. members
* helps create commitment to sth larger than an individual's self-interest
* enhances stability; it's the social glue that helps hold the org. together by providing appropriate
standards for what employees should say & do
* serves as control mechanism that guides & shapes the attitudes & behaviour of employees, and
helps them make sense of the org.
*shared meaning provided by strong culture ensures that everyone is pointed in same direction
*culture can influence ethical behaviour
e.g. lower-level employees see managers padding expense reports — think such behaviour is okay

Do Organizations Have Uniform Cultures?
dominant culture = system of shared meaning that expresses core values shared by a majority of org’s
members

- org.’s culture; macro view of culture, gives an org. its distinct personality
subcultures = minicultures within an org., typically defined by department designations & geographical
separation

- reflect common problems, situations, experiences that members face

- core values + values unique to members of a department

- may influence members’ behaviours

- if too strong — difficult for managers to implement org. change
core values = primary / dominant values that are accepted throughout the org.

- retained but modified to reflect separated unit’s distinct situation

I READING AN ORGANIZATION'S CULTURE

strong culture = culture where core values are intensely held & widely shared
- high degree of shared experiences & intensity — great influence on behaviour
*weak culture — employees do not feel any great attachment to org. / co-workers; may not take pride in

their work

- provide explanations & legitimacy for current practices
Stories - tell about org’s founders, rule-breaking, relocation of employees, reactions to learning

from past mistakes, org. coping

= repetitive sequences of activities that express & reinforce the key values of the org.

Rituals (what goals are most important? which ppl are important? which ones are expendable)

e.g. chants






|PART 4: SHARING THE ORGANIZATIONAL VISION|

e.g. layout of corporate headquarters, car given to top exec, size of offices, elegance of
) furnishings, corporate logos, signs, brochures, ads
Material ) o o
- convey to employees, customers, clients who is important; degree of egalitarianism
Symbols _ : : : .
desired; kinds of behaviour considered appropriate
- companies differ in how much separation they make btwn exec & employees
- identify members of a culture /subculture
Language . ) . .
- learning this lang. — members show their acceptance of culture & helps preserve it

I CREATING & SUSTAINING CULTURE

How a Culture Begins

- starts w/ founder (have vision for org., unconstrained by previous customs)

How Organizational Cultures Form

Phil Top managemen
llosophy ?f Selection s g d\ Organization's
organization’s > o
criteria culture
founders SOC|aI|zat|on
1. founders only hire & keep employees who think & feel the way they do

they instruct & socialize these employees to their way of thinking & feeling

founders’ behaviour acts as role model, encouraging employees to identify w/ founders & internalize
those beliefs, values, assumptions

when org. succeeds — founders’ vision viewed as primary determinant & personality is embedded in

culture of org.

Keeping a Culture Alive

Selection

to identify & hire individuals who have the knowledge, skills, and abilities to perform the jobs within
the org. successfully

final decision influenced by judgment of how well one will fit into the org.

to ensure proper match — hire ppl who have values essentially consistent w/ those of org.
provides info about org. to applicant (if conflict btwn applicant & org’s values, applicant or employer
can look elsewhere)

Top Management

senior exec. establish norms that filter down thru org.
e.g. whether risk-taking is desirable, how much freedom managers should give employees,

appropriate dress, rewards

Socialization

= process that adapts hew employees to the org’s culture

most critical stage: when new employee enters org. (org. moulds outsider)
— if fail to learn essential role behaviours — “nonconformists” “rebels” — expulsion

continuous throughout employee’s careers in the org. — sustain culture






3 Stages in Socialization

Prearrival

SOCIALIZATION PROCESS
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OUTCOMES

Productivity

Encounter

\ 4

Metamorphosis Commitment

\ 4
v

L—» Turnover

— this 3-stage process has impact on hew employee’s work productivity, commitment on org’s objectives,

and eventual decision to stay w/ org.

period of learning in

socialization process that

recognizes that each individual arrives w/ a set of values,

attitudes, expectations

Pre-arrival
occurs before a new - e.g. business school, training
Stage employee joins the org. |- informs employees about org. as a whole
- ensures inclusion of the “right type” (who will fit in)
stage in socialization - employee confronts possible gap btwn expectations of job,
process in which a new co-workers, boss, the org. VS. reality
employee sees what the |- if expectations accurate — reaffirmation of perceptions
En;oal;r;ter org. is really like & - when expectations ==reality — help employee detach from

confronts the possibility
that expectations and

reality may diverge

previous assumptions & replace them w/ another set that
the org. considers desirable
(but not always successful)

Metamorphosis

Stage

...a new employee adjusts
to work group’s values &

norms

long-lasting changes take place

- new employee masters skills required for the job
successfully performs new roles
makes adjustments to work group’s values & norms

- this stage & entry socialization process complete when:

* new employee has become comfortable w/ org. & job

* new employee has internalized norms of org. & work
group, and understands & accepts these norms

* new employee feels accepted by peers as trusted, valued;
is self-confident that he has competence to complete job
successfully; understands the system (his own tasks +
rules, procedures...)

* new employee understands how he will be evaluated &
knows what criteria will be used to measure and appraise
his work; knows what's expected & what constitutes a job

“well done”
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Entry Socialization Options

Formal socialization: new employee is segregated from ongoing work setting &
Y differentiated in some way to make explicit his newcomer’s role
Formal Informal o ) o
S e.g. specific orientation, training programs

Informal socialization: put new employee directly into his job

Individual: new members can be socialized individually
o \ ] e.g. in professional offices
Individual Collective . . . .
S Collective: grouped together & processed thru identical set of experiences

e.g. military boot camp

time schedule in which newcomers make transition from outsider to insider

Fixed schedule: standardized stages of transition (rotational training programs,

probationary periods)

Fixed \S/ Variable e.g. 8- to 10-yr “associate” status that accounting & law firms use before
deciding whether to name a candidate as a partner

Variable schedule: give no advance notice of transition timetable (typical

promotion system — individuals not advanced to next stage until they're “ready”)

Serial socialization: use of role models who train & encourage newcomer
_ \ e.g. apprenticeship & mentoring programs
Serial Random o ) ) )
S Random socialization: role models are deliberately withheld (new employee is left

on his own to figure things out)

Investiture socialization: assumes newcomer’s qualities & qualifications are
v necessary ingredients for job success, so these qualities & qualifications are
Investiture s Divestiture|confirmed and supported

Divestiture socialization: try to strip away certain characteristics of recruit

e.g. fraternity, sorority “pledges” go thru this to shape them into proper role

**hold— more management relies on these kinds of programs (better)

Effects of Layoffs

- can mean that ppl who know the culture best leave the org.

- fear & stress about layoffs can seriously erode company’s culture

Matching People With Cultures
- (Goffee & Jones) 2 dimensions that underlie org. culture:
Sociability: measure of friendliness (high ppl orientation, high team orientation, focus on processes)
high sociability: ppl do kind things for one another w/o expecting sth in return; relate to each other in
friendly, caring way
Solidarity: strength of group’s task orientation (high attention to detail, high aggressiveness)
high solidarity: ppl can overlook personal biases and rally behind common interests & common goals






Four-Culture Typology

PART 4: SHARING THE ORGANIZATIONAL VISION

HIGH Networked Communal
Low Fragmented Mercenary
Low HIGH
Solidarity
Sociability | Solidarity DOWNSIDE
- org view members as family & friends focus on friendships can
- ppl know & like each other, willingly help others,|lead to tolerance for poor
Networked openly share info performance & creation
culture HIGH LOW - strong sense of belonging of political cliques
- passionate identification w/ company product
e.g. some family businesses
- fiercely goal-focused can lead to almost
- ppl are intense & determined to meet goals inhumane treatment of
- ppl have enthusiasm for getting things done ppl who are perceived as
Mercenary )
culture LOW HIGH quickly & powerful sense of purpose low performers
- not just abt winning; also abt destroying enemy
- objectivity leads to minimal degree of politicking
- may have lil tolerance for socializing / small talk
- made up of individualists can lead to excessive
- commitment is 1% & foremost to members & critiquing of others &
their job tasks absence of collegiality
- lil / no identification w/ organization and cooperation
Fragmented ] ] o
culture LOW LOW |- employees judged solely on their productivity &
quality of work
e.g. some large accounting, law firms; uni’'s
(profs are judged on research & scholarship,
don’t need to be friendly to retain status)
- value friendship & performance often consumes
- ppl have feeling of belonging, but there’s still  |employee’s life
ruthless focus on goal achievement (charismatic leaders
Communal S ) )
culture HIGH HIGH |- leaders tend to be inspirational & charismatic w/|often expect to create
clear vision of org’s future disciples rather than
followers — “cult-like”
work climate
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| THE LIABILITIES OF CULTURE

- reduces ambiguity

Culture as a Barrier to Change

employees less likely to have shared values when org’s environment is dynamic

consistency (even tho an asset when facing stable environment) may burden org & make responding
to changes in environment difficult

strong cultures: practices that led to previous successes can lead to failure (practices need to match

up well w/ environmental needs)

Culture as a Barrier to Diversity

- management wants new employees (race, gender, disability diff’'s) to accept org’s core culture values,

while openly acknowledge, demonstrate support for diff's these employees bring to workplace (paradox)

strong cultures put pressure on employees to conform (limit range of acceptable values/styles)

e.g. Disney: enthusiastic, good-looking employees

strong cultures can eliminate unique strengths that ppl of diff. bg's bring to the org ®

strong cultures may support institutional bias or become insensitive to ppl who are diff. ®

Culture as a Barrier to Mergers & Acquisitions

- brining employees from 2 diff. companies (cultures) together is likely to cause friction

Strategies for Merging Cultures

Assimilation

- entire new org. is determined to take on the culture of 1 of the merging org’s

works best when 1 of the org’s has relatively week culture

- but, if a culture is simply imposed on an org, it rarely works

Separation

- org’s remain separate & keep their individual cultures

- works best when org’s have little overlap in industries in which they operate

Integration

- new culture is formed by merging parts of each of the org’s

- works best when aspects of each org’s culture need to be improved

bicultural audit = examination of differences btwn 2 potential merger partners prior to a merger to

determine whether the cultures will be able to work together (use questionnaires, interview, focus groups)

commonalities? — to build successful merger ©

diff's in vision, values, structure, mngmnt practices & behaviours? —extreme difficulties if merged®

To bridge culture gaps:

define a structure that's appropriate for both org’s, along w/ a reorganization plan

identify & implement a management style appropriate for both org’s

reinforce internal communication to make sure employees are kept aware of changes that will occur
get agreement on what will be considered in performance evaluations (expected behaviours,

performance criteria)
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I CHANGING ORGANIZATIONAL CULTURE

Common problems that occur when managers try to initiate change:

- inability to create sense of urgency about the need for change

- failure to create coalition for managing the change process

- absence of vision for change

- failure to effectively communicate vision

- not removing obstacles that could impede achievement of the vision
- failure to provide short-term & achievable goals

- tendency to declare victory too soon

- not anchoring changes in org’s culture

(Kotter) Steps to changing org. culture:
1. Set the tone thru mngmnt behaviour.
Managers (particularly top management) need to be +ve role models

Create new stories, material symbols, rituals to replace those currently in vogue

Select, promote, support employees who support new values that are sought

Redesign socialization processes to align w/ new values
Change reward system to encourage acceptance of new set of values
Replace unwritten norms w/ formal rules & regulations that are tightly enforced

Shake up current subcultures thru transfers, job rotation, and/or terminations

© N o o~ D

Work to get peer-group consensus thru employee participation & creation of a climate w/ high level

of trust
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Chapter 11: Leadership

Managers =Leadership (ability to influence a group toward achievement of goals)
Managers: promote stability, implement vision & strategy, coordinate and staff org, day-to-day problems

Leaders: press for change, provide vision and strategy

MANAGEMENT LEADERSHIP
1. |Engage in day-to-day caretaker activities: Formulate long-term objectives for reforming the
Maintain & allocate resources system: Plan strategy and tactics

2. |Exhibit supervisory behaviour: Act to make Exhibit leading behaviour: Act to bring about change

others maintain standard job behaviour in others congruent w/ long-term objectives
Administer subsystems within org’s Innovate for entire org

4. |Ask how and when to engage in standard Ask what and why to change standard practice
practice

5. |Act within established culture of org Create vision and meaning for org
Use transactional influence: Induce Use transformational influence: Induce change in
compliance in manifest behaviour using values, attitudes, behaviour using personal e.g.’s
rewards, sanctions, and formal authority and expertise

7. |Rely on control strategies to get things done |Use empowering strategies to make followers

by subordinates internalize values

8. |Status quo supporter and stabilizer Status quo challenger and change creator

(Rabindra Kanungo)
] LEADERSHIP AS SUPERVISION
{Trait theories: leaders have a particular set of traits that make them different from nonleaders

Behavioural theories: particular behaviours make for better leaders

Contingency Theories: situation has effect on leaders

Trait Theories: Are Leaders Different from Others? (selecting the “right” ppl for formal positions)
trait theories of leadership = theories that propose traits—personality, social, physical,

intellectual—differentiate leaders from nonleaders

- ambition & energy - self-confidence - job-relevant knowledge
- desire to lead - intelligence
- honesty & integrity - high self-monitoring

- traits can predict leadership\

- traits predict better emergence of leaders & appearance of leadership, rather than distinguishing btwn
effective & ineffective leaders

- various leadership reviews subsume under Big Five factors (CH.2)

*most important trait: extraversion *most irrelevant: agreeableness & emotional stability





Emotional Intelligence & Leadership

- El — better predictor of who will emerge as leader

IQ & technical skills — “threshold capabilities”

What Types of Traits are Preferred in Leaders?
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(better than 1Q, expertise)

5 components of El (self-awareness, self-management, self-motivation, empathy, social skills)

the higher the rank, the more El capabilities needed for effectiveness

- universally liked attributes should be used by leaders working in any culture

- universally disliked attributes should be avoided by leaders

- attributes categorized by wide disagreement should be used cautiously, based on demands of

specific cultures

Leader Attribute Universally Liked

LAs Universally Disliked

LAs over which there’s Most Disagreement

decisive

trustworthy
dynamic
motive arouser

intelligent
dependable

plans ahead
excellence oriented
team builder
encouraging

non-cooperative

irritable
* egocentric
ruthless
dictatorial

loner/self-centred

subdued
intragroup conflict avoider

cunning
sensitive
provocateur
self-effacing
willful

Behavioural Theories: Do Leaders Behave in Particular Ways? (training ppl to be leaders)

behavioural theories of leadership = ...that specific behaviours differentiate leaders from nonleaders

- all consider 2 main dimensions to characterize managers: attention to production & attention to ppl

2 DIMENSIONS OF LEADERSHIP BEHAVIOUR

The Ohio
State Studies

Initiating

structure

extent to which leader is likely to define and
structure his role & roles of employees in order

to attain goals

behaviour that attempts to
organize work, work

relationships, goals

Consideration

... leader is likely to have job relationships
characterized by mutual trust, respect for

employees’ ideas, regard for their feelings

for employees’ comfort,

well-being, status, satisfc’n

The Michigan
Studies

Employee- |(leader who) emphasizes - personal interest in needs of subordinates
Oriented |interpersonal relations - accept individual diff's of members

Production- |(leader who) emphasizes main concern: accomplish group’s tasks;
Oriented |technical / task aspects of the job |members were a only a means to that end

Managerial

(Leadership)
Grid

“concern for

ppl”

consideration (Ohio State)

employee oriented (Michigan)

5 emphasis:
¢ Impoverished Management (1,1)
* Authority-Obedience Management (9,1)

“concern for

production”

initiating structure (Ohio State)

production-oriented (Michigan)

* Middle-of-the-Road Management (5,5)
¢ Country Club Management (1,9)
* Team Management (9,9)

high consideration — concern
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The Managerial Grid

High 9

Concern for PEOPLE

Low 1

Country Club Management

19

Thoughtful attention to the

needs of ppl for satisfying
relationships leads to a
comfortable, friendly org

atmosphere & work tempo

Team Management
9,9

Work accomplishment is from
committed ppl who have a
“common stake” in org’s purpose;
leads to relationships of trust &
respect

Middle-of-the-Road Management
5,5

Adequate org. performance is possible thru
balancing the necessity to get work w/
maintaining morale of ppl @ satisfactory level

Impoverished Management

11

Exertion of min. effort to get

required work done is
appropriate to sustain org.
membership

Authority-Obedience
Management
91

Efficiency in operations results
from arranging conditions of work
in such a way that human
elements interfere to min. degree

Low

4 5 6

Concern for PRODUCTION

7 8

High

RESEARCH: When should leaders be production-oriented? People-oriented?

* When subordinates exp. a lot of pressure b/c of deadlines / unclear tasks

— Ppl-oriented leaders INC. employee satisfc’n & performance

* When_ task is interesting / satisfying — less need for leaders to be ppl-oriented

* When it's clear how to perform the task and what the goals are

— ppl-oriented leaders INC. employee satisfc’'n (while those task-oriented dec. satisfc’n)

*  When ppl don’t know what to do, or individuals don’t have the knowledge/skills to do the job

— leaders should be production-oriented

Contingency Theories: Does the Situation Matter?

- leadership style depends upon situation

situational (contingency) theories = propose leadership effectiveness is dependent on the situation

Variables include:

- quality of leader-member relations
- leader’s position power

- employees’ role clarity

- degree of structure in task being performed - group norms

- employee acceptance of leader’s decisions

- info availability

- employee maturity

4 situational theories:(1) Fiedler contingency model
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(2) Hersey and Blanchard’s situational leadership theory

(3) Path-goal theory
(4) Substitutes for leadership

Fiedler Contingency Model
= theory that proposes effective group performance depends upon proper match btwn leader’s style &
degree to which situation gives control to the leader

*Least Preferred Co-worker (LPC) Questionnaire:

determine whether individuals were primarily interested in good personal relations w/ co-workers
(relationship oriented), OR primarily interested in productivity (task oriented)

- assumes an individual’s leadership style is fixed

— therefore, if situation requires task-oriented leader but the leader is relationship oriented,
situation must be modified / or leader be replaced, in order to achieve optimum effectiveness
3 Contingency Dimensions that define situation:

¢ | eader-member relations

degree of confidence, trust, respect members have in their leader
* Task structure
degree to which job assignments are procedurized (structured / unstructured)
* Position power
degree of influence leader has over power variables (hiring, firing, discipline, promotions, salary)
- better leader-member relations, highly structured the job, stronger position power — more leader
control
- task-oriented leaders perform best in situations of high & low control

relationship-oriented leaders perform best in moderate control situations

Hersey & Blanchard’s Situational Leadership Theory (SLT)

= ...effective leaders adapt their leadership style according to how willing/able follower is to perform tasks
- leader-follower relationship: analogous to that btwn parent & child: as child (follower) becomes more
mature, parent (leader) needs to relinquish control
4 leader behaviours: (highly directive <— highly laissez-faire/free of regulations)

FOLLOWER READINESS LEADER BEHAVIOURS

R1 |Unable & Telling (be give clear & specific directions
Unwilling/insecure |highly directive)

R2 |Unable & Willing |Selling the task [high task orientation (compensate for lack of ability) & high

relationship orientation (get follower to “buy into” leader’s desires)

R3 |Able & Unwilling |Participating use supportive & participative style

R4 |Able & Willing Delegating doesn’t need to do much (laissez-faire approach will work)






(High)

Hersey & Blanchard’s Situational
Leadership Theory (SLT)

Relationship behaviour

(Low)

Path-Goal Theory (Evans)
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Leader Behaviours
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(expectancy theory + Ohio State leadership research)

= ...it's the leader’s job to assist followers in attaining their goals & to provide the necessary direction &/

support to ensure that their individual goals are compatible w/ the overall goals

*path-goal — leaders clarify path, help followers get to achievement of work goals, make journey along

the path easier by reducing roadblks & pitfalls

To be effective, leaders should:

* Determine the outcomes subordinates want (good pay, job security, interesting work, autonomy)

* Reward individuals w/ their desired outcomes when they perform well

e Letindividuals know what they need to do to receive rewards (path to the goal), remove barriers that

would prevent high performance, express confidence that they have ability to perform well

— be clear w/ expectations

Leadership Behaviours to Motivate ppl:

Directive leader
(Ohio State:
initiating structure)

inform followers of expectations

schedule work, show how to accomplish tasks

best used when ppl have difficulty doing tasks or tasks ambiguous
NOT helpful when used w/ ppl already highly motivated, have skills,
and understand task requirements

Supportive leader

(Ohio State: consideration)

friendly, show concern for followers’ needs, well-being, status
use when individuals are under stress or show they need support

Participative leader

consult w/ followers & use their suggestions before making decision
best used when ppl need to buy in to decisions

Achievement-oriented leader

set challenging goals, seek improvement in performance
expect followers to perform @ highest level

work well w/ ppl who like challenges / highly motivated
less effective w/ less capable / stressed ppl
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2 contingency variables affect behaviour-outcome relationship:

1) environmental variables outside employee’s control &

2) variables that are part of employee’s personal characteristics

- employee performance & satisfc'n likely +vely influenced when leader compensates for what's

lacking in employee & work setting

*BUT, doing so to experienced/skilled employees — redundant, insulting

CONTENGENCY FACTORS

Environmental

Leader Behaviour

* Directive
e Supportive
* Participative

¢ Achievement-oriented

Task structure Outcomes
Formal authority system * Performance
Work group e Satisfc'n

Subordinate

Locus of control

Experience

Perceived ability

*not everyone can adjust behaviour to various situations (some adaptable [self-monitors], some consistent)

Substitutes for Leadership

- certain individual, job, and org. variables can act as substitutes for leadership or neutralize leader’s

ability to influence his followers (sometimes leader’s actions are irrelevant!)

CHARACTERISTICS OF INDIVIDUAL

Substitutes & Neutralizers for Leadership

Experience/training

Professionalism

Indifference to rewards

CHARACTERISTICS OF JOB

Highly structured work

Provides own feedback

Intrinsically satisfying

CHARACTERISTICS OF ORG.

Explicit formalized goals

Rigid rules & procedures

Cohesive work groups

EFFECT ON LEADERSHIP

Substitutes for task-oriented leadership

Substitutes for relationship-oriented & task-oriented leadership

Neutralizes relationship-oriented and task-oriented leadership

EFFECT ON LEADERSHIP

Substitutes for task-oriented leadership

Substitutes for task-oriented leadership

Substitutes for relationship-oriented leadership

EFFECT ON LEADERSHIP

Substitutes for task-oriented leadership

Substitutes for task-oriented leadership

Substitutes for relationship-oriented & task-oriented leadership
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Qualities of Effective Followers
- ineffective followers may be of handicap to org than ineffective leaders
* Manage themselves well
able to think for themselves; work independently & w/o close supervision
*  Committed to a purpose outside themselves
committed to a cause/product/team/org in addition to the care of their own lives; most ppl enjoy
working w/ colleagues who are emotionally & physically committed to their work
* Build competence, Focus their efforts for max. impact
master skills useful for org & hold higher performance standards than their job/work group requires
* Courageous, honest, credible
independent, critical thinkers whose knowledge & judgment can be trusted; hold high ethical

standards, give credit where credit is due, not afraid to own up to mistakes

] INSPIRATIONAL LEADERSHIP

From Transactional to Transformational Leadership

= leaders who guide / motivate followers in direction of established goals by

clarifying role & task requirements

) - use rewarding & recognizing behaviours

Transactional . )

Lead - results in performance that meets expectations but not exceed
eaders

- some may emphasize correction & possibly punishment

— results in performance below expectations,

discourage innovation & initiative

= inspire followers to go beyond their own self-interests for the good of the org,

and have a profound & extraordinary effect on their followers

Transformational pay attention to concerns & developmental needs of followers
Leaders - change followers’ awareness of issues by helping them look at old problems

in new ways

- excite, arouse, inspire followers to exert extra effort to achieve group goals

Charismatic leadership = ...critically examines status quo w/ a view to developing & articulating future
strategic goals or vision for the org, and then leading org. members to achieve these goals thru
empowering strategies

- all charismatic leaders are transformational, BUT NOT all transformational leaders are charismatic
- transformational leadership produces levels of employee effort & performance that go beyond what

would occur w/ transactional approach
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Transactional Leader

Transformational Leader

Contingent rewards: contract exchange of

rewards for effort, promise rewards for good

performance, recognize accomplishments

Charisma: provide vision & sense of mission, instill

pride, gain respect & trust

Management by exception (active): watch &

search for deviations from rules & standards, take

corrective action

Inspiration: communicate high expectations, use
symbols to focus efforts, express important purposes

in simple ways

Management by exception (passive): intervene

only if standards not met

Intellectual stimulation: promote intelligence,

rationality, careful problem solving

Laissez-faire: abdicate responsibilities, avoid

making decisions

Individualized consideration: give personal attention,

treat each employee individually, coach, advise

Sharing a Vision

- articulate vision: key component of transformational & charismatic leadership

- vision: inspirational possibilities that are value-centred and realizable, w/ superior imagery & articulation

coffer new order that can produce org. distinction

fail if it doesn’t offer view of future that’s better for org

- ppl in org must believe that the vision is challenging yet doable

RESEARCH:

Impact of charismatic / transformational leadership:

Company Performance

- visionary companies performed better

- transformational leaders had higher business unit performance results

- charismatic leaders led more profitable companies

Individual Performance

- ppl working for charismatic leaders are motivated to exert extra work effort & more satisfied

- transformational leaders are more strongly correlated than transactional leadership w/ lower turnover

rates, higher productivity, higher employee satisfc’'n, stronger bonds of loyalty

- charismatic leadership had greater impact on team performance than individual performance

Transformational Leadership Styles Across Cultures

- charismatic leadership is similar in many countries (Canada, Hungary, India, Singapore...)

leaders all used visioning, coaching, stimulating (encourage new ideas)

US leaders more likely to correct employees’ behaviour than Far Eastern or Latin

Americans used team building more often than Asians

Far Eastern less likely to include recognition as part of encouragement strategy than S. European
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Downside of Charismatic Leadership

charismatic leader may become a liability to an org, thus:
may be unable to listen to others
may become uncomfortable when challenged by aggressive employees
may begin to hold unjustifiable belief in his “rightness”

silences criticism

potential to lead to corporate scandals

may be too ego-driven

level 5 leaders = leaders who are fiercely ambitious & driven, but their ambition is directed toward their

company rather than themselves

1. individual capability 4. ability to stimulate others to high performance
2. team skills 5. paradoxical blend of personal humility and professional will
3. managerial competence,

channel ego needs away from themselves & into goal of building great company

took responsibility for mistakes, gave credit for successes to others

prided themselves on developing strong leaders inside firm

highly effective

therefore, leaders do NOT have to be charismatic to be effective

I DISPERSED LEADERSHIP: SPREADING LEADERSHIP THROUGHOUT THE ORAGANIZATION

- sharing power inc. one’s power (enable building coalitions & teams)

Mentoring

mentor = senior employee who sponsors & supports a less-experienced employee

coaching (help develop protégés skills), counseling (provide support, help bolster protégés’
confidence), sponsorship (intervene on behalf of protégés, lobby to get protégés assignments, politic
to get protégés rewards)

share exp’s, act as role models, share contacts, provide guidance & advice, makes appropriate intros
some org’s have formal / informal mentoring programs

most effective when mentoring relationship is outside boss-subordinate context

protégés often more motivated, successful, and satisfied if mentor exists

® BUT, minorities & women less likely to receive mentors b/c mentors tend to select protégés who

are similar to themselves

Why Be a Mentor?

unfiltered access to attitudes/feelings of lower-ranking employees
protégés as excellent source of info on problems
provide early warning signals to managers

provide personal satisfc’'n
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Providing Team Leadership

- role of team leader is diff. from traditional leadership roles

- effective team leaders: build commitment & confidence create opportunities
remove obstacles be part of the team
- needed skills: patience to share info ability to give up authority
willingness to trust others understanding of when to intervene

Role of Team Leaders

- 2 priorities: managing team’s external boundary & facilitating team process
Liaisons w/ external constituencies (upper mngmnt, other internal teams, customers, suppliers)
leader represents team to other constituencies, secures needed resources, clarifies others’
expectations of team, gathers info from outside, shares info w/ team members
Troubleshooters
leader sit in on mtgs to help resolve problems; contribute by asking penetrating questions, helping
team discuss problems, getting needed resources from external constituencies
Conflict managers
leader helps process conflict by getting team members to address questions (e.g. “What’s the
source of conflict?” “Who’s involved?” “What are the issues?” “What resolution options available?”)

— minimize disruptive aspects of conflict

Coaches
clarify expectations & roles; teach; offer support; cheerlead; help members improve performance

I LEADING ONE'S SELF

Self-Leadership (Self-Management)

4 Behaviours: planning, access management, catch-up activities, emotions management

set goals, plan & implement tasks, evaluate performance, solve own problems, motivate selves

factors that call for self-leadership: reduced level of supervision offices in home teamwork

employment that requires making decisions on the spot

look for opportunities to be more effective in workplace & improve career success

self-reinforced behavior maintained @ higher rate than externally regulated

How do Leaders Create Self-leaders?

Model self-leadership

practice self-observation, self-direction, self-reinforcement; set challenging goals; display these
behaviours, and encourage others to rehearse & then produce them

Encourage employees to create self-set goals

support them in developing quantitative, specific goals

-10 -
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* Encourage use of self-rewards to strengthen & inc. desirable behaviours

limit self-punishment only to occasions when employee has been dishonest/destructive
* Create +ve thought patterns
encourage employees to use mental imagery and self-talk to further stimulate self-motivation
* Create climate of self-leadership
redesign work to inc. natural rewards of a job & focus on these naturally rewarding features of work
to inc. motivation
* Encourage self-criticism

encourage individuals to be critical of their own performance

Leading Without Authority
- exhibiting leadership behaviour even tho you do not have formal position/title that might encourage
others to obey
Benefits:
e Latitude for Creative Deviance
when person does not have authority — easier to raise harder questions & look for less
traditional solutions
* Issue Focus
can focus on a single issue (rather than be concerned w/ many issues like those w/ authority)
* Front-line Info

individual closer to detailed exp’s of some of the stakeholders, & have more info available to him

] COMTEMPORARY ISSUES IN LEADERSHIP
Moral Leadership

- transformational leaders — when they try to change attitudes/behaviours of followers — moral?
- unethical leaders are likely to use charisma to enhance power over followers for self-serving ends

- ethical leadership must address content of a leader’s goals

Moral Foundation of Leadership:

* Truth Telling (allows mutual, fair exchange to occur)

* Promise Keeping (be careful of commitments you make and keeping those commitments)

* Fairness (being equitable ensures that followers get their fair share for their contributions to org)
* Respect for the Individual (doing all 3 above — show respect for followers)

Gender & Leadership
How Many Women Make It to the Top?

- women are a minority in managerial positions

-11 -
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Promotion Similarities & Differences — @ vs. &

promotion for mend: supervisors feel comfortable w/ candidates - 75%; women: only 23%
women: more important to exhibit personal strength & willingness to take risks, accept responsibility

mend': more likely to be promoted into new opportunities;

womenQ: more likely to be promoted into areas where they can continue using existing knowledge

mend & women? evaluated diff.ly: e.g. men’s lack of exp — “untested potential”
but women — “unprepared for promotion”

more mend than women@ viewed that org’s actively communicate w/ employees

womenQ: less likely to state that their companies established policy of inclusion

women’s? wages < men’s

Similarities & Differences in Women'’s & Men's Leadership Styles

similarities > differences

even tho men have been majority of leadership positions, they are NOT automatically the best
leaders (women often better at many leadership skills, e.g. listen, provide support, motivate, share
info, interpersonal, trust)

although research has shown that men & women tend to be equally effective as leaders, more and

more women are rated higher in effectiveness

SIMILARITIES DIFFERENCES
v’ leadership v’ leadership traits
traits v' Qwomen: (more democratic leadership style)
v those who . more strong in managing interpersonal relationships
achieve . use more consensual approach
formal . tend to adopt style of shared leadership (encourage participation, share info,
leadership try to enhance followers’ self-worth)
positions in . prefer to lead thru inclusion
org’s tend to . rely on charisma, expertise, contacts, interpersonal skills to influence others
be more v dmen: < directive command-and-control style
alike * rely on formal authority of position

Online Leadership

increasing telecommuting, contracting out, globalization
nonverbal component (smile, comforting gestures) does not exist w/ online interactions
— structure of words in digital comn’n can motivate / de-motivate receiver
be careful about tone of email (do they correctly reflect the intended emotions?)
physical distance — employees feel isolated, forgotten, not cared about — productivity |
& more difficult to develop quality manager-employee relationship

comm’n does NOT have to be done face to face, as long as vision is communicated clearly

-12 -
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Chapter 12: Decision Making, Creativity, and Ethics

I HOW SHOULD DECISIONS BE MADE?

decisions = choices made from 2 or more alternatives

- decisions making: reaction to problem (discrepancy btwn some current state of affairs & some

desired state) OR opportunity (when sth unplanned happens, giving rise to thoughts abt new ways

of proceeding)

The Rational Decision-Making Process

rational = refers to choices that are consistent & value-maximizing within specified constraints

rational decision-making = 6-step decision-making model that describes how ppl should behave in

order to max. some outcome

The Rational Decision-Making Model (6 steps)

1

Define the Problem

problem exists when discrepancy occurs btwn current & desired state

N

Identify the Criteria

- determine what’s relevant/important in making decision/solving problem

- brings in decision maker’s interests, values, similar personal preferences

3 Allocate Weights to the

Criteria

criteria identified are rarely all equal in importance, so need to give them

correct priority in decision

Develop Alternatives

...which could succeed in resolving problem

- no attempt made to assess these alternatives yet—only list them

uv

Evaluate the Alternatives

strengths & weaknesses of each alternative

Select the Best Alternative

- done by evaluating each alternative against the weighted criteria

- select the one w/ highest score

Assumptions of the Model

* Problem clarity

problem is clear & unambiguous; decision maker has complete info reagarding decision situation

* Known options

decision maker can identify all relevant criteria, can list all workable alternatives, is aware of all

possible consequences of each alternative

* Clear preferences

criteria and alternatives can be ranked & weighted to reflect their importance

* Constant preferences

specific decision criteria are constant; weights assigned to them are stable over time

¢ No time/cost constraints

decision maker can obtain full info about criteria & alternatives b/c there’s no time/cost constraints

* Maximum payoff

decision maker will choose alternative that yields highest perceived value
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I HOW DO INDIVIDUALS ACTUALLY MAKE DECISIONS?

- in real life, not all decisions made according to Rational Model

Problem Identification
- one person’s problem may be another person’s acceptable status quo
- visible problems — more likely to be selected (than important ones)
Why? *it's easier to recognize visible problems
*makes decision makers appear competent & on top of problems b/c they’re visible to others
*self-interest makes decision maker select problems important to himself, rather than to org
(tendency to attack high-profile problems b/c leads to higher rated performance)

Bounded Rationality in Considering Alternatives

bounded rationality = limitations on a person’s ability to interpret, process, and act on info
- thus ppl are not able to discover/consider every alternative
- instead, identify a limited list of more obvious choices
- rather than carefully reviewing & evaluating, ppl settle on alternative that’s “good enough”

— and ends the search
satisfice = to provide a solution that’s both satisfactory & sufficient (“good enough”)
- decision makes choose final solutions that satisfice, rather than optimize

e.g. manager interviews job candidates only until someone “good enough” is found

Intuition
- growing recognition that relying on intuition can improve decision making
- can be wrong (good intuition results from recognition of pattern in situation & drawing upon previous
learned info to arrive quickly @ decision)
intuitive decision making = subconscious process created out of a person’s many experiences
- does not necessarily operate w/o rational analysis
- best used when time + “facts” limited; policies, rules, guidelines do not give clear advice; uncertainty
exists; quantitative analysis of little use; no precedent; variables less scientifically predictable;
several plausible solutions
When making decisions, make sure you:
* define problem as best as you can
* are clear on factors that will be used to make decision

* collect enough alternatives that you can clearly differentiate among them

Judgment Shortcuts

heuristics = judgment shortcuts in decision making
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= error in judgment that arises from selective use of perspective (the way in which a set

of ideas, facts, info is presented) that alters the way we view a situation in formulating a

Framing .
decision
e.g. identical problem addressed in two ways — create opposite conclusions
= statistical observation that an above-average performance is often followed by a lesser
performance, while a below-average performance is more likely followed by a better
Statistical |performance; result is average performance over time (failure to recognize that

Regression to

performances tend toward the average, rather than extremes

the Mean - may be particular interest for those trying to decide whether rewards or
punishments work better with employees, colleagues, children, friends
- regression to the mean: b/c each person has average performance level
= tendency for ppl to base their judgments on info that's readily available to them, rather
Availability [than complete data
Heuristic - we tend to overestimate unlikely events (e.g. airplane crash) b/c events that evoke

emotions, particularly vivid, or have occurred recently are more available in memory

Representative

= tendency to assess the likelihood of an occurrence by trying to match it w/ a

pre-existing category

Heuristic e.g. 3 graduates from the same university hired but performed poorly; manager might
predict that a current job applicant from the same university would also do poorly
Ignoring the |= error in judgment — ignoring statistical likelihood that an event might happen
Base Rate e.g. ppl believe they’ll succeed in founding a business even when failure rate is 90%

Escalation of

Commitment

= increased commitment to a pervious decision despite —ve info
- ppl escalate commitment to a failing course of action when they view themselves as
responsible for the failure, or b/c they have invested a lot in the alternative
- “throw good money after bad” — to avoid having to admit they made a mistake

I IMPROVING DECISION MAKING THROUGH KNOWLEDGE MANAGEMENT

knowledge management (KM) = process of organizing & distributing an org’s collective wisdom so the

right info gets to

the right ppl @ the right time

- provides org w/ competitive edge & improved org. performance (it makes employees smarter)

- becoming more important today b/c:

* org’s that can quickly & efficiently tap into employee’ collective exp. & wisdom are more likely to

“outsmart”

competition

* Baby Boomers leaving workforce, taking knowledge with them

» well-designed KM system reduces redundancy and inc. efficiency

e.g. employees undertaking new project need not start from scratch; can access what previously

learned & avoid repeating previous mistakes
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How do org’s record knowledge & expertise?

1) develop computer databases of info that employees can readily access

(identify what knowledge matters to the org)

2) create culture that promotes, values, rewards sharing knowledge

3) develop mechanisms that allow employees who have built up valuable expertise & insights to share
them w/ others
(more knowledge not necessarily better; info overload needs to be avoided by designing system to

capture only relevant info & then organizing it so it can be quickly accessed)

] GROUP DECISION MAKING
Group vs. Individual

CRITERIA OF EFFECTIVENESS GROUPS INDIVIDUALS
Accuracy V
Speed \/
Creativity \
Degree of Acceptance V
Efficiency \

Strengths of Group Decision Making

* more complete info & knowledge (more input and heterogeneity into decision process)

* increased diversity of views (opportunity to consider more approaches & alternatives)

* higher quality decisions (group almost always outperform even the best individual)

* increased acceptance of solution (group members who participated in making a decision are likely to
enthusiastically support it & encourage others to accept it)

¢ decision outcomes more accurate & creative

Weaknesses of Group Decision Making

* time-consuming (take more time to reach solution; not always efficient)

» conformity pressures (group members desire to be accepted & considered an asset; may result in
squashing overt disagreement)

* discussion can be dominated by one or a few members (if domination is composed of
low-/medium-ability members, group effectiveness will suffer)

* ambiguous responsibility

Groupthink & Group Shift

Groupthink
groupthink = phenomenon in which group pressures for conformity prevent the group from critically
appraising (assessing) unusual, minority, unpopular views
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Symptoms of groupthink:

¢ |llusion of Invulnerability

group members become overconfident among themselves, allowing them to take extraordinary risks

¢ Assumption of Morality

members believe highly in moral rightness of group’s objectives & do not feel the need to debate the
ethics of their actions

¢ Rationalized Resistance

members rationalize any resistance to assumptions made (no matter how strongly evidence may

contradict their assumptions, members behave so as to reinforce those assumptions continually)
* Peer Pressure

members apply direct pressures on those who express doubts abt any of group’s shared views, or

who question validity of arguments supporting the alternative favoured by the majority

¢ Minimized Doubts

members who have doubts / hold differing POVs seek to avoid deviating from what appears to be
group consensus by keeping silent, or even minimizing to themselves importance of their doubts

¢ lllusion of Unanimity

if someone doesn’t speak, it's assumed that he is in full accord (abstention is viewed as a “yes” vote)

How to Minimize Groupthink?

* Encourage group leaders to play an impartial role. Leader should actively seek input from all members
& avoid expressing his own opinions (especially in early stages of deliberation)

* Appoint 1 group member to play role of devil’s advocate (to challenge the majority position & offer
divergent perspectives)

* Stimulate active discussion of diverse alternatives (to encourage dissenting views / objective evaluations)

*BUT, not all groupthink symptoms harm decision-making (some +vely associated w/ team performance)

Groupshift
group shift = phenomenon in which the initial positions of individual group members become

exaggerated b/c of interactions of the group
- discussion leads to significant shift in positions of members toward a more extreme position in the
direction which they were already leaning before the discussion
— conservative types become more cautious, aggressive types assume more risk
Why?
- discussion creates familiarization among members — become more bold & daring
- our society values risk — group discussion motivates members to show they’re willing to take risks,
like their peers

- group diffuses responsibility (if decision fails, no one member can be held wholly responsible)
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Group Decision-Making Techniques

Interacting

Groups

= typical groups, where members interact w/ each other face to face
- rely on verbal & nonverbal interaction to communicate

- But, often censor themselves & pressure members toward conformity of opinion

Brainstorming

= idea-generation process that specifically encourages any & all alternatives, while
withholding any criticism of those alternatives
- group of 6-12 ppl “free wheel” as many alternatives as they can, and record them
- electronic brainstorming: ppl interact on computers to generate ideas

- but NOT always the best way... e.g. China disliked it

Nominal
Group

Technique

= group decision-making method in which individual members meet face to face to pool

their judgments in a systematic but independent fashion
- nominal: restricts discussion / interpersonal comm’n during the process

- advantage: does NOT restrict independent thinking

Team members receive description of problem.

'

INDIVIDUAL ACTIVITY

Members meet as a group, but before any discussion, they independently,
silently write down their ideas/possible solutions on the problem

A
GROUP ACTIVITY

After this silent period, each member presents one idea to the group

Members take turns presenting ideas

(no discussion takes place until all ideas have been presented & recorded)

Group then discusses ideas for clarity & evaluates them

v

INDIVIDUAL ACTIVITY

Each member silently & independently ranks/votes on ideas.

— ldea w/ highest total ranking is the final decision

Electronic

Meetings

= mtg where members interact on computers, allows for anonymity of comments &
aggregation of votes
- nominal group technique + computer tech
- up to 50 ppl sit around horse-shoed table w/ computer terminals
- issues presented to participants & they type their responses into computer
- individual comments & votes displayed on projection screen

Advantages: Anonymity, Honesty, Speed

- ppl can anonymously type any msg they want & it flashes on screen for all to see
- allows ppl to be honest w/o penalty

- fast b/c no chitchat, discussion don’t digress, many can “talk” at once
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Evaluating Group Effectiveness

TYPE OF GROUP

EFFECTIVENESS CRITERIA INTERACTING BRAINSTORMING |NOMINAL ELECTRONIC
# of ideas Low Moderate High High
Quality of ideas Low Moderate High High
Social Pressure High Low Moderate Low

$$ costs Low Low Low High
Speed Moderate Moderate Moderate High
Task orientation Low High High High
Potential for interpersonal conflict |High Low Moderate Low
Feelings of accomplishment High to Low High High High
Commitment to solution High N/A Moderate Moderate
Develops group cohesiveness High High Moderate Low

I THE INFLUENCE OF THE LEADER ON GROUP DECISION MAKING

leader-participation model = leadership theory that provides a set of rules to determine the form & amnt
of participative decision-making in diff. situations
(by Victor Vroom, Philip Yetton)

- incorporates 12 contingencies (whose relevance could be identified by making “yes” or “no” choices)
+ 5 leadership styles + set of problem types
- Major decision factors: Quality of decision required
Degree of commitment needed from participants

Time available to make decision

5 possible behaviours leaders could use:

Autocratic | |You solve the problem, or make a decision yourself using w/e facts you have.
(Al)
) You obtain necessary info from employees & then decide on the solution yourself.
Auto(zrlznc ! You may (not) tell employees about the nature of the situation you face.

You seek relevant facts from them, not their advice/counsel.

Consultative | |You share problem w/ relevant employees one-on-one, getting their ideas &

(Ch suggestions. BUT final decision is yours alone.

Consultative Il |You share problem w/ employees as a group & collectively obtain ideas & suggestions.

(Clh Then you make the decision, which may (not) reflect employees’ influence.

Group Il
(Gl

You share problem w/ employees as a group. Your goal: help group concur on a

decision. Your ideas not given any greater weight than others’.
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The Revised Leadership-Participation Model (Time-Driven Decision Tree Group Problems)

QR Quality requirerent: How important is the technical quality of this decision?

CR Commitment requirement: How important is subordinate commitment to the decision?

LI Leader's information: Do you have sufficient information to make a high quality decision?
ST Problem structure: Is the problem well structurad?

CP  Commitment probability:  If you were to make the decision by yourself, is it reasonably certain that your
subordinate(s) would be committed to the decision?

GC  Goal congruence: Do subordinates share the organizational goals to be attained in solving this problem?
CO Subordinate conflict: Is conflict among subordinates over preferred solutions likely?

Sl Subordinate information: Do subordinates have sufficient information to make a high quality decision?
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] CREATIVITY IN ORGANIZATIONAL DECISION MAKING

creativity = process of creating novel products, idea, or procedures that are potentially relevant / useful

to an org.

Factors That Affect Individual Creativity
Personal attributes associated w/ creative achievement:

- broad interests - aesthetic sensitivity
- attraction to complexity - toleration of ambiguity
- intuition - self-confidence

- Individuals more creative when intrinsically motivated
- settings that provide opportunities, absence of constraints, rewards encourage creativity
6 Thinking Hats (by De Bono):
innovative, creative problem-solving develops from working thru decisions using 6 frameworks
. _hat: impartial thinking, focusing strictly on facts
* Red hat: expression of feelings, passions, intuitions, emotions
» Black hat: critical, deliberate, evaluating outlook
. _hat: optimistic, upbeat, +ve outlook
* Green hat: creativity, inspiration, imagination, free flow of new concepts

* Blue hat: control, overall “managerial” perspective of process
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Organizational (Work Environment) Factors That Affect Creativity

when ppl are matched up w/ the right assignments, their expertise & skills can be

Challenge brought to task of creative thinking
- individuals should be stretched, not overwhelmed
Freed - to be creative, person needs autonomy to determine the process
reedom
- let person decide how to tackle the problem (which heightens intrinsic motivation)
- time & $$: 2 main resources that affect creativity
Resources
- manager needs to allocate them carefully
- heterogeneous groups likely to come up w/ more creative solutions
Work Group ) .
Feat - team members need to share excitement over the goal, be willing to support each
eatures
other thru difficult times, and recognize each other’s unique knowledge/perspective
Supervisory - to sustain passion, most ppl need to feel that what they do matters to others
Encouragement | - managers can reward, collaborate, communicate to nurture creativity

Organizational

Support

reward creativity & make sure there’s info sharing & collaboration

make sure —ve political problems do not get out of control

5 Org. Factors that Block Creativity:

» Expected evaluation (focusing on how your work will be evaluated)

* Surveillance (being watched while working)

* External motivators (focusing on external, tangible rewards)

* Competition (facing win-lose situations)

* Constrained choice (given limits on how you can do your work)

I WHAT ABOUT ETHICS IN DECISION MAKING?

ethics = study of moral values/principles that guide our behaviour & inform us whether actions are

right/wrong

4 Ethical Decision Criteria

utilitarianism = decision focused on outcomes / consequences that emphasizes the

greatest good for the greatest #

goals: efficiency, productivity, high profits

Utilitarian
- decision makers (esp. in for-profit org’s) tend to feel safe, comfortable with it
- questionable behaviours are justified when framed as being in best interests of org
- BUT, ignore rights of some ppl (esp. those w/ minority representation in org)
- make decisions consistent w/ fundamental liberties & privileges as set forth in
Rights documents e.g. “Canadian Charter of Rights and Freedoms”

respect & protect basic rights of ppl (e.g. privacy, free speech, due process)
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- impose & enforce rules fairly & impartially so there’s an equitable distribution of
benefits & costs

Justice - favoured by union members b/c ppl are paid the same wage regardless of
performance diff’s; seniority is primary determination in making layoff decisions

- BUT encourage sense of entitlement that dec. | risk-taking, innovation, productivity

c - express care in protecting special relationships that ppl have w/ each other
are
- be aware of needs, desires, well-being of those to whom we are closely connected

*RESEARCH: men & women do NOT differ in use of justice vs. care in making decisions

Factors Influencing Ethical Decision-Making Behaviour

- (un)ethical actions are result of immoral individuals + work environment that promotes unethical activity

stages of moral development = development stages that explain a person’s capacity to
judge what’'s morally right
- higher a person’s moral development — less dependent he is on outside influences —

more he’ll be predisposed to behave ethically

Princinled
_ / 6.Following self-chosen
THE 3 LEVELS: ethical principles even if
Conventional they violate the law
¢ — 5.Valuing rights of others,
Stages of / 4.Ma|nta|q|ng upholding absolute
Moral conventional order by values & rights regardless
Preconventional fulfilling obligations to of the majority’s opinion
Development : which you've agreed
2.Fo||owmg ruleslor?ly 3.Living up to what is
when doing so is in expected by ppl close
immediate interest to you
1.Sticking to rules to
avoid physical
punishment
- ppl proceed thru stages one step @ a time, but do not always reach highest stage
- most adults are @ mid-level (strongly influenced by peers & follow org’s rules)
- those @ higher stages — most likely make ethical decisions
L ¢ - External: — less likely to take responsibility for consequences of their behaviour
OCUS 0
Control more likely to rely on external influences to determine their behaviour
Lontrol

- Internal: — rely on internal standards of right/wrong to guide their behaviour

= employee’s perception of org. expectations
- characteristics that foster high ethical decision making:

o -written codes of ethics -performance appraisals that evaluate means & ends
Organizational

. -realistic performance expectations -high moral behaviour by senior management
Environment

-visible recognition & promotions for ppl who display high moral behaviour
-visible punishment for ppl who act unethically

- righteous ppl can be corrupted by unethical org. environment






‘ Stages of Moral Development

Locus of Control
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Ethical

‘ Organizational Environment

Making Ethical Decisions

\;
_—

Decision-Making
Behaviour

- decision tree to guide ethical decisions (built on Utilitarianism, Rights, Justice)

Unethical

Question 1

Is the decision
motivated by
self-serving
interests?

Question 3

Ethical

Question 2

T~

Does the decision

respect the rights

of the individuals
affected?

e

Is the decision fair
& equitable?

Unethical

Question 1: self-interest vs. org. goals (utilitarianism)

Question 2: concerns rights of others

Question 3: whether decision conforms to standards of equity & justice

- however, still, many ppl can justify unethical behaviours to org’s best interests

Organizational Response to Demands for Ethical Behaviour

What About National Culture?

companies that take ethics seriously tend to be more successful

Canada does not legally require ethical culture in companies

in US, when company’s sued for illegal practices, financial damages may be | if it has ethics program

employees need to know how to follow corporate ethics policy

not many companies evaluate their ethics-related performance, but some starting to hire “ethics auditor”

create mechanisms that encourage employees to speak up when they see wrongdoing

— ethical behaviour 1

- no global ethical standards (what's considered unethical in one country may not be viewed similarly in

another country)

e.g. Japan: business ppl exchange gifts (tradition), but N.Americans & Europeans think of it as bribery

e.g. US company operating in China: manager caught employee stealing

turns him over to local authorities — he got executed for theft (shocking)

- companies operating branches in foreign countries face tough decisions abt how to conduct business

under diff. ethical standards

- criteria for defining right/wrong clearer in West than Asia & Middle East





PART 4: SHARING THE ORGANIZATIONAL VISION

I CORPORATE SOCIAL RESPONSBILITY

corporate social responsibility = org’s responsibility to consider impact of its decisions on society
- org’s try to better society
e.g. charitable contributions; providing better wages to employees working in offshore factories

- org’s engage in these practices b/c feel pressured to do so, OR they feel it’s the right thing to do

- not everyone agrees to assuming social responsibility
- current laws that support corporate behaviour that some might find troubling (Friedman)
- more laws need to be put in place if corporations are to behave more socially responsibly (Bakan)

- study: MBA students change their views abt social responsibility during course of their program

(at graduation, majority suggests a company’s responsibility is to max. shareholder value)
- some Canadian companies do practice social responsibility

e.g. Vancity has “Ethical Policy” (the bank refuses to do business w/ companies that violate

fundamental rights of children, or are involved in weapons)

*Reducing Biases in Decision Making

* Focus on goals
* Look for info that disconfirms your beliefs
e Don’t create meaning out of random events

* Inc. your options

*Corporate Response to Ethics Demands

Explosion in demand for more ethical behavoiur
» Ethics specialists
* Ethics officers
* Codes of ethics

¢ Ethics authors

*Developing a Meaningful Code of Ethics

* Clearly state basic principles and expectations
* Realistically focus on potential ethical dilemmas that employees face
* Distribute the code to all employees

¢ Enforce violations of the code
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Chapter 13: Organizational Culture

Organizational Structure
= how jobs tasks are formally divided, grouped, and coordinated
includes degree of complexity, formalization, and centralization
- can be pyramidal / flat
- determines reporting relationships of ppl

restructuring = changing org’s structures from time to time (often involves layoffs)

PYRAMIDAL ORGANIZATIONAL STRUCTURE FLAT ORGANIZATIONAL STRUCTURE

6 Key Questions That Managers Need to Answer in Designing the Proper Org. Structure

1) To what degree are tasks subdivided into separate jobs? Work Specialization
2) On what basis will jobs be grouped together? Departmentalization
3) To whom do individuals and groups report? Chain of Command

4) How many individuals can a manager efficiently and effectively direct? | Span of Control

5) Where does decision-making authority lie? Centralization/Decentralization

6) To what degree will there be rules and regulations to direct employees and managers? | Formalization

= degree to which tasks in org. are subdivided into separate jobs

- individual specialize in doing part of an activity rather than the entire activity

- Benefit: efficiency b/c repetition improves employee skills; less time spend on transition

- less costly to find workers, easier to train them to do specific and repetitive tasks
Work - encourage creation of special inventions & machinery — efficiency & productivity 1

Specialization - Downsides: boredom, fatigue, stress, low productivity, poor quality, inc. absenteeism,

(division of labour) high turnover (employee satisf'n | )

* Individual Differences: there are still ppl who may prefer work that makes minimal

intellectual demands and provides security of routine
- now, productivity seems to decline more quickly b/c today’s more educated workforce

desires intrinsically-rewarding jobs
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Departmentalization

= basis on which jobs are grouped together

- to prevent creation of silos (where departments start protecting their own turf, and not

interacting well w/ other departments — narrow vision wrt org. goals)

- large org’s may use all forms at the same time

- 2 general trends: greater emphasis on customer & functional departmentalization

- org’s may turn departments into divisions that are separate profit centres

- Organizational Variety: large org’s sometimes change their departmentalization to

reflect new needs/emphases (but NOT always +ve results; may cause problems)

by functions performed

e.g. Department of Community Services, Department of Operations,

Department of Planning and Development Services Department of

Functional )
Corporate Services
- Advantage: efficiencies from putting ppl w/ common skills and
orientations together into common units
- by type of product (lines) produced
- e.g. Nortel Networks: Wireless Networks, Enterprise Networks, Wireline
Product Networks, Optical Networks
- Advantage: inc. accountability for product performance (since all
activities related to a specific product line are under direction of single
manager)
- on basis of geography / territory
Geoaraohic | e.g. departments for BC, the Prairies, Central Canada, Atlantic Canada
- Advantage: good for org’'s whose customers scattered over large
geographic area & have similar needs based on location
- by processing (of customers/products) that occurs
- e.g. an aluminum tubing manufacturer: casting, press, tubing, finishing,
Process inspecting/packing/shipping
- each department specializes in one specific phase in production of
aluminum tubing
- on basis of particular type of customer
- e.g. sales in a supply firm: service retail, wholesale, gov't customers
- e.g. Dell Canada: Individual systems vs. Business systems (Small VS.
Customer

Medium/large business users VS. Gov't, education, health care)
customers of each department have a common set of problems & needs

that can be best met by having specialists for each
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Chain of Command

= unbroken line of authority that extends from the top of the org. to the lowest echelon and
clarifies who reports to whom
- Authority — who has the right to give orders and expect them to be obeyed
- Unity of Command — subordinates should have only 1 superior
Delegation = assignment of authority to another person to carry out specific duties,
allowing the employee to make some of the decisions
- today, managers often delegate — employees are empowered

- more self-managed & cross-functional teams, multiple bosses— less chain-of-command

Span of Control

= # of employees/subordinates that report to a manager

Large/Wide span — more cost-efficient, empowers workers, speeds up decisions

*BUT can reduce effectiveness (when span is too large, employee performance |
b/c managers have no time to provide necessary leadership/support)
- Small/Narrow span (5-6 ppl) — manager can maintain close control

BUT... 1) expensive (add levels of management)
2) vertical communication more complex (added levels of hierarchy slow
down decision making & tend to isolate upper management)

3) encourage overly tight supervision & discourage employee autonomy

- today'’s trend: wider span of control (result of downsizing & teamwork)
employee training so managers can handle wider span
*reduce costs *cut overhead *speed up decision making
*inc. flexibility *get closer to customers *empower employees

- Research: NO relationship btwn span of control & employee performance (due to

Individual Differences: some prefer to be left alone, others quickly available managers)

*manager’s job satisfn 1 as # of employees he supervises 1

Centralization /

Decentralization

(Are decisions
concentrated at top
or pushed to lower

levels?)

Centralization = degree to which decision-making is concentrated at a single point in org
- formal authority
- top management makes org’s key decisions w/ lil/no input from lower-level employees
Decentralization = degree to which decision making is distributed to lower-level employees
- action can be taken more quickly to solve problems
- more ppl provide input into decisions
- employees less likely to feel alienated from those who make decisions that affect their
work lives
- easier to address customer concerns
*trend: toward decentralizing decision making
Individual Differences: | centralization — participative decision making 1 — job satisf'n 1

BUT, still have individual diff's — highest job satisf'n for employees w/ low self-esteem

(prefer shared decision making so they're not responsible for decision outcomes)
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= degree to which jobs within the org. are standardized
- High: -employees have little discretion

o -explicit job descriptions, many org. rules, clearly defined work procedures
Formalization ) )
-employees expected to handle same input in exactly same way

_ — consistent/uniform output
(How standardized ) ) )
) - Low: -job behaviours relatively nonprogrammed
are jobs?) o
-employees have more freedom to exercise discretion in their work

- standardization eliminates possibility of employees engaging in alternative behaviours,

& removes need for employees to consider alternatives

I MECHANISTIC & ORGANIC ORGANIZATIONS

mechanistic model = structure characterized by extensive departmentalization, high formalization, clear

chain of command, narrow spans of control, a limited info network (mostly downward comm’n),
centralization, lil participation by lower-level members in decision making e.g. gov't

organic model = structure that is flat, uses cross-hierarchical and cross-functional teams, has low

formalization, possesses a comprehensive info network (lateral / upward comm’n & downward),
involves high participation in decision-making
e.g. high-tech firms (individuals collaborate on many tasks)

Individual Responses to Organizational Structure

Degree of Bureaucratic Orientation of individuals...

HIGH: e« better suited to mechanistic structures LOW: organic structures
» prefer formalized & specific rules
» prefer formal relationships w/ others on the job
* heavy reliance on higher authority

- cultural bg influences preference for structure...

e.g. high power distance (Russia, Spain, Thailand) — more accepting of mechanistic structure

* High specialization * Cross-functional teams

* Rigid departmentalization » Cross-hierarchical teams
Mechanistic Model * Clear chain of command Organic Model . Frfee flow of info

* Narrow spans of control Wide spans of control

¢ Centralization * Decentralization
» High formalization e Low formalization
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] TRADITIONAL ORGANIZATIONAL DESIGNS
The Simple Structure (flat)

= org. design characterized by a low degree of departmentalization
wide spans of control

authority centralized in a single person (which can be risky)

little formalization
- flatorg. — 2, 3 vertical levels & loose body of employees
- small businesses in which manager = owner (e.g. local corner grocery store)
Strength: simplicity (fast, flexible, inexpensive to maintain, clear accountability)
Weakness: - works best in small org’s (difficult structure to manage in large org)
- becomes inadequate b/c low formalization & high centralization — info overload at the top
- as size 1, decision-making slows down | & eventually comes to standstill as single executive

makes all decisions

The Family Business

- face both family/personal & business/management relations (added pressure)
- have shareholders (family + others), though may (not) be listed on stock exchange
- conflicts found within families & normal business issues
To manage conflicts: - good governance structure (direction, values to live/work by, accepted policies)
- rules of succession & for who gets to work (CEO succession can be complex)
- diff. goals (maintain/grow business) than non-family businesses (max. wealth)

Bureaucracy — standardization!
= org. design w/ highly routine operating tasks achieved thru specialization
formalized rules & regulations

tasks that are grouped into functional departments

centralized authority
narrow spans of control

decision-making that follows chain of command

Strengths
- standardizes activities in efficient manner

. economies of scale
. minimum duplication of staff & equipment
. employees have opportunity to talk “the same language” w/ peers

- lower quality employees are acceptable (rules & regulations substitute for managerial discretion; there
is little need for innovative/experienced decision makers) — reduce costs





Weaknesses

|PART 5: REORGANIZING THE WORKPLACE

- create subunit conflict — functional unit goals can override overall goals of org.

e.g. each department acts like a silo (focus more on one’s own values & contribution)

- can lead to power concentrated in hands of few & others expected to follow orders w/o question

- obsessive concern w/ following rules

— can only efficiently confront problems encountered before or for which decision rules already exist

Matrix Structure

= org. design that combines functional & product departmentalization

has a dual chain of command (2 bosses — functional & product managers)

- Functional: group similar specialists (minimize # necessary

allows pooling/sharing of specialized resources across products)

- Product: facilitate coordination among specialties to achieve on-time completion & meet budget targets

- clear responsibility for all activities related to a product

Advantages

- facilitate coordination when there are too many activities

- direct, frequent contact btwn diff. specialties — improved communication (quicker) & more flexibility

- reduce silo

- efficient allocation of specialists (provides both the best resources)

Disadvantages

- confusion & ambiguity (frequently unclear who reports to whom)

- power struggles btwn functional & product (e.g. manager fights over getting the best specialists

assigned to his department)

- insecurity & stress (role conflict, role ambiguity)

e.g. MATRIX STRUCTURE FOR A FACULTY OF BUSINESS ADMINISTRATION

Programs Executive Communit
Academic Undergraduate | Master's | PhD | Research unity
Development Service
Departments
Accounting

Administrative Studies

Finance

Information & Decision
Sciences

Marketing

Organizational Behaviour

Quantitative Methods






I NEW DESIGN OPTIONS

New-Style
VS.
Old-Style

Organizations
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New Old
Dynamic, learning Stable
Info rich Info is scarce
Global Local
Small & large Large

Product/customer oriented |Functional oriented

Skills oriented

Job oriented

Team oriented

Individual oriented

Involvement oriented Command/control oriented

Lateral/networked Hierarchical

Customer orie

nted Job requirements oriented

modify
Team ] -
internal
Structure ] -
boundaries

= use of teams as central device to coordinate work activities

break down departmental barriers

decentralize de

cision making to work team level

requires generalist & specialist employees

Modular

= small core org. that outsources major business functions

outsource many functions; concentrate on what it does best

(e.g. focusing on design / marketing rather than production)

management directly oversees activities that are done in-house & coordinates,

controls external relations (w/ other org’s that perform sales, marketing, service

functions for the modular org.)

Organization

modify

Advantages -

can devote technical & managerial talent to most critical activities
respond more quickly to environmental changes
inc. focus on customers & markets

boundaries

>external Disadvantages| -

reduces management’s control over business

rely on outsiders to get job done (dec. operational control)

= continually evolving network of independent companies (suppliers, customers, even

competitors) linked together to share skills, costs, access to one another’s markets

units of diff. firms join together in alliance to pursue common strategic objectives

participants give up some of their control & act interdependently

may not have central office, org. chart, or hierarchy (org’s come together)

Virtual

Organization

Advantages -

org’s can share costs & skills
provide access to global markets

inc. market responsiveness

Disadvantages| -

companies give up operational & strategic control to work together

managers need to be more flexible & acquire new skills

(build relations w/ other companies, negotiate win-win deals, find
compatible partners, develop appropriate comm’n systems)
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break down
Boundaryless

= org that seeks to eliminate chain of command, have limitless spans of control, replace
departments w/ empowered teams
- relies heavily on technology — “technology-based” (T-form) org
**networked computers
Break down barriers internally:
- flatten hierarchy & create cross-hierarchical teams '\

(top exec + middle managers + supervisors + operative employees)

( ) internal & - use Participative decision-making &
T-Form ;
external 360-degree performance appraisal (peers & others above AND below evaluate)
Organization ) ) ]
boundaries |Break down barriers externally (constituencies [SUPPLIERS, CUSTOMERS] & geography):
- globalization - telecommuting
Advantages - offer best talents of employees across several diff. org’s
- enhance cooperation across functions, divisions, external groups
- quicker response time to environment
Disadvantages| - difficult to manage (hard to overcome political, authority boundaries)
- time-consuming
MODULAR STRUCTURE
Organizational Infrastructure
Human Resource Technology . Marketing .
Management Development Procurement Operations and Sales Service
OUTSOURCED
VIRTUAL STRUCTURE
Organizational Infrastructure
Human Resource Technology Procurement Operations Marketing Service
Development and Sales
P By e L S L e " e R B
Alliance : Alliance : Alliance : Alliance ': Alliance :
y PartnerA « PartnerB , , PartherC , » PartnerD Partner E

5 L
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I WHAT MAJOR FORCES SHAPE AN ORGANIZATION'S STRUCTURE?

Strategy

STRUCTURAL OPTION:
Organic (flexibility) = strategy that emphasizes intro of major new
Low specialization; ] ) ) )
Strategy i>ation: - for meaningful & unique innovations
Low formalization; g q
Decentralized
Mechanistic = ...emphasizes tight cost controls, avoidance of
Cost- (stable & efficient) unnecessary innovation / marketing expenses, price
Minimization | Tight control; cutting
Extensive work spc'n;
Strategy High formalization: e.g. Wal-Mart, grocery sellers

High centralization

o _ |= strategy of moving into new products/markets only
Mechanistic & Organic

] ] after their viability has already been proven
Mix of loose w/ tight ] ) ) )
) - both innovation + cost-min (previous 2)
properties; L . ,
o ) - minimize risk, max. opportunity for profit
Imitation Tight controls, low ) )
) take successful ideas of innovators, copy them
Strategy costs in current .
o e.g. manufacturers of mass-marketed fashion goods
activities & looser ) )
that are rip-offs of designer styles
controls for new )
_ e.g. IBM (follow competitors only after they've
undertakings )
demonstrated that the market is there)

Organizational

Size

- large org's tend to have more specialization, departmentalization, vertical levels, rules &
regulations (more mechanistic)
- BUT relationship isn't linear; size affects structure @ decreasing rate
e.g. adding 500 to 2000, no impact b/c already fairly mechanistic

(but adding to 300 results in shift toward more mechanistic)

Technology

= the way in which an org transfers its inputs into outputs
- every org has at least 1 tech for converting financial, human, and physical resources into
products or services

Degree of routineness: tendency of tech toward either routine(automated, standardized

operations; e.g. assembly line) or non-routine(customized; e.g. genetic research) activities

- routine tasks are associated w/ taller, more departmentalized structures

- tech-centralization relationship: moderated by degree of formalization
*If low formalization (min. of rules/regulations) — routine tech + centralized structure
*If high formalization — routine tech + decentralization

- non-routine tech rely more on knowledge of specialists
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Environment

= institutions/forces outside the org that potentially affect the org’s performance (and

uncertainty associated w the forces)

- suppliers, competitors, customers, gov't regulatory agencies, public pressure groups

- Static environment (e.g. no new competition, no new tech breakthroughs)

VS.

Dynamic (e.g. changing gov't regulations affecting business, new competitors, changing

preferences by customers) — more environmental uncertainty

Capacity

= degree to which the environment can support growth
- rich/growing environments generate excess resources for org when
there's scarcity
- abundant capacity leaves room for org to make mistakes (scarce

capacity does not)

Volatility

= degree of instability (predictable change) in an environment
- dynamic environment: high degree of unpredictable change (low
volatility)

- stable environment: high volatility

Complexity

3 DIMENSIONS OF ENVIRONMENTAL UNCERTAINTY

= degree of heterogeneity & concentration among environmental
elements
- simple environment: homogeneous, concentrated
e.g. tobacco industry (few players)
- complex environment: heterogeneous, disperse

e.g. current cell connection business

3-DIMENSIONAL MODEL OF THE ENVIRONMENT

Stable

Abundant

Simple

Scarce

Dynamic

- scarce, dynamic, complex orgs

— highest uncertainty
— Qorganic structure
(highest unpredictability, little room for error, diverse

Complex set of elements to monitor)

- abundant, stable, simple orgs

— mechanistic structure

*arrow indicates movement toward higher uncertainty







Chapter 14: Organizational Change

I WHAT CAUSES CHANGE?

Forces for Change
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Force e.g.
Nature of |changing to reflect certain needs More cultural diversity; Aging population;
Workplace Many new entrants / inadequate skills
Faster, cheaper, more mobile computers; Online
Technology i . . . .
music sharing; Deciphering of human genetic code
Economic Rise & fall of dot-come stocks; 2000-2002 stock
Shocks market collapse; Record low interest rates

Competition

heightened competition: org’s need to
defend against traditional competitors

& small firms w/ innovative offerings

Global competitors
Mergers & consolidations

Growth of e-commerce

Social Trends

constantly changing

Internet chat rooms; Retirement of Baby Boomers;

Rise in discount & “big box” retailers

World Politics

Irag-US war; Opening of markets in China;

Hurricane disasters in US in September 2005

Organizational Targets for Change

Purpose

Clarify / create mission & objectives

Objective

Set / modify specific

performance targets

Strategy

Clarify / create strategic

& operational plans

Culture

Clarify / create core beliefs

& values

Change
Targets

Technology

Improve equipment

facilities & work flows

Structure

Update organizational design &

coordination & mechanisms

Tasks

Update job designs for

individuals & groups

People

Update recruiting & selection practices;

improve training & development
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= ppl who act as catalysts & assume responsibility for managing change activities

- can be managers/non-managers, employees, or outside consultants

Outside Agents:
» offer objective perspective

* usually have inadequate understanding of org’s history, culture, operating procedures, personnel

* may be prone to initiating more drastic changes b/c they don't have to live w/ consequences after

change is implemented

Internal Agents:

* may be more thoughtful & cautious b/c they have to live w/ the consequences

I APPROACHES TO MANAGING CHANGE

Unfreezing

Moving

»

Refreezing

P>

Unfreezing status quo

change efforts to overcome
pressures of both individual
resistance & group

conformity

- arouse dissatisf'n w/
current state

. - activate & strengthen to
Lewin’s 9 P

Three-Step
Change Model

management support
- use participation in

decision making

Moving to a new state

efforts to get employees
involved in the change

process

establish goals

- institute smaller,
acceptable changes that
reinforce & support
change

- develop management

structures for change

Refreezing new change to

make it permanent

stabilizing a change
intervention by balancing

driving & restraining forces

- build success
experiences

- reward desired
behaviour

- develop structures to

institutionalize the

(Kurt Lewin - build in rewards - maintain open, 2-way change
3 steps) communication - make change work

driving forces = forces that
Desired f— — direct behaviour away from

state Ve

Restraining 4 status quo
forces ,/
tvevy S
s -
Status s restraining forces = forces
L e e e — e

quo that hinder movement away

Driving
forces

Time———»

from status quo

status quo = equilibrium state
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- to move from status quo, inc. driving forces, dec. restraining forces, or combine two
*use +ve incentives to encourage employees to accept change (inc.
attractiveness of alternative)
(e.g. inc. pay for those who accept)
*unfreeze acceptance of status quo by removing restraining forces (reduce
resistance
(e.g. counsel employees individually, concerns heard & clarified)
*** if resistance too high, use both
- new situation must be refrozen so that it can be sustained over time
— stabilize it by balancing driving & restraining forces
- over time, norms will evolve to sustain the new equil’'m; until that point, use more formal

mechanisms

Kotter’s
Eight-Step Plan
for
Implementing
Change

(John Kaotter,
8 steps)

- amore detailed approach than Three-Step Model

Common failures that occur when managers try to initiate change:
* inability to create sense of urgency about need for change
* failure to create coalition for managing change process
* absence of vision for change & to effectively communicate that vision
* not removing obstacles that could impede achievement of vision
» failure to provide short-term & achievable goals
* tendency to declare victory too soon

* not anchoring changes in org’s culture

Establish sense of urgency by creating a compelling reason for

why change is needed

2 |Form a coalition w/ enough power to lead the change

UNFREEZING — - : —
Create a new vision to direct the change & strategies for achieving

the vision

4 |Communicate the vision throughout the org

Empower others to act on the vision by removing barriers to

change and encouraging risk-taking & creative problem-solving

Plan for, create, reward short-term “wins” that move the org toward

MOVING 6 .
the new vision

Consolidate improvements, reassess changes, make necessary

adjustments in the new programs

Reinforce the changes by demonstrating the relationship btwn new

REFREEZING 8

behaviours & org. success
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Action

Research

(5-step process)

= a change process based on the systematic collection of data and then selection of a
change action based on what the analyzed data indicate
- provides scientific method for managing planned change
- Benefits: -problem-focused (change agent objectively looks for problems, which
determine type of change action)
*NOT solution-centred! (®)
-resistance to change | (action research heavily involves employees in

the process)

1) Diagnosis  |gather info about problems, concerns, needed changes from org’s
members by asking ques’s, interviewing employees, reviewing records,
listening to concerns of employees

2) Analysis synthesize info into primary concerns, problem areas, possible actions

3) Feedback - share w/ employees what has been found from steps 1 & 2
- employees develop action plans for bringing about any needed

changes

4) Action carry out specific actions to correct problems identified

5) Evaluation |compare & evaluate effectiveness of action plan & changes

Appreciative
Inquiry

(Four D's)

= approach to change that seeks to identify the unique qualities & special strengths of an
org, which can then be built on to improve performance

- focuses on the +ve & org’s successes rather than on its problems

4 steps (“4 Ds”) played out in large group over 2, 3 days:

to find out what ppl think are the strengths of the org
Discovery e.g. ask employees to recount times they felt the org worked best, or

when they felt most satisfied w/ their jobs

5 ) use info from Discovery phase to speculate on possible futures for the org
reamin
g e.g. ppl are asked to envision the org in 5 yrs & describe what'’s different

Desi based on dream articulation, participants focus on finding a common vision
esign ) i i »
of how the org will look & agree on its unique qualities

Desti participants discuss how the org is going to fulfill its dream
estin
Y - writing action plans, develop implementation strategies

I RESISTANCE TO CHANGE

- can be +ve b/c it provides degree of stability & predictability to behaviour (source of functional

conflict)

- can also be —ve (hinders adaptation & progress)

- easiest to deal w/ when it's overt & immediate

- difficult to manage when implicit (more subtle, so difficult to recognize) & deferred (cloud the link btwn

source of resistance & reaction to it, may stockpile & accumulate to explode some time later)
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Individual Resistance

- perceptions, personalities, needs

5 sources:

Habit: tendency in one’s accustomed ways to resist when changing habits
Security: change threatens feelings of safety for ppl w/ high need for security
Economic factors: (esp. when pay is closely tied to productivity) ppl may be concerned that they

won't be able to perform new tasks/routines to their previous standards

Fear of the unknown: ambiguity & uncertainty

Selective info processing: ppl hear what they want to hear, ignore info that challenges their world

Cynicism About Change

Sources: ® Feeling uninformed about what was happening

. Lack of comm’n & respect from manager
. Lack of comm’n & respect from union representative

. Lack of opportunity for meaningful participation in decision making

- -ve personalities — more likely to be cynical about change

Results: lower commitment, less satisf'n, reduced motivation to work hard

Organizational Resistance

6 major sources:

Structural inertia
org’s have built-in mechanisms (selection processes, regulations) — when confronted w/
change, structural inertia acts as counterbalance to sustain stability

Limited focus of change

org’s are made up of numerous interdependent subsystems, so one cannot be changed w/o
affecting the others — limited changes in subsystems tend to be nullified by larger system
Group inertia

group norms may act as a constraint even if individuals want to change behaviour

Threat to expertise

changes in org patterns may threaten expertise of specialized groups

Threat to established power relationships

any redistribution of decision-making authority can threaten long-established power relationships

Threat to established resource allocations

groups that control sizable resources tend to be content w/ the way things are & see change as

threat





Overcoming Resistance to Change: 6 Tactics (John Kotter & Leonard Schlesinger)

1. Education & communication
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J reduce resistance thru communicating w/ employees to help them see the logic of a change

(e.g. one-on-one discussions, memos, group presentations, reports)

2. Participation & involvement

before making a change, bring those opposed into decision process; their involvement | resistance,

obtain commitment, 1 quality of change decision

3. Facilitation & support

offer supportive efforts to reduce resistance; provision of various efforts to facilitate adjustment

(e.g. employee counseling & therapy, new-skills training, short paid leave of absence)

Negotiation & agreement

exchange sth of value for a dec. in resistance

e.g. if resistance is centred in a few powerful ppl, negotiate specific reward that'll meet their needs

5. Manipulation & co-optation

twist & distort facts to make them appear more attractive, withhold info, create false rumours to get

employees to accept a change

*co-optation (form of both manipulation & participation) seeks to buy off leaders of a resistance

group by giving them key role in the change decision

6. Explicit &

implicit coercion

application of direct threats/force upon resisters

(e.g. threats of transfer, loss of promotions, -ve performance evaluations, poor letter of recommendation)

e.g. corporate mngmnt determined to close manufacturing plant if employees don’t agree to pay cut

Strategies for Overcoming Resistance to Change

APPROACH

COMMONLY USED IN SITUATIONS

ADVANTAGES

DRAWBACKS

Education +
Communication

where there is a lack of info /
inaccurate info & analysis

once persuaded, ppl will often
help w/ implementation of change

very time-consuming if
lots of ppl are involved

Participation +
Involvement

where initiators lack info to design
the change, & where others have
considerable power to resist

participants will be committed to
implementing change, & any
relevant info they have will be
integrated into the change plan

very time-consuming if
participators design an
inappropriate change

Facilitation +
Support

where ppl are resisting b/c of
adjustment problems

no other approach works as well
w/ adjustment problems

can be time-consuming,
expensive, but still fail

Negotiation +
Agreement

where some one/group will clearly
lose out in a change, & that group
has considerable power to resist

sometimes a relatively easy way
to avoid major resistance

too expensive in many
cases if it alerts others to
negotiate for compliance

Manipulation +

where other tactics won't work, or

relatively quick, inexpensive

lead to future problems if

Co-optation |are too expensive solution ppl feel manipulated
Explicit + Implicitjwhere speed is essential, & change |speedy & can overcome any kind |risky if it leaves ppl mad
Coercion initiators have considerable power |of resistance at initiators
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Politics of Change
- push for change more likely to come from new employees to org (have less invested in status quo) or

managers who are slightly removed from main power structure

Long-time power holders:

- change is a threat to those who have spent long time within the org & achieved senior position,
though they may still implement changes to demonstrate they’re not merely caretakers

- tend to implement first-order change (change that's linear & continuous)

*radical change is too threatening
- therefore, boards of directors often look for leadership from outside to implement second-order

change (change that's multi-dimensional, multi-level, discontinuous, radical)

I CONTEMPORARY CHANGE ISSUES FOR TODAY'S MANAGERS
Technology in the Workplace

Continuous Improvement Processes

- search for continuous improvement that recognizes good isn't good enough & that even excellent
performance can/should be improved on
- quality management seeks to preserve customer satisfc’n by continually improving all org. processes
*reduce variability in outcomes & performance
(variability | — uniformity 1 — costs| & quality 1)
- employees can no longer rest on previous accomplishments & successes — work climate no longer
accepts complacency w/ status quo — more stress & anxiety

*But tension may be +ve for org (functional conflict)

Process Re-engineering

- management start over, rethink & redesign processes by which the org creates value & does work,

get rid of old-fashioned operations

1. Identify org’s distinctive competencies (what an org delivers better than its competition)
- guides decisions regarding what activities are crucial to org’s success
e.g. store location, more efficient distribution system, better sales personnel
2. Assess core processes (transform materials, capital, info, labour into products & services that
customers value)
- when org is viewed as a series of processes (strategic planning — after-sales customer
support), management determines to what degree each adds value
— uncovers unnecessary, invaluable activities
3. Re-organize horizontally by process
- use cross-functional & self-managed teams (focus on processes, NOT functions)

- cut out unnecessary levels of middle management)
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Result: - downsizing (esp. middle managers lost jobs)
- jobs no longer same (wider range of skills, greater challenge, inc. responsibilities, higher pay)
- 3- to 5-yr period for implementation usually tough for employees (uncertainty + anxiety w/ hew

tasks + have to discard old work practices & social networks)

Stimulating Innovation
innovation = new idea applied to initiating / improving a product, process, or service
- all innovations involve change (BUT not all changes involve innovation)

- include new production process tech, new structures / admin systems, new plans/programs for org member

Sources of Innovation
STRUCTURAL VARIABLES — potential source

* Organic structures +vely influence innovation
fewer vertical levels, lower formalization, lower centralization
— flexibility, adaptation, cross-fertilization — easier to adopt innovation
* Long tenure in management is associated w/ innovation
managerial tenure (appointment) provides legitimacy & knowledge of how to accomplish tasks
& obtain desired outcomes
* Innovation is nurtured when there are slack resources
abundance of resources — org can afford to purchase innovations + bear costs of instituting
innovations + absorb failures
e Inter-unit communication is high in innovative org’s
innovative org’s frequently use committees, task forces, cross-functional teams & other

mechanisms (that facilitate interaction across departmental lines)

Innovative org’s tend to have similar CULTURES
- encourage experimentation
- reward both successes & failures; celebrate mistakes; reward for presence of successes
*should NOT reward ppl for absence of failures ® b/c it | risk-taking & innovation

HUMAN RESOURCE
- innovative org’s actively promotes training & development of members (to keep current, offer high
job security, encourage to become champions of change)
idea champions = ppl who actively & enthusiastically promote an idea, build support for it, overcome
resistance to it, ensure that innovation is implemented
- extremely high self-confidence, persistence, energy, risk-taking
- transformational leadership (inspire, energize others w/ their vision of the potential of an

innovation & thru strong personal conviction in their mission)
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- good at gaining commitment of others to support mission

- have jobs that provide decision-making discretion (autonomy helps them introduce /

implement innovations)

Creating a Learning Organization

learning organization = org that has developed the continuous capacity to adapt and change
5 Characteristics:

1) Org has a shared vision that everyone agrees on

2) Ppl discard their old ways of thinking & standard routines they use for solving problems or

doing their jobs

3) Members think of all org. processes, activities, functions, interactions w/ the environment as

part of a system of inter-relationships

4) Ppl openly communicate w/ each other (across vertical & horizontal boundaries) w/o fear of

criticism/punishment

5) Ppl suppress personal self-interest & fragmented departmental interests to work together to

achieve the org’s shared vision

Types of learning used by org:

single-loop learning = errors are corrected using past routines & present policies

double-loop learning = errors are corrected by modifying org’s objectives, policies & standard routines
- challenges deeply rooted assumptions & norms within an org

- provides opportunities for radically diff. solutions & dramatic jumps in improvement

Managing Learning

How to make learning happen?

e Establish a strategy

managers need to make their commitment to change, innovation, & cont. improvement explicit

¢ Redesign org’s structure

formal structure
— impediment to learning; so flatten structure, eliminate/combine departments, inc. use of
cross-functional teams
— reinforce inter-dependence + reduce boundaries btwn ppl

¢ Reshape org’s culture

managers set the tone for org’s culture by what they say (strategy) & what they do (behaviour), so:
— demonstrate that taking risks & admitting failures are desirable (reward ppl who take chances
& make mistakes)

— encourage functional conflict
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Managing Change: It’s Culture-Bound

* Do people believe change is possible?
-cultures vary in terms of beliefs about their ability to control environment
*if ppl believe they can dominate environment (US, Canada) — take proactive view of change

*see self as subjugated to environment (Iran, Saudi Arabia) — passive approach toward change

* If change is possible, how long will it take to bring it about?
-culture’s time orientation
*societies that focus on long term (Japan) — considerable patience while waiting for +ve

outcomes from change efforts
*societies w/ short-term focus (US, Canada) — ppl expect quick improvements & seek change

programs that promise fast results

* Is resistance to change greater in some cultures than in others?
-society’s reliance on tradition
*if focus on past (Italy) — more resistant to change

*emphasize present (US) — less resistant

* Does culture influence how change efforts will be implemented?
-power distance
*high power distance (Spain, Thailand) — change efforts tend to be autocratically implemented
by top management
*low power distance (Denmark, Netherlands) — democratic methods (greater participation)

* Do successful idea champions do things differently in diff. cultures?

Yes!

*collectivist culture — prefer cross-functional support for innovation

*high power distance — prefer champions to work closely w/ those in authority to approve
innovative activities before work is conducted on them

*high uncertainty avoidance — more champions work within org’s rules & procedures

(Austria, Denmark, Germany) **in contrast to Russia
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Chapter 2: Perception, Personality, & Emotions

I WHAT IS PERCEPTION, & WHY IS IT IMPORTANT?
perception = process by which individuals organize and interpret their impressions to give meaning

to their environment

- People’s behaviour is based on their perception of what reality is

I FACTORS INFLUENCING PERCEPTION

Factors
* attitudes - interpretation is heavily influenced by perceiver’s personal
* motives characteristics
Perceiver | * interests (e.g. we often interpret others’ behaviours based on our own

past experiences

characteristics — we see what we expect to see)

* expectations - cultural differences

* novelty - physical & time closeness — unrelated objects grouped together

* motion (e.g. objects close to each other perceived together)

* sounds (e.g. assignment of new manager + increase in sales:
Target * size may not be related, but b/c of timing, perceived as related)

* background - similarity 1, probability 1 that they be perceived as a common

* proximity group

* time - elements in surrounding environment influence perceptions
Situation | * work setting (e.g. shorts & T-shirts in social setting — appropriate

* social setting

in work setting — not appropriate)

I PERCEPTUAL ERRORS

Attribution
Theory

= when we observe what seems like atypical behaviour by an individual, we try to
determine whether it's internally/externally caused
- Internally(Int.) caused: under personal control

Externally(Ext.) caused: result from outside causes; person forced by situation

3 BEHAVIOURAL RULES

1) Distinctiveness

High(Seldom)—

Low(Frequent)— Int.

whether an individual acts similarly across various
situations

(How often does the person do this in other situations?)

2) Consensus

High(Frequent)»

Low(Seldom)— Int.

whether everyone faced w/ similar situation responds in
the same way

(How often do other people do this in similar situations?)

3) Consistency
High(Frequent)— Int.

Low(Seldom)—

whether individual's action is repeated over time

(How often did the person do this in the past?)
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Fundamental attribution error = tendency to underestimate influence of Ext.
factors & overestimate influence of Int. factors when judging others’ behaviours
Self-serving bias = tendency for ppl to attribute their own successes to Int. factors
while putting blame for failures on Ext. factors

= ppl's selective interpretation of what they see based on their interests, background,
Selective |experience, attitudes
Perception |- “speed-read” others, we see what we want to see

— risk: drawing inaccurate, unwarranted conclusions from ambiguous situation

= drawing general impression of an individual on basis of a single characteristic
(e.g. student rates prof — may give more weight to a single trait)

Halo Effect ) ) i

- most extreme when: - perceived traits are ambiguous & have moral tones

- perceiver had limited experience w/ the traits being judged

= our reaction to 1 person is often influenced by other ppl we recently encountered
Contrast |- we don'’t evaluate a person in isolation
Effects (e.g. candidate receives more favorable evaluation if preceded by mediocre applicants,

but less favorable evaluation if preceded by strong applicants)

o = attributing one’s own characteristics to other ppl
Projection ) . )
- ppl perceive others according to what they themselves are like

= judging someone based on one’s perception of the group to which that person
belongs

. - widespread, although may be inaccurate & lead to prejudice

Stereotyping o o ) ]
Prejudice = unfounded dislike of a person/group based on their belonging to a

particular stereotyped group

- has —ve emotional content added

I WHY DO PERCEPTION AND JUDGMENT MATTER?

- Hiring & employee’s performance appraisal (promotions, pay raises, continuation of employment)

depends very much on perceptual process/bias of employers

*study found out managers in HK & US were more likely to promote ppl similar to themselves
— pplin organizations are always judging each other!
Self-fulfilling prophecy = a person will behave in ways consistent w/ how he is perceived by others
(Pygmalion effect)

— expectations become reality

] PERSONALITY
Personality = stable patterns of behaviour & consistent internal states that determine how an

individual reacts to & interacts w/ others





Personality Determinants
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Heredity

- some personality traits may be built into genetic code

e.g. shyness, fear, distress

Environmental

- early conditioning

- culture in which we’'re raised

- norms among family, friends, social groups

Factors e.g. North Americans’s emphasis on industriousness, success, competition Protestant
work — rather than on family, cooperation, getting along with others
o - demands of different situations call forth diff. aspects of one’s personality
Situational o ] )
e - not yet have neat classification scheme that would tell us the impact of various
actors

situations; we only know certain situations limit many behaviours, vice versa

Personality Traits

= enduring characteristics that describe an individual's behaviour

(16 primary/source traits)

Methods used to determine personality traits:

= personality test that taps 4 characteristics and classifies ppl into 1 of 16 personality

types

(e.g. INTJ: visionary, ESTJ: organizers)

- even tho not proved to be valid measure, still used widely

- Classified along these dimensions:

Myers-Briggs

Extraversion (E) /

Introversion (1)

refers to how ppl focus themselves:

inside (introversion) / outside (extraversion)

how ppl gather info:

cooperative, trusting

Type Sensing (S) / . . . o
Indicator Intuiting (N) | ve-r%/ systematically (sensing) / relying on intuition
(MBTI) (intuiting)
Thinking (T) / how ppl prefer to make decisions:
Feeling (F) objectivel_y, impersonally | subjectively, ihterpersonally
(thinking) (feeling)
Judging (3) / how ppl order their daily life:
Perceiving (P) being dgcisiye, planned /spontaneogs., flexible
(judging) (perceiving)
- person’s comfort level w/ relationships
Extraversion - describes degree to which a person is sociable,
N talkative, assertive
o % - propensity to defer to others
Bld Flve. % Agreeableness - describes degree to which a person is good-natured,
Model =
Lo

Conscientiousness

- measure of reliability

describes degree to which person is responsible,

dependable, persistent, achievement-oriented
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Emotional Stability

- ability to withstand stress

describes degree to which person is calm

self-confident, secure

Openness to

Experience

- person’s range of interests & fascination w/ novelty

- describes degree to which person is imaginative

artistically sensitive, intellectual

Major Personality Attributes Influencing OB

ATTRIBUTE

DEFINITION

Locus of Control

degree to which
ppl believe they
are in control of

their own fate

internals = ppl who believe that they control their destinies
- greater motivation, salary increases
- believe their efforts will result in good performance
- higher salaries
externals = ppl who believe that their lives are controlled by outside
forces (luck, chance)
- less satisfied w/ & less involved in their jobs

- higher absenteeism rates, more alienated from work setting

Machiavellianism

“If it works, use it”

degree to which
individual is
pragmatic,
maintains
emotional
distance, believes
that ends can

justify means

- High Machs manipulate more, win more, are persuaded less,
persuade others more

- High Machs do better when:

1) they interact face to face w/ others (rather than indirectly)

2) situation has min. # of rules & regulations (allows room
for improvising)

3) emotional involvement w/ details irrelevant o winning
distracts low Machs

- high Machs... good employees? depends on type of job.
—good in jobs that require bargaining skills (labour negotiation)
or offer rewards for winning (commissioned sales)

Self-Esteem

degree to which
individuals
like/dislike
themselves

High SEs:

- take more risks, believe they have ability to succeed
- more likely to take unconventional jobs
- emphasize +ve when confronting failure

Low SEs:

- more susceptible to external influence

- dependent on receipt of +ve evaluations from others
- seek approval from others, try to please others

- less likely to take unpopular stands

- conform to behaviours of those they respect

Self-Monitoring

personality trait
that measures
ability to adjust
behaviour to

external,

High self-monitors:  (more promotions, high performers, leaders)

- highly sensitive to external cues

- can behave differently in diff. situations

- can present contradictions btwn their public personae &
private selves

- pay closer attention to others’ behaviours

- _more capable of conforming
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situational factors

Low self-monitors:

- tend to display true dispositions & attitudes in all situations
- high behavioural consistency btwn who they are & what they

do
willingness to take | -  High risk-taking managers use less info to make more rapid
Risk-Taking . decisions
chances or risks - risk-taking should depend on type of job
personality w/ Type As [quantity > quality]
aggressive - always moving, walking, eating rapidly
] . - feel impatient w/ rate at which most events take place
involvement in a - try to do 2 or more things at once
chronic, incessant - cannot cope w/ leisure time
) - obsessed w/ #s (measure their success in terms of quantity
struggle to achieve of everything acquired)
more and more in - rarely creative, rely on past experiences; competitive, hostile
Type A less and less time; 1Y€ BS (0pp0$|t§) _ S _
Personalit ) - rarelly_ harrlgd by desire to tha|n \{V|Idly inc. # of things /
Y it necessary, participate in endless growing series of events in ever-dec.
(& Type B) against Opposing amount of time
- never suffer from a sense of time urgency w/ impatience
efforts of other - feel no need to display/discuss achievements or
things/ppl accomplishments unless demanded by situation
- play for fun & relaxation (not exhibit superiority)
- can relax w/o guilt
- Type Bs more successful, healthier
- Type As: high blood pressure, recovery from stress is slower,
higher rates of death from hypertension, coronary heart disease
identifies - act as change agents / leaders within organization
opportunities, - challenge status quo or voice their displeasure when
o situations aren’t to their liking
shows initiative, leave organization to start their own business
Proactive takes action, 9 . P .
] - select, create, influence work situations in their favour
Personality

perseveres until
meaningful change

occurs

- seek out job & organizational info

- develop contacts in high places

- engage in career planning & achieve career success
- demonstrate persistence in face of obstacles

Personality and National Culture

- personality tests may be subject to cultural bias (when used on ppl other than those for whom

tests are designed)

- cultures differ in terms of ppl's relationship to environment

e.g. North Amerca: can dominate environment (external locus of control)

Middle Eastern: life is predetermined (internals)

Personality and Perception

- ppl w/ certain personality charac. are perceived in more +ve light

e.g. tendency to have more —ve impressions of those different demographically

- personality may also affect how they're perceived
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I EMOTIONS
emotions = intense feelings that are directed at someone or sth

- reactions to an object; not enduring

- turn into mood when stop focusing on contextual object
moods = feelings that tend to be less intense than emotions and lack a contextual stimulus

- not directed at object
emotional labour = when an employee expresses organizationally desired emotions during
interpersonal interactions (e.g. service jobs)
- improve productivity, customer satisfaction, efficiency, profitability

- -ve personal consequences when there’s discrepancy btwn outward & inward feelings

Gender and Emotions
Women:
- socialized to be nurturing
- more innate ability to read others and present emotions
- greater need for social approval
— show greater emotional expression than men, experience emotions more intensely, display

more frequent expressions of +ve/=ve emotions

Why Should We Care About Emotions in the Workplace?

= assortment of non-cognitive skills, capabilities, and competencies that influence a

person’s ability to succeed in coping w/ environmental demands and pressures

= being aware of what one’s feeling
Self-awareness |- exhibited by: self-confident, realistic self-assement &

self-deprecating sense of humour

= ability to manage one’s own emotions and impulses

Self-management |- exbtd by: trustworthiness, integrity, comfort w/ ambiguity,

Emotional | . openness to change
Intelligence g = ability to persist in the face of setbacks and failtures
(ED % Self-motivation |- exbtd by: strong drive to achieve, optimism, high
% organizational commitment
Lo

= ability to sense how others are feeling
Empathy - exbtd by: expertise in building & retaining talent, cross-cultural

sensitivity, service to clients and customers

= ability to handle emotions of others

Social Skills |- exbtd by: persuasiveness, expertise in building and leading

groups and teams

Negative |employee deviance = voluntary actions that violate established norms and threaten
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Workplace

Emotions

the organization, its members, or both
- result from -ve emotions (e.g. envy — backstabbing)
production (leave early, intentionally work slowly)
property (steal, sabotage)
political (gossip, blame co-workers)

personal aggression (sexual harass, verbal abuse)

Affective
Events
Theory

(AET)

= theory that employees react emotionally to things that happen to them at work and
that this emotional reaction influences their job performance and satisfaction
- emotions: -response to event in work environment (e.g. variety of tasks, autonomy)
e.g. hassles— -ve emotion; uplifts— +ve emotion
-influence job performance & satisfaction variables (e.g. OCB, level of effort)
- emotional response can change depending on mood

- personality predisposes ppl to respond w/ diff. intensity

1. emotional episode = series of emotional experiences precipitated by a single event
(reflects emotions & mood cycles)

2. job satisfaction is influenced by current emotions at a given time & history of
emotions surrounding the event
moods & emotions fluctuate over time, so their effect on performance also fluctuate
emotion-driven behaviours: short in duration, high variability
emotions tend to be incompatible w/ behaviours required to do a job, so can have

-ve influence on job performance (even +ve emotions)

Work Environment
+ Characteristics of

_ thejob 1 AFFECTIVE EVENTS THEORY

« Requirements for
emotional labour

Joh Satisfaction

Work Events Emotional Reactions
« Daily hassles « Positive

= Daily uplifts + Negative

Job Performance

il

Personal Dispositions
« Personality
» Mood

Research Results:
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How Big Five Personality Factors Affect Individual Job & Team Performance

BIG 5 PERSONALITY FACTOR

RELATIONSHIP TO JOB PERFORMANCE

RELATIONSHIP TO TEAM PERFORMANCE

Extraversion

+vely related to job performance
in occupations requiring social
interaction

+vely related to training

proficiency for all occupations

+vely related to team
performance
+vely related to degree of

participation within team

Agreeableness

+vely related to job performance

in service jobs

Most studies found no link btwn
agreeableness & team
performance / productivity
Some found —ve link btwn
person’s likeability & team

performance

Conscientiousness

+vely related to job performance
for all occupational groups

May be better than ability in
predicting job performance

Emotional Stability

A minimal threshold amnt may
be necessary for adequate
performance; greater degrees
NOT related to job performance
+vely related to performance in
service jobs

May be better than ability in
predicting job performance

across all occupational groups

Openness to Experience

+vely related to training

proficiency
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Chapter 3: Values, Attitudes, and Diversity in the Workplace

I VALUES
values = concepts/beliefs that guide how we make decisions about & evaluations of behaviours, events

- stable, enduring

Rokeach Value Survey
Milton Rokeach divided values into 2 sets (each has 18 value items):
terminal values = goals that individuals would like to achieve during their lifetime
- desirable end-states of existence
instrumental values = preferable ways of behaving
- means for achieving terminal values

- ppl in same categories or occupations tend to hold similar values

ethics = study of moral values or principles that guide our behaviour and inform us whether actions are
right/wrong (moral judgment) e.g. lack of moral — business scandals

] ASSESSING CULTURAL VALUES
Global Leadership and Organizational Behaviour Effectiveness (GLOBE) research program discovered

9 dimensions on which national cultures differ:

extent to which a society encourages people to be tough, confrontational,
Assertiveness assertive, competitive VS. modest, tender

(= Hofstede’s quantity-of-life dimension)

extent to which society encourages and rewards future-oriented behaviours
Future Orientation  |(planning, investing in the future, delaying gratification)

(= Hofstede's long-term/short-term orientation)

Gender Differentiation |extent to which society maximizes gender role differences

] . society’s reliance on social norms and procedures to alleviate the
Uncertainty Avoidance ) B
unpredictability of future events

Power Distance extent to which members of society expect power to be unequally shared
Individualism / extent to which individuals are encouraged by societal institutions to be
Collectivism integrated into groups within organizations and society

o extent to which members of society take pride in membership in small groups
In-group Collectivism o ) o ) .
(family, circle of close friends, organizations in which they’'re employed)

. _|extent to which society encourages and rewards group members for
Performance Orientation ]
performance improvement and excellence

extent to which society encourages and rewards individuals for being fair,
Humane Orientation |altruistic, generous, caring, kind to others

(Hofstede’s quality-of-life dimension)
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*not all OB theories and concepts are universally applicable to managing ppl around the world

*take intro consideration cultural values when trying to understand behaviour of ppl in diff. countries

I VALUES IN THE CANADIAN WORKPLACE

Generational Differences

The Elders
(playing by the

rules)

traditional values: belief in order, authority, discipline, Judeo-Christian moral code,

Golden Rule (do unto others as you would have others do unto you)

Baby Boomers
(spoiled,

hedonistic)

Autonomous rebels (25%)
Anxious communitarians (20%)
Connected enthusiasts (14%)
Disengaged Darwinists (41%)
- (except Darwinists) rejection of authority, skepticism regarding motives of big businesses
& govn't, strong concern for environment, strong desire for equality in workplace &
society

- Darwinists: angry, intimidated by change, anxious about professional & financial futures

Generation X

- experience seeking, adaptability, concern w/ personal image among peers
Thrill-seeking materialists (25%) — desire $$, materials, recognition, respect, admiration
Aimless dependants (27%) — financial independence, security, stability
Social hedonists (15%) — exp-seeking, committed to own pleasure, immediate gratification
New Aquarians (13%) — exp-seeking, egalitarian, ecologically minded

Autonomous post-materialists (20%) — personal autonomy, self-fulfillment, human rights

The Ne(x)t

Generation

“millennials” “Generation Y” “Echo Boomers” (1977~1997)

creators, curious, contrarian, flexible, collaborative, high self-esteem, optimists w/ desire

for order, team players

ease w/ technology

Generations Meet in the Workplace...

- Baby Boomers (workaholics) currently dominate the workplace, will replace Elders

- Generation X: adapting, want more exp; not in awe of authority, not interested in workaholic behaviour

- managing these different groups can be very difficult; managers need to be flexible, observant, willing to

adjust more to individual needs

Cultural Differences

Francophone VS Anglophone Values

Francophone

more collectivist (group-oriented), greater need for achievement, more concerned abt
interpersonal aspects of workplace, reduce/avoid uncertainty at work, experience

more stress, attend more classical symphonic performances






|PART 1: UNDERSTANDING THE WORKPLACE

- managers: affiliation, extrinsic job values

- highest absenteeism rate, less physically active

Anglophone more individualist (I-centered), take more risk, autonomy

- managers: achievement-oriented, intrinsic job values

Aboriginal Values

- usually perceived as impediment to economic development & organization effectiveness
e.g. reluctance to compete, diff. time orientation, emphasis on consensus decision making
- collectivist, reflect & advance goals of community, greater sense of family in workplace, greater
affiliation & loyalty, small power distance, lower uncertainty avoidance

Asian Values
- greater power distance, greater collectivism, long-term guanxi (important for business success)
guanxi = enduring connection btwn 2 ppl to enable flow of personal/social transactions

- relies on personal power & authority, shame (external pressures on performance)

| ATTITUDES

attitude = +ve / -ve feelings about objects, ppl, events

Job Satisfaction = individual's general attitude toward his job (employee attitude)

Job Sastifaction & Individual Productivity

- productivity affected by external conditions & job satisfaction
e.g. market moving up, volume high — satisfied/dissatisfied brokers earn lots of commisions
- relationship btwn job satisfaction & productivity stronger (esp. for higher-level employees) when
employee’s behaviour is not linked to outside factors
e.g. machine-paced jobs

- productivity «<— job satisfaction

Job Sastifaction & Organizational Productivity

- organizations w/ more satisfied employees — more effective

- job satisfaction does not guarantee financial gains

Job Sastifaction & Organizational Citizenship Behaviour

- job satisfaction — employees high in OCB — organization function more effectively
- job satisfaction influences OCB thru perceptions of fairness (when one believes that there are fair

outcomes, treatment, and procedures in the workplace; trust developed in employer)
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Job Sastifaction & Customer Satisfaction

- satisfied employees inc. customer satisfaction and loyalty

satisfied employees — friendly, upbeat, responsive — customers appreciate

satisfied employees — less turnover — familiar faces & experienced service for customers
- dissatisfied customers inc. employee dissatisfaction

- job (dis)satisfaction <— customer (dis)satisfaction

How Employees Can Express Dissatisfaction

- person’s general disposition toward life moderates job satisfaction-turnover relationship
e.g. person w/ highest predisposition to be happy/satisfied w/ life in general
— more likely to quit if dissatisfied with job (willing to exert more control over situation)

Responses to job dissatisfaction:

) Destructive actively attempting to leave organization
Exit (from organization POV) (look for a new position, resign)
actively attempting to improve conditions
Voice |Constructive (suggest improvements, discuss problems w/ superiors,

union acitivity)

passively but optimistically waiting for conditions to
) improve

Loyalty |Constructive o o
(speak up for organization in face of external criticism,

trust organization & its management to “do the right thing”)

Destructive passively allowing conditions to worsen

Neglect |(from organization POV) (chronic absenteeism/lateness, reduced effort, error rate

inc.)
Active
lowered EXIT VOICE
productivity, Destructive Constructive
absenteeism, NEGLECT LOYALTY
turnover
Passive

Organizational Commitment

= state in which employee identifies w/ a particular organization and its goals, and wishes to maintain
membership in the organization

*3 Types of OC:
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Affective

commitment

individual's relationship to the organization
(emotional attachment to, identification w/, and involvement in organization)

- strongly associated w/ +ve work behaviours — performance, attendance, citizenship

Normative

commitment

obligation an individual feels to staying w/ the organization

- less strongly associated w/ +ve work behaviours

Continuance

commitment

individual's calculation that it’s in his best interest to stay w/ organization based on
perceived costs of leaving it

- often associated w/ -ve work behaviours

*individuals who show very little commitment — 4 x more likely to quit

How to increase OC? Reasons employees have high OC... they are/have

1.

o~ 0D

proud of company’s aspirations, accomplishments, legacy; share its values

know what each person is expected to do, how performance is measured, and why it matters
in control of own destinies; enjoy high-risk, high-reward work environment

recognized for quality of their performance

have fun, enjoy supportive & interactive environment

I MANAGING DIVERSITY IN THE WORKPLACE

Major Workforce Diversity Categories:

- Gender - Age - Domestic Partners

- National Origin - Disability - Non-Christian

Responses to Diversity Initiatives

- due to certain values of some generations, tension over diversity will remain in the workplace for

some time to come

- sometimes, changing employees’ behaviours is enough w/o changing attitudes

- not everyone values diversity; so when company tries to inc. diversity of employees hired, some may

show —ve attitudes toward them

Cultural Intelligence (CQ)

*Types of CQ:

= ability to understand one’s unfamiliar & ambiguous gestures in the same way
as would ppl from his culture

Provincial |work best w/ ppl of similar bg, but have difficulties working w/ those from diff. bg
Analyst |analyze foreign culture’s rules & expectations to figure out how to interact w/ others
Natural |use intuition rather than systematic study to understand those from other cultural bg's

Ambassador [communicate convincingly that they fit in, even if they don’t know much about the
foreign culture
Mimic control actions & behaviours to match others, even if they don't understand the
significance of the cultural cues observed
Chameleon |have high levels of all three CQ components
(5%) could be mistaken as being from the foreign culture
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Major Workforce Diversity Categories

Gender

women: growing % of workforce
org. need to ensure that hiring & employment policies create equal access

& oppor.’s to ppl regardless of gender

National Origin

immigrants (or come from homes where English is not spoken): growing %
of Can. workers

communication problems can occur when employees’ English is weak

Age - Can. workforce is aging
- inc. % of employees expect to work past traditional retirement age of 65
- org. cannot discriminate on basis of employee’s age until he reaches 65
- org. obligated to accommodate needs of older workers
Disability - org. need to ensure that jobs & workplaces are accessible to ppl who have

mental / physical disabilities & health challenges

Domestic Partners

inc. # of gay & lesbhian employees (or those w/ live-in partners of opp. sex)
they demand same rights & benefits for their partners that org. provide for

married couples

Non-Christian

org. need to be sensitive to customs, rituals, holidays, appearance of attire,
other religions to ensure that these ppl suffer no adverse impact for their

practices/appearance
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Chapter 4: Theories of Motivation

I WHAT IS MOTIVATION?
motivation = intensity (how hard a person tries), direction, persistence (measure of how long a person
can maintain his effort) of effort a person shows in reaching a goal

- intensity needs to be in the right, beneficial direction to lead to favourable performance
- level of motivation varies among & within individuals at diff. times

Theory X (—ve ) = assumption that employees dislike work, will attempt to avoid it & must be
coerced(forced), controlled, or threatened w/ punishment to achieve goals
favours extrinsic motivator = motivation that comes from outside the person
(pay, bonus, tangible rewards)
Theory Y ( +ve ) = assumption that employees like work, are creative, seek responsibility & will exercise
self-direction and self-control if they’re committed to the objectives
favours intrinsic motivator = person’s internal desire to do sth, due to interest, challenge,
personal satisfaction

- individuals genuinely care about their work, look for ways to improve, energized

1 NEEDS THEORIES OF MOTIVATION
Needs Theories = describe types of needs that must be met to motivate individuals (what motivates ppl

e Physiological |hunger, thirst, shelter, sex, bodily needs
e xS
“gJ é & security, protection from physical /
(@] =
= O [safety emotional harm
_ affection, belongingness, acceptance,
—~ |Social ) )
g friendship
E internal: self-respect, autonomy,
Maslow’s Z  |Esteem achievement
2 . .
Hierarchy of Needs| MASLOW W external: status, recognition, attention
v
Theory o growth, achieving one’s potential,
2
u Self- self-fulfillment
T} . .
T Actualization |- the drive to become what one’s
capable of becoming

- individual moves up the hierarchy
- no need is ever fully met, but a substantially satisfied need no
longer motivates

- theory generally not validated (provides no empirical evidence)
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Motivation-
Hygiene
Theory

HERZBERG

Critiques:

individual's attitude toward work determines his
success/failure

his survey — replies ppl gave when they felt good about
their jobs were very diff. from replies given when they felt bad
(satisfaction — intrinsic factors; dissatisfaction — extrinsic)
opposite of Satisfaction = No Satisfaction

opp. of Dissatisfaction = No Dissatisfaction

Motivators: factors that lead to job satisfaction (achievement,
recognition, growth, responsibility)

Hygiene Factors: lead to job dissatisfaction (company policy,

work conditions, pay)

managers should placate, not motivate, employees

procedure used is limited by methodology (self-serving bias)
reliability of methodology questionable

did not really produce a theory (more like an explanation)
no overall measure of satisfaction used (some may dislike
parts of their jobs, but still think its acceptable)

inconsistent w/ previous research (ignore situational
variables

ERG Theory

(more valid version
of Maslow’s

hierarchy of needs)

ALDERFER

Existence |basic material existence

(Maslow’s physiological & safety)

Relatedness|desire for maintaining interpersonal relationships;

social & status (Maslow’s social & external esteem)

Growth intrinsic desire for personal development

(Maslow’s internal esteem need & self-actualization)

Differences w/ Maslow’s:

more than 1 need may be working @ same time
if satisfaction of a higher-level need is blocked, desire to

satisfy a lower-level need inc.

McClelland’s
Theory of Needs

McCLELLAND

Need for Achievement |to excel, achieve in relation to a set of

(nAch) standards, strive to succeed
Need for Power to make others behave in a way that
(nPow) they would not have behaved otherwise

Need for Affiliation |desire for friendly and close

(nAff) interpersonal relationships

nAch-ers: dislike succeeding by chance, prefer challenge,
accept personal responsibility for success/failure, prefer tasks

of moderate difficulty

nPow-ers: have impact, be influential, control others, prefer to
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be placed into competitive, status-oriented situations,

concerned w/ prestige

nAff-ers: strive for friendship, prefer cooperative (rather than
competitive) situations, high degree of mutual understanding
diff. needs suitable for diff. jobs (e.g. nPow — managers)

Relationship of Various Needs Theories

MASLOW ALDERFER HERZBERG McCLELLAND
Hierarchy of Motivation-Hygiene
ERG Theory Theory of Needs
Needs Theory
Self-Actualization Growth —»Need for Achievement
T > Motivators
Esteem —> \
Social +—| Relatedness \ Need for Power
Safety —»| Existence Hvai .
: - > ygiene Factors —
Physiological = —P{ Need for Affiliation

Summarizing Various Needs Theories

* needs — when sati

sfied — motivation

Theory

Maslow

Aldefer

Herzberg

McClelland

Is there

hierarchy of

lower-order needs must
be satisfied before one
progresses to

> 1 need can be
important at the
same time

Hygiene factors must
be met if a person is
not to be dissatisfied

ppl vary in types of
needs they have
motivation and how

needs? higher-order needs - if a higher-order |(but will NOT lead to well they perform at
need not met, satisfaction) work are related to
desire to satisfy a whether they have
lower-level need |Motivators lead to nAch, nPow, or nAff
inc. satisfaction

Theory’s wide recognition among |- a more valid - shows>1need |tells us that high need

) practicing managers version of need may operate at the|achievers do not

impact / (most are familiar with it) hierarchy same time necessarily make good

contribution? - tells us that - popularity of giving|managers (b/c high

achievers will be
motivated by jobs
that offer personal
responsibility,
feedback,
moderate risks

workers greater
responsibility for
planning and
controlling their
work — attributed
to his findings

achievers are more
interested in how they
do personally)

What
empirical
support /

criticisms?

generally not
validated by
research

little support for
hierarchical nature of
needs

criticized for how
data were

ignores situational
variables

collected/interpreted

not really a theory
of motivation
assumes link btwn
satisfaction and
productivity that
was not measured
/ demonstrated

mixed empirical
support, but theory
consistent w/ our
knowledge of
individual diff's
among ppl

good empirical
support exists on
nAch in particular
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I PROCESS THEORIES OF MOTIVATION

Process Theories = help us understand actual ways in which ppl can be motivated (how to motivate ppl)

Expectancy

Theory

= individuals act

depending upon their evaluation of whether their effort will lead to good

performance, whether good performance will be followed by a given outcome, and

whether the outcome is attractive to them

Expectancy

Effort — Performance

= belief that effort is related to performance (one’s perception of how
probable it is a certain amount of effort will lead to good performance)
-Range:0~1

- Influenced by:

self-esteem

previous success

help from supervisors and subordinates
- info

proper materials and equipment

Instrumentality|_

Performance — Rewards
= belief that performance is related to rewards (one’s perception of
whether performing at a certain level will lead to desired outcome & be

recognized by someone w/ power to allocate rewards)

Range: -1 ~ +1
(-ve — high performance | chances of getting desired outcome;
0 — no relationship btwn performance & receiving desired outcome)

e.g. low motivation b/c employee believes that no matter how hard

he works, performance won't be recognized

Valence

Rewards — Personal Goals

= value or importance that one places on a reward (degree to which

organizational rewards satisfy an individual's personal goals/needs, and

the attractiveness of those potential awards for the individual)

- Range: -1(very undesirable award) ~ +1(very desirable)

- some managers assume all employees want the same thing, thus
overlook motivational effects of differentiating rewards

- most research (including cross-cultural) supports this theory

How to inc. motivation using Expectancy Theory?

Improving Expectancy Improving Instrumentality Improving Valence

task/goals)

improve ability of individual |inc one’s belief that perfmnce|make sure that the reward is
to perform (skills, training,  |leads to reward (recognize |meaningful to individual (ask
assign reasonable perfmnce, deliver rewards as|what rewards they value,

promised, indicate how give rewards that are valued)
previous good performance
led to greater rewards)
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Goal-Setting
Theory:

Management by
Objectives
(MBO)

consistent w/
Expectancy
Theory:
goal— E-P
feedback— P-R
goal setting—
R-G

goal = what an individual is trying to accomplish

Management by Objectives (MBO) = approach to goal setting, specific measurable
goals are jointly set by managers and employees; progress on goals is periodically
reviewed, rewards are allocated on basis of this progress

Locke's Model of Goal Setting: goals motivating by...

Direct attention — goals indicate where one should direct their efforts when they’re
choosing among things to do
e.g. assignment due in a few days, u say no to friends’ invitation to movie

Regulate effort — goals suggest how much effort one should put into a task

e.g. if high mark in ACCT is more important than in OB, u put more effort in accounting

Increase persistence — effort spent on a task over time
e.g. when ppl keep goals in mind, they will work hard even when facing obstacles

Encourage development of strategies & action plans — once goals are set, one can

develop plans for achieving these goals
e.g. goal to become fit may include plans to join a gym, work our w/ frds, etc
Effective Goals: need to be... SMART
Specific — one knows exactly what is to be achieved

Measurable — goals proposed can be tracked & reviewed

Attainable — goals (even if difficult) are reasonable, achievable

Results-oriented — support vision of organization

Time-bound — goals to be achieved within a stated time

- specific goals inc. performance, under certain conditions (but may not work in complex
tasks b/c ppl become too goal-focused on complex tasks, not better solutions)

- difficult goals, when accepted, result in higher performance than do easy goals (but not
when employees view goals as impossible)

- feedback leads to higher performance

- goals are equally effective whether participatively set, assigned, or self-set (how goals
are set is not related to performance; but employees more likely to accept goals if
participatively set)

- goal commitment and financial incentives affect whether goals are achieved ($$ can
lower commitment to difficult goals, inspire ppl to refuse to help co-workers, neglect
tasks not directly related to financially-rewarded goals, may affect quality)

- Factors that influence G-P relationship: Goal commitment, Self-efficacy, Task
characteristics, National culture

*self-efficacy = one’ belief that he is capable of performing a task
(if high — confidence, try harder to master challenges, respond to —ve
feedback w/ inc. effort & motivation)

*simpler, well-learned, independent tasks — goals more successful

*culture-bound theory (e.g. for Canada and US)
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| RESPONSES TO THE REWARD SYSTEM

also process theories: Equity Theory & Fair Process (how ppl respond to rewards)

EQUITY THEORY

= ppl compare their job inputs (effort, experience, education, competence, etc) and outcomes (salary

levels, raises, recognition, work conditions) w/ those of others; then respond to eliminate any inequities

- if ratio equal, state of equity exists; fairness perceived — justice (vice versa)

*treated EQUITABLY (good performers deserve higher pay, vice versa) #=treated EQUALLY (same pay)

Ratio of Output to Input Person 1's Perception
Person 1 < Person 2 Inequity, under-rewarded
Person 1 = Person 2 Equity
Person 1 > Person 2 Inequity, over-rewarded

Compare with Whom? ...4 referent comparisons:

Self-inside (employee’s experiences in a diff. position inside his current organization)
Self-outside (employee’s experiences in a situation/position outside his current organization)

Other-inside (another person/group of ppl inside employee’s organization)

Other-outside (another person/group outside employee’s organization)

Variables that Influence Choice of Referents:

Gender

- ppl often make same-sex comparisons

- women usually paid less than men, so when woman-woman comparison has lower comparative
standard for pay

Length of Tenure

- employees w/ short tenure: reply on own personal exp.
- those w/ long tenure: reply more on co-workers for comparison

Level in Organization & Amount of Education

- upper-level employees/ in professional ranks/ w/ more education: have better info about ppl in

other organizations (thus make more other-outside comparisons)

Responses to Inequity:

Change their outcomes (e.g. work harder to show one deserves higher pay)

Adjust perceptions of self (e.g. think, “I've only worked for 2 yrs)

Adjust perceptions of others (e.g. think, “other ppl have worked a lot longer, so deserve higher pay)
Choose a different referent (e.g. consider others w/ similar experience/bg)

Leave the field
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PaID BY TIME WORKED PAID BY # OF UNITS PRODUCED

OVER-REWARDED |produce more than will equitably |produce fewer, but higher quality (b/c inc. in quantity
EMPLOYEE paid ppl (to bring about equity) |will inc. inequity, so focus on quality)

UNDER-REWARDED|less, poorer quality output produce large # of low quality units (b/c inc. in quantity

EMPLOYEE will inc. reward, so trade off quality for quantity)

FAIR PROCESS & TREATMENT

distributive justice = perceived fairness of the amount & allocation of rewards among individuals
- high influence on employee satisfaction than procedural

procedural justice = perceived fairness of the process used to determine distribution of rewards

interactional justice = quality of interpersonal treatment received from manager

- both affect employee’s organizational commitment, trust in boss, intention to quit

- when managers/employees believed the processes were fair, they were more likely to show high
level of trust & commitment to organization (and vice versa)

- Toinc. employee’s perception of procedural justice:
- openly share info on how allocation decisions are made
- follow consistent, unbiased procedures

- fairness — employee view manager & organization +ve (even if may not be happy about pay, etc)

Cognitive Evaluation Theory
= offering extrinsic awards (e.g. pay) for work effort that was previously rewarding intrinsically will tend to
DEC. overall level of a person’s motivation
- individual loses control over his behaviour when it's rewarded by external sources
— causes intrinsic motivation to diminish

- simply pay fairly, and allow one’s intrinsic motivation to guide performance

Increasing Intrinsic Motivation (Kenneth Thomas)
4 Key rewards that inc. Intr. Motivation:

* Sense of Choice (select what one will do, perform the way one thinks best, use own judgment)

* Sense of Competence (feeling of accomplishment for doing good job/carrying out challenging tasks)
* Sense of Meaningfulness (pursue worthwhile tasks, feel good that what they’re doing matters)
» Sense of Progress (feeling of accomplishment that one’s making progress, spending time wisely)

4 sets of behaviours managers can use to build Intr. rewards for employees:

. Leading for Choice (empower employees, delegate tasks)

. Leading for Competence (support, coach employees)

. Leading for Meaningfulness (inspire employee, model desired behaviours)

. Leading for Progress (monitor, reward employees)
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I MOTIVATING EMPLOYEES THROUGH REINFORCEMENT
operant conditioning = desired voluntary behaviour leads to a reward or prevents a punishment

(Skinner) - pleasing consequences to follow certain behaviours — inc. frequency of behaviour
- rewards are most effective when they immediately follow the desired behaviour
- if a behaviour is not +vely reinforced, probability of that behaviour repeating |

Methods of Shaping Behaviour
positive reinforcement = following a response w/ sth pleasant

e.g. manager praises employee for job well done
negative reinforcement = following a response by termination/withdrawal of sth unpleasant

e.g. instructor asks a question and student looks thru her lecture notes to avoid being called on
punishment = causing unpleasant condition to eliminate undesirable behaviour

e.g. manager gives employee a 2-day suspension from work w/o pay for showing up drunk
extinction = eliminating any reinforcement that's maintaining a behaviour

e.g. instructor ignores students who raise their hands to ask questions. hand-raising becomes extinct.

Schedules of Reinforcement
continuous reinforcement = desired behaviour is reinforced each & every time it's demonstrated
intermittent reinforcement = desired behaviour is reinforced often enough to make the behaviour worth
repeating, but not every time it's demonstrated
- promote more resistance to extinction
— Ratio Schedules: depend on how many responses made
reinforced after giving a certain # of a certain behaviour
— Interval Schedules: depend on how much time has passed since the previous reinforcement

reinforced on 1% appropriate behavior after a particular time has elapsed

Reinforcement Schedule | Nature of Reinforcement Effect on Behaviour e.g.
) Reward given after each |Fast learning of new behaviour compliments
Continuous ) ) ) o
desired behaviour Rapid extinction
) Reward given at fixed Average, irregular performance weekly
Fixed-Interval o ] o
time intervals Rapid extinction paycheques
) Reward given at variable [Moderately high, stable performance [pop quizzes
Varjable-Interval o o
time intervals Slow extinction
) ) Reward given at fixed High, stable performance attained piece-rate
Fixed-Ratio i ) o
amounts of output quickly; Rapid extinction pay
. . Reward given at variable [Very high performance commission
Variahle-Ratio L
amounts of output Slow extinction ed sales

- managers can reinforce each successive step hat moves one closer to desired response






|PART 2: STRIVING FOR PERFORMANCE

I MOTIVATION FOR WHOM?
- motivation theories help managers get more productivity out of employees

- should also focus on improving conditions of workplace for employees

Conclusions
* Recognize individual differences
(align goals, level of involvement, rewards w/ individual needs)
* Use goals and feedback
(challenging, specific goals + feedback on how well they’re doing)
* Allow employees to participate in decisions that affect them
(e.g. setting work goals, choosing benefits packages)
— can inc. productivity, commitment to work goals, motivation, job satisfaction
* When giving rewards, be sure they reward desired performance
(reward linked to type of performance expected so employees perceive clear linkage)
— if perceived to be low — low performance, dec. in job satisfn, inc. in turnover/absenteeism
e Check the system for equity
(rewards equating w/ inputs of employees)
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Chapter 5: Motivation In Action

I FROM THEORY TO PRACTICE: THE ROLE OF MONEY
- money: commonly used reward, but often relationships in workplace matter more than pay

- men seem to value money more than women

I CREATING EFFECTIVE REWARD SYSTEMS
EMPLOYEE RECOGNITION
- Rewarding a behaviour w/ recognition immediately after — likely to encourage its repetition

- Publicly recognize accomplishments of those w/ strong need for social acceptance
- Celebrate team success to enhance group cohesiveness & motivation
- Ways to recognize employees: Thank You cards/emails, putting him on prestigious committees, etc

- | turnover

VARIABLE-PAY PROGRAMS

= reward program in which a portion of an employee’s pay is based on some individual and/or
organizational measure of performance

- earnings fluctuate up/down w/ measure of performance; no guarantee to earn same amount every yr
- common among hon-unionized companies

- risky: employees may worry, b/c cannot predict wages ahead of time

- consistent w/ Expectancy Theory (strong relationship btwn performance & rewards — motivation)

piece-rate pay plan = individual-based incentive plan in which

) employees are paid a fixed sum for each unit of production completed
Piece-Rate ) .
W - in many companies, employees earn a base hourly wage plus a

ages
o g piece-rate differential (e.g. commissions based on sales)
Individual-Based

Incentives : - -
- one-time rewards for defined work, rather than ongoing

- away to acknowledge superior performance
Bonuses ) )
- can result in —ve behaviour

= group-based incentive plan in which improvements in group
productivity determine the total amnt of money to be shared

#profit sharing (gainsharing focuses on productivity gains, not profits)
Group-Based ) . ) ,
) Gainsharing — rewards behaviours less influenced by external factors
Incentives ) o )
(can receive reward even when organization not profitable)

- formula-based (usually 50-50)
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= organization-wide plan in which employer shares profits w/
employees based on a predetermined formula

- distribute direct cash outlays / stock options

- any employees can receive reward (though exec. more likely)
- ppl would be more conscious of what things cost & pay

attention to not wasting

Profit-Sharing focus on past financial results (do not focus employees on the

Plan future, do not consider long-term organizational needs)

- ignore factors like customer service & employee development
(not seen as having direct link to profits)

- Expectancy Theory: workers less motivated during economic
downturns (b/c less likely to receive significant bonuses)

- effective where there’s more involvement by employees,

Organizational- L
teamwork, participation encouraged

Based Incentives - - : :
ESOP = company-established benefit plan in which employees

acquire stock as part of their benefits

- employees buy stock at later date for guaranteed price
- make employees owners of their firms — think about

. consequences of their behaviour if they own part of the
Stock Options .
company; focused on making company success
& Employee ] . ) L
_ |- inc. employee satisfaction & work motivation (b/c
Stock Ownership

sychologically experience ownership, exercise influence
Plan (ESOP) psy giealy exp P

over the business of company)
Problems:
- manager may focus more on the short term

- when share prices fall, employees only lose potential gains

(not real $$) so this may not induce them to work hardest

Challenges to Pay-for-Performance (employees must share in risks & rewards of company) programs:

- hard to measure performance sometimes
- some ppl prefer that wages kept w/ inflation

- employees worry about potential drop in earnings

incentive pay awarded to individuals: -ve effect on group cohesiveness & productivity

Teamwork )
(colleagues compete against each other)
- union workers (many in Canada), paid on basis of seniority & job categories, have
) few opportunities to receive performance-based pay
Unions

- uncontrollable factors may affect if they receive bonuses

- manager’s ability to hand out rewards limited b/c of collective agreement
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- (those who work for local, provincial, federal gov't) work is often of service nature
Public Sector — hard to measure productivity

Employees

many are unionized

- research suggests using Goal-Setting Theory

Ethical - employees may manipulate performance to inc. bonuses
thica

) ) - e.g. managers may pressure employees to do work w/o recording the hours (b/c have
Considerations

to keep payroll costs below fixed targets to receive reward by superiors)

MOTIVATING BEYOND PRODUCTIVITY

. Commissions beyond sales (determined by customer satisfaction and/or sales team outcomes)

e.g. meeting revenue & profit targets

. Leadership effectiveness (employee satisfact'n, measure of how manager handles employees)

. New goals (reward employees who continue to achieve specific new goals, e.g. quality
measures, customer satisfact’'n)

. Knowledge workers in teams (rewards linked to performance of knowledge workers)

. Competency and/or skills (rewards based on employees’ abstract knowledge/competencies)

e.g. social skills, customer service, knowledge of technology

Comparing Various Pay Programs

Approach Strength Weakness
* Motivates for performance * Uncontrollable outside factors that
e Cost-effective affect productivity
Variable Pay * Makes clear link btwn * Earnings vary form yr to yr
organizational goals & individual e Can cause unhealthy competition
rewards among employees
* Encourages individuals to work » Difficult to evaluate team performance
Team-based ] ] ] ]
together effectively * Possible equity problems if all
Rewards )
* Promotes goal of team-based work members paid equally
Skill-based Pay | « |nc. skill levels of employees « Employers may end up paying for
(pay based on - )
how many skills | *  Inc. flexibility of workforce unneeded skills
an employee has| « Can reduce # of employees ¢ Employees may no be able to learn
/ how many jobs ] )
he can do) needed some skills (thus feel demotivated)

1 APPLY MOTIVATION THEORIES WISELY

Motivation Theories Are Culture-Bound

- Managers should consider a country’s cultural orientation when designing/implementing rewards
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GLOBE/Hofstede Cultural Dimension

Reward Preference

High Uncertainty Avoidance

Certainty in
compensation systems

seniority-based pay
skill-based pay

Individualism

Compensation based on
individual performance

pay for performance
individual incentives
stock options

Humane Orientation

(Hofstede’s quality-of-life dimension)

Social benefits &
programs

flexible benefits

workplace child-care programs
career-break schemes
maternity leave programs

Important to consider internal norms of a country when developing incentive plans:

- Many motivation theories assume consistency in needs across society; but different cultures have

different needs

e.g. Maslow’s hierarchy of needs doesn’'t work in Japan, where security needs are most valued

- Motivation theories rely on motivating individuals thru individual rewards

e.g. does not work in Japan, either — they reply on group processes

- Individualists (Canada & US): equity theory emphasized;

Collectivists: employees expect reward to reflect their individual needs & performance

& to be > their inputs (entitlement attitude)

Beware the Signals Sent by Rewards

- “the folly of rewarding A, while hoping for B”

3 major obstacles:

1. Individuals are unable to break out of old ways of thinking about reward and recognition practices.

- management emphasizes quantifiable behaviours

- management reluctant to change existing performance system

- employees have entitlement mentality (don’t support changing reward system b/c are comfortable

w/ current behaviours rewarded)

2. Organizations often don’t look at big picture of their performance system.

- rewards allocated @ subunit levels — units compete against each other

3. Both management and shareholders often focus on short-term results.

- don't reward employees for longer-range planning
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I CAN WE JUST ELIMINATE REWARDS?

Creating Motivating Work Environment

1.

Abolish Incentive Pay

paying employees generously/fairly — they don't feel exploited, take pay off their minds
— so focus on goals of company (NOT paycheque)
Re-evaluate Evaluation

make performance appraisals more like a two-way conversation to trade ideas & Q’s (feedback)
- don't continuously, NOT as competition
- discussion should NOT be tied to compensation
- provide feedback, NOT control them by offering/withholding rewards

Create Conditions for Authentic Motivation

change the way workers are treated is more important than changing how they’re paid
- help employees, NOT putting them under surveillance
- listen to their concerns, think about problems from their viewpoint
- provide feedback so they know what they've done right & what needs improvement

Encourage Collaboration

ppl often perform better in well-functioning groups where they get feedback & learn from each other
Enhance Content

pp! usually most motivated when jobs give them opportunity to learn new skills, provide variety in
tasks, enable them to demonstrate competence
- carefully match ppl to their jobs
- give them opportunity to try new jobs
-for jobs fundamentally unappealing: - acknowledge frankly that the task is not fun
- give meaningful rationale for why it must be done
- give much choice in how task is completed
Provide Choice
involve ppl in decisions to be made; give freedom to make decisions about the way to carry out tasks
- more enthusiasm in the job
- extrinsic rewards/punishments actually remove choice (b/c it focuses on rewards, not tasks/goals)
- not having choice — burnout, dissatisfc’n, absenteeism, stress, heart disease

:> Providing proper environment may be more important than reward structure.





Benefits <

Drawbacks<
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1 JOB REDESIGN

job design = how tasks are assigned to form a job

Job Rotation (cross-training)
= periodic shifting of an employee from one task to another
- when an activity is no longer challenging, employee is roated to another job @ same level that has
similar skill requirements e.g. McDonald’s: making, packaging, serving hamburgers
- employees organized in teams of 10; each learns jobs of others (— wider range of skills — more
flexibility in scheduling work, adapting to changes, filling vacancies)
- | absenteeism (members can fill in for each other), boredom & frequency of repetitive stress injuries
- ! motivation (by diversifying activities)
~ 1 training costs, creates disruptions
- | productivity (worker moves into new position just when he becomes efficient at last job)

- manager spends more time answering questions & monitoring work of recently rotated employee

\- can demotivate intelligent, ambitious employees who seek specific responsibilities in their specialty

job enlargement
= horizontal expansion of jobs
- inc. # & variety of tasks — jobs w/ more diversity

job enrichment = vertical expansion of jobs
- 1 degree to which workers control planning, execution, evaluation of their work
- organizes tasks so that employee does a complete activity

- expands employee’s freedom & independence, 1 responsibility, and provides feedback
job characteristic model (JCM) = model that identifies 5 core job dimensions & their relationships to
personal & work outcomes

- builds on Herzberg’s motivation-hygiene theory; focuses on content of jobs (NOT context)

Core Job Dimensions (rated High/Low)

» Skill variety: degree to which job requires a variety of diff. activities so employee can use diff. skills
& talents

* Task identity: ...job requires completion of a whole & identifiable piece of work

* Task significance: ...job has a substantial impact on the lives / work of other ppl

e Autonomy: ...job provides substantial freedom, independence, discretion to individual in
scheduling work & determine the procedures to be used in carrying it out

* Feedback: ...carrying out the work activities required by the job results in the individual obtaining

direct & clear info about effectiveness of his performance





Critical Psychological States

JCM links 5 core job dimensions to 3 psychological states:
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Extended

meaningfulness

if an employee’s task is meaningful, employee will

view the job as important, valuable, worthwhile

skill variety
task identity

task significance

Experienced responsibility lemployees feel a sense of personal responsibility for |autonomy
for outcomes results when their jobs give them greater autonomy
Knowledge of actual |feedback helps employees know whether they are feedback

results

performing effectively

- more meaningfulness, responsibility, knowledge of actual results — greater motivation, performance,

satisfc’'n + lower absenteeism, turnover

- link btwn job dimensions & outcomes are adjusted by/depends on employee’s desire for self-esteem

& self-actualization

*therefore, not every employee will respond favourably to a job w/ skill variety, task identity, etc.

Core job

dimensions

Skill variety
Task identity
Task significance

\ 4

Critical psychological

states

Experienced
meaningfulness of the

work

Experienced responsibility

Autonomy
for outcomes of the work
Feedback —— » Knowledge of actual
results of work activities

J

Motivating Potential Score (MPS)

Employee growth-need
strength

A 4

Personal & work

outcomes

High internal work
motivation

High quality work
performance

High satisf'n w/ the

work

Low absenteeism &

turnover

= predictive index suggesting motivation potential in a job
- jobs high on MPS must be high on and autonomy, feedback, and at least 1 of the 3 factors that lead to

experienced meaningfulness of work (see JCM)

- high score — motivation, performance, satisfc'n 1

2coLe (Wb2)
bOrsLIg|
Woflagga

3
AJLISEA  |qeufIgh
ammn *ogeep  * e

& absenteeism & turnover |

ggau!ucsucj X YAEOUOWA X E&6qPYCcK
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Research Debates Over...

- the 5 specific core dimensions in JCM

- whether you can simply multiply the scores for dimensions to determine MPS

- *validity of growth-need strength as a moderating variable

- [ skill variety — redundant w/ autonomy?

- | task identity adds to model’s predictive ability?

- \ adding all variables in MPS — better in predicting work outcomes

- "other variables (e.g. presence/absence of social cues, tendency to assimilate work experience,

perceived equity) may be more valid in moderating job characteristics-outcome relationships

Ppl who work on jobs w/ high core job dimensions are generally more motivated, satisfied, and

productive (than are those who do not)

» Job dimensions operate thru critical psychological states in influencing personal & work outcomes

(rather than influencing them directly)

Job Redesign in

the Canadian Context: The Role of Unions

- until recently, labour unions were largely resistant to job redesign (b/c it often results in loss of jobs)

- even some union (who tries to prevent job loss) members value opportunity for skill development &

more interesting work

- for change to be effective in workplace, management must gain employee’s acceptance of the plan

Examples of High / Low Job Characteristics

SKILL VARIETY

High variety owner-operator of a garage who does electrical repair, rebuilds engines, does body work,
interacts w/ customers
Low variety body shop worker who sprays paint 8 hrs/day
TASK IDENTITY
High identity cabinet maker who designs a piece of furniture, selects the wood, builds the object, finishes it
to perfection
Low identity worker in a furniture factory who operates a lathe solely to make table legs

TASK SIGNIFICANCE

High significance

nursing the sick in a hospital intensive care unit

Low significance

sweeping hospital floors

AUTONOMY

High autonomy

telephone installer who schedules his own work for the day, makes visits w/o supervision,
decides on the most effective techniques for a particular installation

Low autonomy

tel. operator who handles calls as they come according to routine, highly specified procedure

FEEDBACK

High feedback

electronics factory worker who assembles a radio & then tests it to see if it works properly

Low feedback

electronics factory worker who assembles a radio and then routes it to a quality control
inspector who tests it for proper operation & makes needed adjustments
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I CREATING MORE FLEXIBLE WORKPLACES

Compressed Workweek
* 4 10-hour days / week plan (4-40 program)
* 9 days over 2 weeks plan (either Fri or Mon off once every 2 weeks in exchange for working slightly

longer hours the other days)

- allow employees more leisure / shopping time
- permit them travel to/from work outside rush hour
- can inc. employee enthusiasm, morale, commitment to org.

- support for employees to manage work & family conflicts

Flextime (flexible work hours)

= arrangement where employees work during a common core period each day but can form their total

workday from a flexible set of hours outside the core

- all employees required to work during common core period, but allowed to accumulate their other 2
hrs before and/or after core time

- some allow extra hrs (to turn into a free day off each month)

- very popular scheduling option

- | absenteeism, employee tardiness & absences

- ! productivity & satisfc’n (employee can adjust work to hrs when they’re more productive)

- however, not applicable to every job

e.g.
Flexible Hours Common Core LUNCH Common Core Flexible Hours
6 a.m. 9a.m. 12 noon 1pm 3pm 6 pm
Job Sharing

= practice of having 2 or more ppl split a 40-hr-a-week job

- allows org. to draw upon talents of >1 individual in a given job

- opens up opportunity to acquire skilled workers

- inc. motivation & satisfc’'n for those for whom a 40-hr-a-week job is not practical
- creative solution to some org. problems

- difficulty: finding compatible pairs of employees who can successfully coordinate demands of 1 job
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Telecommuting *Virtual Office
= arrangement where employees do their work @ home on a computer that’s linked to office

How & Why It Works

- more productive than they had been before b/c of reduced commute & fewer disruptions

- 3 kinds of jobs appropriate: routine info-handling tasks, mobile activities, professional & other
knowledge-related tasks
e.g. writers, attorneys, telemarketers, customer-service representatives, product-support specialists

- inc. productivity & dec. stress, absenteeism, turnover; better service to customers, clients

Downside

- may miss out on important mtg's & informal interactions that lead to new policies & ideas
- miss social contact @ work

- dec. commitment to org.

- inc. feelings of isolation & burnout

- telecommuters less likely to be able to function as team players

- remote from managers

- home telecommuters should come in to central office at least once a week






Chapter 6: Groups and Teamwork

I TEAMS VS. GROUPS
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group = 2 or more ppl w/ a common relationship

team = small # of ppl who work closely together toward a common objective & are accountable to one

another

Groups become teams when:

* Team members share leadership

* Individuals & the team as a whole share accountability for team’s work

* Team develops its own purpose / mission

* Team works on problem-solving continuously, NOT just @ scheduled meeting times

* Team’s measure of effectiveness is team’s outcomes & goals, NOT individual's

I WHY HAVE TEAMS BECOME SO POPULAR?

use of teams creates potential for organization to generate greater outputs w/ no inc. in inputs

- teams typically outperform individuals when tasks being done require multiple skills, judgment, exp.

- teams more flexible and responsive to changing events

- teams can quickly assemble, deploy, focus, disband

greater task identity

I TYPES OF TEAMS

Problem-Solving
Teams
(process-
improvement

team)

group of 5~12 employees
from same department
who meet for a few
hrs/week to discuss ways
of improving quality,
efficiency, work

environment

i.e. planning teams, task
forces, committees
organized to get tasks

done

- members share ideas, offer suggestions on how to
improve work processes/methods

- rarely given authority to implement their suggestions

Quality Circle = work group of 8~10 employees &
managers who meet regularly to discuss their quality
problems, investigate causes of problems, recommend

solutions, take corrective actions

generate & evaluate their own feedback

- teaching employees group communication skills, quality

strategies, measurement & problem analysis techniques

- tend to show little/ no effect on employee satisfc'n

sometimes +ve results on productivity (?)
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Self-Managed
Teams
(self-directed

teams)

group of 10~15
employees who take on
many of responsibilities of

their former managers

(plan & schedule work,
assign tasks to members,
collectively control pace of
work, make operating
decisions, take action on
problems)

external managerial positions take on dec. importance
(or even eliminated) b/c can block high performance
sometimes viewed —vely by workers who fear that inc.
use of teams will lead to layoffs

+ve effect on productivity

NO significant impact on job satisfaction, organizational
commitment, absenteeism/turnover

may not work well in all cultures (e.g. Mexico, respect

hierarchical authority)

Cross-Functional
Teams

(project teams)

group of employees @
about same hierarchical
level, but from diff. work
areas, who come together

to accomplish a task

each individual expected to contribute knowledge of his
field
time-consuming: members need to learn to work w/

diversity & complexity

task force = temporary cross-functional team

committee = group composed of members from different

departments

Skunkwork = cross-functional team that develop

spontaneously to create new products or work on complex

problems

usually found in high-tech sector, sheltered from other
org. members
— work on new ideas in isolation, w/o being watched
over during creative stages; ignore structure &

bureaucratic rules of org. while they work

Virtual Teams

team that uses computer
tech to tie together
physically dispersed
members to achieve a

common goal

for work that's knowledge-based

allow ppl from diff. time zones to work together

limited social contact of team members

absence of paraverbal (voice tone, inflection, voice
volume), nonverbal (eye movement, facial expression,
body lang.) cues in communications, which inc meaning
more at risk of misunderstanding

trust-building not the same as face-to-face teams

How to Improve the Way the Team Functions:

make sure team addresses feelings of isolation, team
members have mix of interpersonal & technical skills,

carefully give evaluations & provide recognition, feedback
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1l FROM INDIVIDUAL TO TEAM MEMBER
ROLES

= set of expected behaviours of a person in a given position in a social unit

role expectations = how others believe a person should act in a given situation

Role Conflict = situation in which an individual finds that complying w/ one role requirement may
make it harder to comply w/ another

- inc. internal tension & frustration — give formalized bureaucratic response — conflict resolved

replying on rules, regulations, procedures that govern org. activities
e.g. faced w/ conflicting requirements imposed by controller’s office and his own manager
— decides in favour of immediate boss (manager)

- other responses: withdrawal, stalling, negotiation, redefining facts & make them appear same

Role Ambiguity = person is unclear about his role
- lead to confusion, stress, bad feelings

roles should be balanced. if not:
role overload = too much is expected of someone

role underload = too little is expected of someone, and he feels he’s not contributing to the group

NORMS
= acceptable standards of behaviour within a group that are shared by the group’s members

influence behaviour of group members w/ min. of external controls

differ among groups, communities, societies

common norms dealing w/ issues such as:
Performance (how hard to work, what kind of quality, levels of tardiness)
Appearance (personal dress, when to look busy or “goof off”, how to show loyalty)
Social arrangement (how team members interact)

Allocation of resources (pay, assignments, allocation of tools & equipment)

How Do Norms Develop?

1. Explicit statements made by a group member

(instructions form supervisor or powerful member)

2. Critical events in group’s history

(e.g. work injury/accident)

3. Primacy

(1% behaviour pattern that emerges in a group)

4. Carry-over behaviours from past situations

(expectations brought to the group from other groups)
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Why Are They Enforced? Why Are They Important?

1.

It facilitates group’s survival.

(groups don't like to fail, therefore seek to enforce norms that inc. chances for success)

It inc. predictability of group members’ behaviours.

(enable group members to anticipate each other’s actions & prepare appropriate responses)

It reduces embarrassing interpersonal problems for group members.

(prevent interpersonal discomfort, ensure satisfc’n of members)

identity.

It allows members to express central values of the group & clarify what is distinctive about the group’s

(help solidify & maintain the group)

Conformity = adjusting one’s behaviour to align w/ the norms of the group

- Solomon Asch’s study of conformity

- group can place strong pressures on members to change their attitudes & behaviours to conform to

group’s standard

- can lead to —ve (conform to antisocial behaviours) & +ve (prosocial)

] STAGES OF GROUP AND TEAM DEVELOPMENT

The Five Stage Model — interpersonal process

characterized by much -Uncertainty about group’s purpose, structure, leadership
1| Forming |uncertainty -Complete when members start to think of themselves as
part of a team
characterized by intragroup [-Members accept existence of the team, but resist
conflict constraints that the team imposes on individuality; conflict
over who will control team
2| Storming -Complete when clear hierarchy of leadership emerges
*Some teams never emerge form Storming, or move
back and forth thru Storming & other stages
*If remain in this stage — less ability to complete task
characterized by close -Strong sense of team identity & Camaraderie
3| Norming [relationships & -Complete when team structure solidifies; team has
cohesiveness common expectations of def. of correct member beahviour
when the group is fully -Structure fully functional & accepted; team energy moved
4| Performing ) )
functional to performing task @ hand
final stage for temp. group; |-Group prepares for disbandment
attention is directed toward [-Some upbeat members: bask in group’s accomplishments
5|*Adjourning ) o ]
wrapping up activities rather |-Others may be depressed over loss of camaraderie &
than task performance friendships






stages may go on simultaneously

INDIVIDUAL
ISSUES

GROUP ISSUES

o

How do I fit in? What's my
role here?
me?
Why are we here?  Who's in
charge & who
does what?

What do the
others expect of

Can we agree
on roles and
work as a team?
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group becomes more effective as it progresses thru 1% 4 stages

How do | best
perform?

Can we do the
job properly?

conflict directed toward task (NOT members) can be conductive to high group performance

groups do NOT always proceed clearly from one stage to the next; may even go backwards; several

HOF

What's
next?

How do we
disband?

The Punctuated-Equilibrium Model (Prof Connie Gersick) — time challenges, deadline-oriented teams

(High)
Completion
Phase 2
8
c
]
£
£ First
& Meeting
] = Transition
! Phase 1
(Low) | \ |
A (A+B)/2 B
Time
» 1% mtg sets group’s direction team performing @ low state |forming
PHASE 1 |+ 1% phase of group activity is one of inertia |(tasks not completed in norming
coordinated fashion)
+ transition takes place @ end of 1* phase |concentrated burst of low performing
when group has used up 1/2 of its changes, dropping of old stormin
TRANSITION ( g ) P P g pp_ J 9
allotted time) patterns, adoption of new
e transition initiates major changes perspectives
PHASE 2 e 2" phase of inertia (equil'm) team executes plans created |high performing
* last mtg: markedly accelerated activity during transition period adjourning

E.G.
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I CREATING EFFECTIVE TEAMS
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@ 1 mtg, timetable established; members size up on one another, agree they have 9 weeks to work

on the project; instructor’s requirements discussed/debated

group meets regularly to carry out activities

after 4/5 weeks, problems: criticisms, open discussions; group reassesses & moves to make changes

if right changes made, next 4/5 weeks: group developing 1%-rate project

@ last mtg (just before project is due): lasts longer, all final issues discussed, details resolved

¢ Resources & Contextual Influences that make teams effective

e Team’s Composition
*  Work Design

* Process Variables (things in the team that influence how effective the team is)

CAVEATS to keep in mind:
» teams differ in form & structure, so model should be used as a guide
* model assumes that it's already been determined that teamwork is preferable over individual work

Context

Composition

Adequate Resources
Leadership & Structure
Climate of Trust
Performance Evaluation &

Rewards

. Skills

. Personality

. Roles

. Diversity

. Size

. Member Flexibility

/ Members’ Preference for
Teamwork

Work Design

Team Process

Autonomy

Skill Variety

Task Identity
Task Significance

. Common Purpose
Specific Goals

Team Efficacy

Managed Level of Conflict

Effectiveness

VA

Accountability

CONTEXT |& Structure

Adequate tech, adequate staffing, admin. assistance, encouragement, timely info
Resources support from management & larger org.

scarcity reduces ability of team to perform job effectively
Leadership create real team (rather than team in name)

setting clear/meaningful direction

make sure team structure supports working effectively
ensure that team operates within supportive org context
provide expert coaching

leader’s expectations & mood affect team performance
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Climate of - interpersonal trust facilitates cooperation, reduces need to monitor each
Trust others’ behaviour, bonds members around belief that others won't take
advantage of them
- trust in leadership: allows team to be willing to accept & commit to leader’s
goals & decisions
Performance| - group-based appraisals, profit-sharing, gainsharing, small-group

Evaluation &

Rewards

incentives

- avoid discrepancy in wages among team members

COMPOSITION

Skills

1) technical expertise
2) problem-solving & decision-making skills (identify problems, generate
alternatives, evaluate alternatives, make competent choices)

3) interpersonal skills (good listening, feedback, conflict resolution)

Personality

- influences team behaviour

- high levels of Ex, Agr, Con, Emo Stab (Big 5 Model) — high performance

Roles

task-oriented roles = ensure that tasks of group are accomplished
e.g. initiators, information seekers/providers, summarizers,
elaborators, consensus makers
maintenance roles = maintain good relations within the group
e.g. harmonizers, compromisers, gatekeepers, encouragers
- members flexible enough to play multiple roles — desired
individual roles = are not productive for keeping team on task (more
concerned for himself than the team)

Diversity

group diversity = presence of a heterogeneous mix of individuals in a group
(in terms of functional & demographic/cultural characteristics)
- *may lead to creative / unique solutions
- lack of common perspective — spend more time discussing issues
(dec. possibility that a weak alternative is chosen)
- if team members try to learn about & understand each other @

beginning — +ve effect on team
Possible conflicts...
- informational diversity — constructive conflict
- demographic diversity — interpersonal conflict
- value-goal diversity — most damage, hard to function

Size

- <10 members is best (if too many — break into sub-teams)
- too many — cohesiveness & mutual accountability declines
ppl talk less, Social Loafing inc.
social loafing = tendency for individuals to expend less effort when working
collectively than when working individually

why? Dispersion of responsibility & belief that others not carrying fair share
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Member Flexibility |flexible individuals can complete others’ tasks — high performance ‘

Members’ Preference for

when ppl who prefer to work alone are required to team up

Teamwork — threat to team’s morale (4:58)
Autonomy |freedom

WORK Skill Variety |opportunity to utilize diff. skills & talents

DESIGN Task Identity |ability to complete a whole & identifiable task / product

Task Significance |participation in task / project that has substantial impact on others

Common - provides direction, momentum, commitment for members

Purpose - broader than specific goals

Specific Goals | - energize teams, maintain team’s focus on achieving results

- facilitate (make easy) clear communication
- should be challenging (which raises team performance)

Team Efficacy |= having confidence in team itself & belief that they can succeed
cohesiveness = degree to which team members are attracted to each
other & are motivated to stay on the team

- help build efficacy
Cohesiveness
HIGH Low
Performance | HIGH | High productivity Moderate productivity
Norms Low Low productivity | Moderate to Low productivity
Socio-emotional cohesiveness = sense of togetherness that develops when
BRoCEes individuals derive emotional satisfc'n from group participation

Instrumental cohesiveness = ...when group members are mutually
dependent on one another b/c they believe they could not achieve the
group’s goal by acting separately

How to inc. team efficacy?  (inc. confidence!)
- help team achieve small successes

- - skill training

Managed
Level of
Conflict

- if no conflict — apathy, disengagement, lower performance level, forget
to consider key issues, unaware of important aspects of situation
To negotiate in conflicts:
- share info & goals
- strive to be open & get along
- sense of humour
- willingness to understand points of others w/o insisting everyone agree

Accountability

make members individually / jointly accountable for team’s purpose, goals,

approach
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*Research Finding on Diversity

diversity can lead ppl to recall stereotypes (bring bias into evaluation of ppl diff. from them)
more difficult to unify team & reach agreements

teams of strangers > teams of friends (lower performance) in terms of profit

to bring benefit to team, teams must be willing to share info about themselves early on & have

some common values

]l BEWARE! TEAMS AREN'T ALWAYS THE ANSWER

Disadvantages of Teams:

takes more time
takes more resources

inc. communication demands, conflicts, meetings

How do you know if work of a group would be better done in teams? Ask:

1. Can the work be done better by > 1 person?

(simple tasks are better left to individuals)

2. Does the work create a common purpose / set of goals for the ppl in the group that's more than the

aggregate of individual goals?

(some teams better manage collective responsibility)

e.g. car-dealer departments have teams that link sales representatives, customer service

personnel, mechanics, parts specialists to ensure customer needs are properly met

3. Are members of the group_interdependent?

(success of whole depends on success of each, success of each depends on success of others)

Other conditions that may find teams more useful:

work processes cut across functional lines

speed is important

org. mirrors complex, differentiated, rapidly changing market environment
innovation & learning have priority

tasks require online integration of highly interdependent performers
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Characteristics of an Effective Team

vision, mission, goal, task of team defined & is now accepted by everyone

1 Clear purpose _
(there’s an action plan)
) climate tends to be informal, comfortable, relaxed (no obvious tensions / signs
2 Informality
of boredom)
3 Participation |there’s much discussion; everyone is encouraged to participate
) _ members use effective listening techniques (questioning, paraphrasing,
4 Listening . )
summarizing, etc) to get out ideas
5 Civilized there’s disagreement, but team is comfortable w/ this & shows no signs of
disagreement |avoiding, smoothing over, or suppressing conflict
for important decisions, goal is substantial but not necessarily unanimous
Consensus ] ) ) ]
6 o agreement thru open discussion of everyone’s ideas, avoidance of formal
decisions ) )
voting, or easy compromises
o members feel free to express their feelings on tasks & on group’s operation
pen .
7 o (there are few hidden agendas);
communication o i
communication takes place outside of mtg’s
Clear rules there are clear expectations about roles played by each team member (action is
8 & work taken, clear assignments made, accepted & carried out);
assignments |work is distributed among members
Shared while team has a formal leader, leadership functions shift from time to time
are
9 ) depending on circumstances, needs of group & skills of members;
leadership ) ] )
formal leader models appropriate behaviour & helps establish +ve norms
10 External team spends time developing key outside relationships, mobilizing resources,
relations building credibility w/ important players in other parts of org.
team has broad spectrum of team-player types (including members who
11 | Style diversity |emphasize attention to task, goal setting, focus on process, Ques about how
team is functioning)
periodically, team stops to examine how well it's functioning & what may be
12 | Self-assessment

interfering w/ its effectiveness
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Roles Required for Effective Team Functioning

Roles that
Build Task

Accomplishment

FUNCTION DESCRIPTION E.G.
* Stating goal / problem “Let’s set up an agenda for
o * Making proposals about how to work |discussing each of the
Initiating

on it

* Setting time limits

problems we have to

consider.”

Seeking Info &
Opinions

Asking group members for specific
factual info related to task/problem or for

their opinions about it

“What do yo think would be
the best approach to this,
Jack?”

Providing Info

Sharing info/opinions related to

task/problem

“l worked on a similar

problem last year and

& Opinions
found...”
o Helping one another understand ideas |“What do you mean, Sue, is
Clarifying ) )
& suggestions that come up in the group|that we could...?”
. Building on one another’s ideas & “Building on Don'’s idea, |
Elaborating

suggestions

think we could...”

Summarizing

Reviewing points covered by group &
different ideas stated so that decisions

can be based on full info

Appointing a recorder to take

notes on a blackboard

Consensus

Testing

Providing specific testing on whether
group is nearing a decision or needs to

continue discussion

“Is the group ready to decide
about this?”

Roles that
Build & Maintain

Harmonizing

* Mediating conflict among other
members
* Reconciling disagreements

* Relieving tensions

“Don, | don'’t think you and
Sue really see the question
that differently.”

Compromising

Admitting error @ times of group conflict

“Well, I'd be willing to
change if you provided some

help on...”

a Team

Gatekeeping

* Making sure all members have a
chance to express their ideas &
feelings

* preventing members from being

interrupted

“Sue, we haven't heard from

you on this issue.”

Encouraging

* Helping group member make his point

* Establishing climate of acceptance in
group

“l think what you started to
say is important, Jack.

Please continue.”
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Chapter 7: Communication

I THE COMMUNICATION PROCESS

communication = transfer and understanding of a msg btwn 2 or more ppl

- problems occur when sth disrupts the flow during encoding, channel selection, decoding, or feedback

- interactive & iterative process
— sender must keep in mind the receiver/audience, may decide to revisit decisions about msg, etc.

[The Communication Process Model|

Chooses Encodes the Chooses the
a message message channel

Considers the receiver

Sender Receiver

Considers the sender

Provides Decodes the
feedhack message

Encoding & Decoding

encoding = converting a msg to symbolic form
decoding = interpreting a sender’s msg
both influenced by 4 Factors: - Skill (writing, reading, reasoning)
- Attitude (values, beliefs; affect interactions w/ others)
- Knowledge (affect clarity of msg)
- Socio-cultural system (rank in hierarchy)
The Message
message = what is communicated
affected by: - code (group of symbols)
- content of msq itself
- decisions we make in selecting & arranging both codes & content
can get “lost in translation” when 2 parties formalize their understanding thru contracts(written legal terms)

— may not always capture underlying meaning of parties’ understandings

The Channel
channel = medium thru which a msg travels
- can distort communication if poor one selected / noise level high
Formal channels: transmit msg’s that pertain to job-related activities of members
follow authority network within org.
Informal channels: personal / social msg’s
e.g. formal memos, voice mail, email, meetings

communication apprehension = undue tension & anxiety about oral / written communication, or both

- ppl who suffer from this rely on memos, letters, email
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channel richness = amnt of info that can be transmitted during a communication episode

rich channel: (1) handle multiple cues simultaneously (2) facilitate rapid feedback (3) be very personal

(opp: lean)

- face-to-face convo scores highest b/c it provides max. amnt of info transmitted
(words, expressions, intonations, immediate (non)verbal feedback, “being there”)

- impersonal written media (e.g. bulletins, formal reports): lowest in richness

Choosing channels:

- Routine msg’s — straightforward, min. ambiguity — use channels LOWER in richness

- Non-routine msg’s — complicated, potential for misunderstanding — RICH channels
*high-performing managers: more media sensitive

*not all -ve msg’s should be sent thru email

Formal reports,
bulletins

Prerecorded
speeches

Online discussion
groups, groupware

b

Live speeches Video conferances

Low
channel
richness

High
channel
richness

.

Telephone Facetoface
conversations conversations

Memos, letters Email Voice mail

The Feedback Loop

feedback loop = final link in the communication process

= puts msg back into system as a check against misunderstandings
- if sender or receiver fails to engage in feedback process — one-way communication

- talking + listening — two-way communication

The Context

- all communications take place within a context

- violations of context may create additional problems in sending/receiving msg’s
e.g. @ work: formal interaction

@ bus stop: informal communication

I BARRIERS TO EFFECTIVE COMMUNICATION

= sender’s manipulation of info so that it will be seen more favourably by receiver

Filtering - result of personal interests & perceptions of what's important of the synthesizer
- major determinant: levels an org. has (more levels, more chances for filtering)
Selective receiver selectively see/hear based on needs, motivations, exp, bg, characteristics,

Perception

interests, expectations (®)
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Defensiveness

when ppl feel threatened, they tend to react in ways that reduce their ability to

achieve mutual understanding (become defensive)

— verbally attack others, sarcasm, be overly judgmental, question others’ motives

= condition in which info inflow exceeds one’s processing capacity

emails, phone calls, faxes, mtg’s... more managers/professionals are

Information o ) )
complaining that they’re suffering from too much info
Overload ) )
- result: ppl tend to select out, ignore, pass over, forget info
OR put off further processing until overload is over
- words mean diff. things to diff. ppl
(age, education, cultural bg influence lang. & def’s of words)
Language *diff. departments: their own jargon / technical lang.

*vertical levels: lang. of senior exec’'s — unfamiliar management jargon

senders tend to assume the words they use mean the same to receiver (®)

Communicating

Under Stress

Tips:

» Speak clearly: be direct, avoid hiding behind words

* Be aware of nonverbal part of communicating: speak in neutral manner b/c tone,
facial expression, body lang. send signals that may (not) be consistent w/ msg

* Think carefully about how you state things: often it's better to be restrained so that

you don't offend listener

I ORGANIZATIONAL COMMUNICATION (ways that communication occurs in org’s)

Direction of Communication

Downward |-

communication

communication flows from one level of a group/org to a lower level
e.g. managers—employees (assign goals, provide instructions, offer feedback, etc)

Upward

communication

communication flows to a higher level
e.g. performance reports prepared by lower management for review by middle / top

management, suggestion boxes, employee attitude surveys, etc

Lateral

(Horizontal)

communication

communication occurs among members of same workgroup / @ same level /

among managers @ same level / among any horizontally equivalent employees

saves time (short-circuit vertical hierarchy & speed up action)
POV of manager: is +ve (faster; occurs w/ knowledge of manager),
or —ve (dysfunctional conflicts — vertical channels breached,
members go above/around managers to get things done,

actions taken or decisions made w/o knowledge)






PART 3: INTERACTING EFFECTIVELYI

Small-Group Networks
communication networks = channels by which info flows

formal networks = task-related communications that follow the authority chain (vertical)

Chain follows formal chain of command - best if accuracy is most important

Wheel relies on leader to act as central conduit(medium/channel) for all group’s communication

- best if emergence of leader needed

All-Channel |all group members to communicate actively w/ each other

- best if high member satisfc’n is most important

Chain Wheel All-Channel

Speed Moderate Fast Fast

Accuracy High High Moderate
Emergence of a leader Moderate High None
Member satisfaction Moderate Low High

The Grapevine
informal networks = communications that flow along social & relational lines
- comm’n free to move in any direction, skip authority levels, likely to satisfy members’ social needs
grapevine = org’s most common informal networks (e.g. rumours)
Rumours - will exist until wants/expectations creating uncertainty are fulfilled or anxiety reduced
- emerge as response to situations important to us (where there’s ambiguity / anxiety aroused)
Purposes:

e structure & reduce anxiety

* make sense of limited / fragmented info

* serve as a vehicle to organize group members (& possibly outsiders) into coalitions

* signal sender’s status (“I'm an insider, you're an outsider wrt this rumour”)

& power (“I have power to make you into an insider”)

Grapevine Patterns

282 °l/a

Single Strand Gossip Probablllty Cluster
Each tells one another One tells all Each randomly tells others ~ Some tell selected others

— = —e
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Single Strand |each person tells info to just one other person

Gossip one person tells everyone the info (10% of org members)
Probability individuals randomly told info (no pattern)
Cluster individuals selectively choose others to whom they will rely info (may strategically select

to make sure info gets spread)

*Liaison individuals: those who consistently pass long info they hear

Electronic Communications

Email

- added to # of hours worked per week

- does not provide verbal or nonverbal nuances

- used by some to hide from direct interaction, protect their power, create one-way communication

- companies often claim that they have the right to read your email (not necessarily private)

*Tips for writing/sending email:
- don't send emails w/o subject line
- be careful in use of emoticons & acronyms for business communication
- write msg’s clearly & briefly
- copy emails to others only if they really need the info
- sleep on angry emails before sending to be sure you're sending the right msg

Instant Messaging (IM)

- no delay, inbox clutter of msg'’s, uncertainty as to whether the msg was received
- managers can monitoring employees’ physical presence @ work stations
- however, easily broken into — security concern

| OTHER ISSUES IN COMMUNICATION

Nonverbal Communication

= msg’s conveyed thru body movements, facial expressions and physical distance btwn sender &

receiver

kinetics = study of body motions, such as gestures, facial configurations, other movements of the body
- body lang. & facial expression adds meaning to & often complicates verbal communication
- eye contact: gain credibility & deemed more confident
proxemics = study of physical space in interpersonal relationships
- proper spacing is dependent on cultural norms
(“contact” cultures: Arabs, Latin Americans, S Europeans; “noncontact” cultures: Asians, N Americans)

- seating arrangements, conditions of the room also send intended/unintended msg’s
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do not ignore silence as a powerful form of communication

can mean someone is thinking a response to a Ques

person may be anxious & fearful of speaking

agreement, dissent, frustration, anger

critical element of groupthink (agreement w/ majority)

a way to express dissatisfaction

thinking over what others have said in group decision making

Communication Barriers BTWN Women and Men (Research by Deborah Tannen)

MEN

WOMEN

use talk to emphasize status

speak/hear lang. of status & independence
convos are to preserve independence & status
in hierarchical social order

complain that women talk to much about
problems & only offer solutions (desire for
independence and control)

sets himself as more knowledgeable, more
reasonable, more in control

directness (“I think you’re wrong on that point”)
criticize women for seeming to apologize all the

time (they see “I'm sorry” as weakness)

use talk to create connection
speak/hear lang. of connection & intimacy

convos are for negotiations for closeness (try to

seek & give confirmation, support)

criticize men for not listening, want to promote
closeness, gain support and connection — not
just get advice

indirectness, don't take definitive stands (“Have
you looked at the marketing department’s
research on that point?”)

women often use “I’'m sorry” to express empathy

*research said to be anecdotal & faulty (Goldsmith & Fulfs: men & women have more similarities

than differences)

Cross-Cultural Communication

Cultural Barriers caused by...

some words don't translate btwn cultures

Semantics words mean diff. things to diff. ppl
e.g. word “sisu” from Finland has no translation in English
Word words imply different things in diff. languages
Connotations e.g. Japanese “Hai” may mean “Yes, I'm listening”, not “Yes, | agree”

Tone differences

in some cultures lang. is formal, some informal

in some culture, tone changes depending on context (e.g. @ home, work...)

Differences Among

Perceptions

ppl who speak different lang. actually view the world in different ways

e.g. Inuit perceive snow differently b/c they have many words for it
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Cultural Context
- cultures diff in the importance of context in influencing the meaning that individuals take from what is

actually said or written vs. who the other person is

High-context cultures = cultures that rely heavily on nonverbal & subtle situational cues in comm’n
- what is not said may be more significant than what is said
- person’s official status, place in society, reputation — important in comm’n
- imply more trust by both parties
- oral agreements & age, seniority, rank in org — highly valued, influence
credibility
- managers tend to “make suggestions”

- China, Vietnam, Saudi Arabia

Low-context cultures = cultures that rely heavily on words to convey meaning in communication
- body lang. & formal titles is 2ndary to spoken/written words
- values directness
- contracts tend to be in writing, precisely worded & highly legalistic
- managers are explicit & precise in conveying intended meaning

- Europe, North America

Overcoming Cross-Cultural Differences

* Assume differences until similarity is proven
* Emphasize description rather than interpretation/evaluation
Delay judgment until you've had sufficient time to observe & interpret situation from differing
perspectives of all cultures involved
* Practice empathy
Try to see the other person as he really is; put yourself in recipient’s shoes
* Treat your interpretations as a working hypothesis
...that needs further testing, rather than as a certainty
Carefully assess feedback provided by recipient to see if it confirms ur hypothesis

Can check w/ other foreign colleagues to make sure
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Chapter 8: Power and Politics

power = capacity that A has to influence the behaviour of B, so that B acts in accordance w/ A’'s wishes

- if someone is dependent on another — there is potential for power

dependency = B’s relationship to A when A possesses sth that B needs

- the more B depends on A, the more power A has

| 6 BASES OF POWER (How does one get power?)

Coercive

Power

= power that is based on fear
- react out of fear of —ve results that might occur if fail to comply
- treat of physical sanctions (e.g. pain), frustration thru restriction of movement,
controlling by force of basic physiological/safety needs
- most often used, most difficult to control

- dismiss, suspend, demote someone; assign unpleasant work activities, etc.

The person can make things difficult for ppl, and you want to avoid getting him angry.

Reward

Power

= power that achieves compliance based on ability to distribute rewards valuable to others

- go along w/ wishes/directives of another if doing so produces +ve benefits
- does not have to be manager
- money, favourable performance appraisal, promotion, interesting work, friendly

colleagues, important info, preferred work shifts/sales territories

The person is able to give special benefits/rewards to ppl, and you find it advantageous to

trade favours w/ him.

Legitimate

Power

= power that a person receives as a result of his position in the formal hierarchy of an org

- broader than power to coerce
- include acceptance by members of org of authority of a position

- principal, bank president, teacher

The person has the right, considering his position and your job responsibilities, to expect

you to comply w/ legitimate requests.

Expert

Power

= influence based on expertise, special skills, knowledge

- relies on trust that all relevant info is given out honestly & completely
- the more info shared, the less expert power a person has
*thus some ppl try to protect their power by withholding info

- doctors, computer specialists, tax accountants

The person has the experience & knowledge to earn your respect, and you defer to his

judgment in some matters.

Referent

Power

= influence based on possession by an individual of desirable resources / personal traits

- admiration of another & desire to be like that person (charisma)

- teachers, coaches, celebrities (in advertisements)

You like the person and enjoy doing things for him.
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= power that comes from access to & control over info

- managers (access to privileged sales, cost, profit, etc. and use this info to

Information control/shape others’ behaviour)

Power - departments that possess info critical to company’s performance (e.g. legal

department, for lawsuit)

The person has data/knowledge that you need.

Evaluating Bases of Power (how ppl respond)

Commitment:

person is enthusiastic about the request and shows initiative & persistence in carrying it out
Compliance:

person goes along w/ request grudgingly, puts in min. effort, takes lil initiative in carrying it out
Resistance:

person is opposed to request and tries to avoid it w/ tactics (e.g. refusing, stalling, arguing)

Coercive power — resistance, dec. satisfc’n, inc. mistrust

Reward power — compliance if rewards are consistent w/ what others value
Legitimate power — compliance, but does NOT inc. commitment (NO inspiration)
Expert & Referent: most likely lead to commitment

managers use Coercive, Reward, Legitimate most often (which are least effective)
effective leaders use Referent & Expert

deadline pressure inc. reliance on expert & info power

Resistance Compliance Commitment

BASES OF
LEADER POWER

Legitimate

Most likely employee response

Coercive

Reward

Expert

Referent

] DEPENDENCY: THE KEY TO POWER (How does dependency affect power?)

The General Dependency Postulate

The greater B's dependency on A, the greater the power A has over B

- dependency: inversely proportional to alternative sources of supply
- if sthiis plentiful, possession of it will not inc. power

- the more options you have, the less power you place in hands of others
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What Creates Dependency?

the thing(s) you control must be perceived as important (which is situational)

Importance
- e.g. budget of an org, knowledge of technology
- possession of scarce resources makes others dependent on you
Scarcity - if refuse to show others how to do a job or share info — inc. importance

some occupations have more power b/c they’re in high demand and scarce

Non-substitutability

the fewer substitutes for a resource, the more power from control of resource

I INFLUENCE TACTICS (What tactics can be used to increase power?)

Rational Persuasion

using facts & data to make a logical / rational presentation of ideas

Inspirational Appeals

appealing to values, ideals, goals when making a request

Consultation

getting others involved to support one’s objectives

Ingratiation

using flattery, creating goodwill, being friendly prior to making a request

Personal Appeals

appealing to loyalty & friendship when asking for sth

Exchange

offering favours / benefits in exchange for support

Coalition Tactics

getting support of other ppl to provide backing when making a request

Pressure

using demands, threats, reminders to get someone to do sth

Legitimizing Tactics

claiming authority/right to make request, or showing that it supports org.goals/policies

- Rational persuasion: more likely used by “managing upward”

*also uses Coalition tactics and Pressure

- Pressure & Ingratiation: most likely used by “managing downward”

I EMPOWERMENT: GIVING POWER TO EMPLOYEES

empowerment = freedom & ability of employees to make decisions & commitments

- managers disagree over definition:

"delegating decision making within set of clear boundaries” /"process of risk taking & personal growth

- not all org’s are actually implementing it (lip service, not actually giving employees authority to carry

out decisions)

- has caused much cynicism in many workplaces

- some managers unwilling to empower employees *if high: less stress

- impact on employees depends on personality, job factors, growth-need strengths (JCM)

e.g. can make employees ill if they do not have the confidence to handle their responsibilities

— therefore, choose carefully who to empower

Degrees of Empowerment  determined by...

job content = tasks & procedures necessary for carrying out a particular job

job context = reason for job & setting in which it is done; reflects org. mission, objectives, setting,

culture, structure, reward systems
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Point A:

No Discretion

typical assembly line job

highly routine & repetitive

employee assigned to task, given no discretion, monitored by supervisor
no power — job dissatisfc’n

“rule mentality” — operate strictly by the rules, no initiative — less productive

Point B:

Participatgry

situation of autonomous work groups that are given some decision-making

authority over job content & context

Empowerment higher job satisfc'n & higher productivity
employees have total decision-making power for job content & context
Point C- requires faith on the part of management that the employee will carry out the goals
Self-Management & mission of org effectively

generally reserved for top management; sometimes granted to high-level salesppl

very rewarding for those who hold it

Decision-Making Authority Over
JOB CONTEXT
INCREASING

Employee Empowerment Grid

Point C
Self-Management

Point B
Participatory
Empowerment
Point A
No Discretion
INCREASING

v

Decision-Making Authority Over JOB CONTENT

4 Conditions Need to be Met for Employee Empowerment:

1. There must be clear def. of values & mission of company.

2. Company must help employees acquire relevant skills.

3. Employees need to be supported in decision-making, and not criticized when they try to do sth

extraordinary.

4. Employees need to be recognized for their efforts.

Characteristics of Empowered Ppl

* sense of self-determination (they’re free to choose how to do their work; not micromanaged)

* sense of meaning (feel that their work is important to them; care about what they’re doing)

* sense of competence (are confident about their ability to do their work well; know they can perform)

* sense of impact (believe they can have influence on their work unit; others listen to their ideas)
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Effects of Empowerment

- empowerment — greater productivity

- hierarchical societies — less favour empowerment (e.g. India)

- some managers do not want empowered employees (power taken away)

- some employees do not want to be empowered & resist empowerment

I ABUSE OF POWER: HARASSMENT IN THE WORKPLACE

Workplace Bullying

- can happen across levels of org or among co-workers

- overtime w/o pay, excessive work performance, feeling intimidated

- recent research: 40% had experienced 1 or more forms of bullying weekly in past 6 months

10% experienced bullying at much greater level: 5 or more a week

Sexual Harassment

= unwelcome behaviour of sexual nature in workplace that —vely affects work environment or leads to

adverse job-related consequences for the employee

- there is disagreement as to what specifically constitutes sexual harassment

- unwanted physical touching, recurring requests for dates when person already showed no interest,
coercive threats that a person will lose her job if she refuses sexual proposition

- unwanted looks/comments, off-colour jokes, sexual artifacts (e.g. nude calendars), sexual

innuendo, "being friendly” vs. “harassment”

I POLITICS: POWER IN ACTION (Why do ppl engage in politics?)

political behaviour = activities that are outside one’s formal role and influence (or attempt to) distribution

of advantages & disadvantages within the org
- Legitimate: normal, everyday behaviour
lllegitimate: extreme political behaviours that violate implied rules of the game
- use one’s bases of power
- efforts to influence goals, criteria, processes used for decision making
- withholding key info from decision makers spreading rumors
leaking confidential info about org to media exchanging favours w/ others for mutual benefit

lobbying on behalf of / against particular individual or decision alternative

Reality of Politics — Why must politics exist?
- org’s are made up of groups & individuals who have differing values, goals, interests
- resources in org are limited — competition

- performance outcomes are not completely clear & objective — politicking, use influence to spin facts
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RESEARCH: - modest politicking skills / unwilling to play politics game — -ve outcomes

- perceptions of org. politics are —vely related to job satisfc’n & tend to inc. job anxiety & stress

(b/c person losing ground to others who are active politickers, or personal pressures)

- politics leads to self-reported declines in employee performance (dec. performance levels)

Types of Political Activity

Attacking & Blaming Others |used when trying to avoid responsibility for failure

Using Information withholding / distorting info, particularly to hide —ve info

Managing Impressions  |bring +ve attention to one’s self / take credit for +ve accomplishments of others

Building Support for Ideas |making sure that others will support one’s ideas before they are presented

Praising Others making important ppl feel good

Building Coalitions joining w/ other ppl to create a powerful group

Associating with Influential People |building support networks

Creating Obligations doing favours for others so they will owe you favours later

*defend one’s position: attacking & blaming; enhance one’s image: building support, managing impressions

Impression Management

= process by which individuals attempt to control the impression others form of them

- being +vely perceived can yield many advantages (e.g. favourable evaluations, rapid promotion)
- BUT ppl do NOT always convey false impressions

-  RESEARCH:

* more likely to be used by high self-monitors than low self-monitors

*skilled at reading situations, moulding appearances & behaviour to fit situation
* engaged in more often by telecommuters (need to keep supervisor more informed about their
activities since they're physically absent)
* +vely associated w/ job-interview success, better performance evaluations, chosen to be leader
*BUT may be =vely evaluated on business competence

* works more strongly w/ subjective measures of performance

Making Office Politics Work
org. politics — less org. commitment + lower job satisfc’'n + dec. job performance + higher anxiety level +
higher turnover rate
* Nobody wins unless everybody wins (Acknowledge others’ interests; Build support for your ideas
across org; ldeas are harder to counteract when they’re best for org as a whole & will help others)
* Don't just ask for opinions—change them (Find out what ppl think, change their opinions so they
can see what you want to do, including even those you don’t know well or might not agree w/ you)
* Everyone expects to be paid back (Build good relationships w/ colleagues; Support them; Show
appreciation for what they do — Build foundation of support for your own ideas)

e Success can create opposition (Success may be “win-lose” strategy, which induces opposition)
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Chapter 9: Conflict & Negotiation

I CONFLICT DEFINED

conflict = process that begins when one party perceives that another party has —vely affected (or is about

to) sth that the 1% party cares about
- must be perceived for it to exist
- opposition / incompatibility + some form of interaction btwn parties
functional conflict = (constructive) conflict that supports goals of the group & improves its performance
- lower range of Conflict Intensity Continuum
dysfunctional conflict = (destructive) conflict that hinders group performance
- higher range of Continuum

- source of conflict is important factor CONFLICT INTENSITY CONTINUUM
determining functionality of conflicts Annihilatory “T— Overt efforts to destroy the other party
cognitive conflict© = task-oriented & related conflict — [ Aggressive physical attacks

to differences in perspectives & judgments Threats & ultimatums

- identifies potential solutions to problems Assertive verbal attacks

affective conflict = emotional & aimed @ a Overt questioning/challenging of others

person rather than an issue (dysfunctional) No conflict _T— Minor disagreements/misunderstandings

Sources of Conflict

- semantic difficulties, misunderstandings, “noise”
Communication| - potential for conflict inc. when too little / much communication takes place

- channel for communicating can influence stimulating opposition

* Size of group - larger group

T - more specialized activities
* Specialization in tasks - young group members (high turnover)
* Composition of group — greater potential for conflict

- in defining where responsibility for actions lie

« Jurisdictional Ambiauit - ambiguity inc. intergroup fighting for control of

resources/territory
— greater potential for conflict
Structure - when one member’s gain is @ another’s expense

- performance evaluation process
(when ppl feel unfairly treated; when managers have
diff. ideas about employees’ responsibilities)

¢ Reward Systems

* Leadership Style - if managers tightly control & oversee work of employees

* Goal Compatibility (Diversity of Goals)| - when groups seek diverse ends

- if interdependence allows one group to gain

* Degree of Dependence btwn Groups @ another’s expense — conflict

Personal - different value systems, personality characteristics of certain ppl

Variables - authoritarian & dogmatic, demonstrate low self-esteem — potential conflict






I CONFLICT RESOLUTION

Conflict Management Strategies

Forcing: impose one’s will on the other party (win-lose)
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- individual attitude toward conflict is important

Problem Solving: try to reach agreement that satisfies both’s aspirations (win-win)

Avoiding: ignore / minimize importance of issues creating the conflict (lose-lose)

Yielding: accept & incorporate the will of the other party (win-lose)

Compromising: balance concern for oneself w/ concern for other party to reach solution (lose-lose)

*Dual concern theory — use 2 dimensions: Cooperativeness & Assertiveness

ASSERTIVENESS
Trying to satisfy one’s own concerns

Assertive

Unassertive

Forcing

Problem Solving

Satisfy one’s own interests w/o concern
for other’s interests

* Make threats & bluffs

* Make persuasive arguments

* Make positional commitments

Clarify differences to find mutually beneficial
outcomes
* Exchange info about priorities &
preferences
* Show insights
* Make trade-offs btwn important &
unimportant issues

Compromising

Give up sth to reach an outcome (done by both)
* Match other’s concessions
* Make conditional promises & threats
» Search for a middle ground

Avoiding

Yielding

Withdrawing from / ignoring conflict
* Don't think about the issues

Place the other’s interests above one’s own
¢ Make unilateral concessions
* Make unconditional promises
» Offer help

Uncooperative

Cooperative

COOPERATIVENESS

Trying to satisfy the other person’s concerns

- research shows ppl have disposition to handle conflicts in certain ways

- some situations call for particular strategies (e.g. child wants to run into street, parent forces)

What Can Individuals Do to Manage Conflict?

Problem solving: request face-to-face mtg to identify problem & resolve it thru open discussion

Develop super-ordinate goals: create shared goal that requires both parties to work together &

motivates them to do so

Smoothing: play down differences while emphasizing common interests w/ other party

Compromising: agree w/ other party that each will give up sth of value to reach an accord

Avoidance: withdraw from / suppress conflict
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When conflict is work-related... additional techniques:
» Expansion of resources: create win-win situation for conflict due to scarcity of resource ($,

promotion, office space)
» Authoritative command: management use formal authority to resolve conflict & communicate its

desire to parties involved
» Altering human variable: behaviourial change techniques (e.g. human relations training)

» Altering structural variables: change formal org. structure & interaction patterns of conflicting parties

thru job redesign, transfers, creation of coordinating positions

Resolving Personality Conflicts
Factors that lead to personality conflicts:
* Misunderstandings based on age, race, cultural diff.s
* Intolerance, prejudice, discrimination, bigotry
* Perceived inequities
* Misunderstandings, rumours, falsehoods about individual/group
* Blaming for mistakes / mishaps (finger-pointing)
- result in lowered productivity
- cause co-workers to take sides b/c parties try to seek sympathy from others

- best to work it out btwn themselves

Resolving Intercultural Conflicts
Multiculturalism & global environment — conflict
- contact w/ ppl from other cultures — misunderstanding when ppl ignore diff. perspectives that might
result from cultural differences
- High- (nonverbal & subtle situational cues, status) vs. Low-Context cultures (reply on words, less

formality w/ ppl of diff. status)

Across culture, ppl have diff. ideas about appropriateness & effects of conflicts

Mexicans: conflict should be kept private

Americans: conflict needs to be dealt w/ directly & openly

Asians: conflict almost always has —ve effect on work unit;
preference for conflict avoidance & compromising (which N Americans view as sub-optimal)
relational contracts

Collectivists value harmony among members more than individualists do

N Americans prefer problem-solving (win-win solution) & legal contract after negotiations

Japan: non-confrontational style

Westerners: more comfortable w/ competition (forcing)
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Third-Party Conflict Resolution

- sometimes ppl reach a stalemate, unable to resolve their differences

— Alternative Dispute Resolution (ADR) — 3" party helps both sides find a solution outside court

ADR Strategies

Facilitation

facilitator (usually acquainted w/ both parties) suggests that 2 parties work together to
resolve the issue

- informal solution aimed @ getting both parties to talk directly w/ each other

Conciliation

conciliator = trusted 3rd-party who provides informal communication link btwn negotiator
& opponent
- use in international, labour, family, community disputes

- also engage in fact-finding, interpret msg'’s, persuade disputants to develop agreements

when agreement not reached, bring in conciliation officer
sometimes used so union can reach legal strike position (or management: lockout)
if dispute cannot be resolved thru conciliation, wait for strike/lockout

then mediator can be called in to use more power to solve the dispute

Ombudsperson

S| DR

erson that hears disputes btwn parties (before formal procedures are taken)

- impartial, widely respected, trusted

- investigates issue confidentially & tries to arrange solution

- advantage: parties can avoid going thru formal org. channels for resolution

(which can escalate differences btwn parties, lead to greater conflict)

Peer Review

panel of peers put together to hear both sides of the issue from parties involved &
recommend solution

- objective in listening & making recommendation, decision (may/may not be binding)

Mediation |meditator = neutral, noncoercive 3" party who facilitates negotiated solution by using
reasoning, persuasion, suggestions for alternatives
- can be more aggressive in proposing solutions than conciliators
- widely used in labour-management negotiations & civil-court disputes
- @ workplace, “fairness” committee handle grievances
- conflict intensity cannot be too high — most effective under moderate levels
Arbitration |arbitrator = 3" party to a negotiation who has the authority to dictate an agreement

- authority varies according to rules of negotiators

- can be voluntary (requested) or compulsory (forced on parties by law/contract)

- big advantage over mediation: ALWAYS results in settlement

- however, conflict may resurface later b/c arbitrator may be too oppressive
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I CONFLICT OUTCOMES
* Agreement

equitable & fair agreements — best outcome.
if one party feels exploited/defeated — further conflict
* Stronger relationships
when conflict resolved +vely — better relationships & greater trust
* Learning
handling conflict successfully teaches one how to do it better next time

opportunity to practice conflict handling skills

constructive (improve quality of decisions, stimulate creativity, encourage curiosity, etc)

prevent groupthink

challenge status quo, support creation of new ideas

promote reassessment of group goals & activities

inc. probil'y that group will respond to change

*Research confirms that conflict can be functional & improve productivity
e.g. groups composed of members w/ diff. interests tend to produce higher quality solutions

e.g. scientists most productive when there’s certain amnt of intellectual conflict

]l NEGOTIATION
negotiation = process in which 2 or more parties exchange goods/services and try to agree upon the
exchange rate for them

- within negotiation, there’'s many issues (items specifically placed on bargaining table for discussion)

positions (individual's stand on issue)
interests (underlying concerns affected by negotiation resolution)
- negotiators who recognize underlying interests of themselves and the other party — have more
flexibility in achieving resolution

e.g. employer offers u mortgage @ lower rate than bank (addresses your underlying interests)

BARGAINING STRATEGIES

DISTRIBUTIVE VS. INTEGRATIVE BARGAINING

Bargaining Characteristic Distributive Integrative

Available resources Fixed amnt of resources to be Variable amnt of resources to be
divided divided

Primary motivations | win, you lose | win, you win

Primary interests Opposed to each other Convergent / congruent w/ each other

Focus of relationships Short-term Long-term
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= negotiation that seeks to divide up fixed amnt of resources (win-lose solution)
- zero-sum conditions (any gain | make is @ ur expense, vice versa)

- e.g. labour-management negotiations over wages

Distributive - party focuses on trying to get opponent to agree to a specific target point (or as
Bargaining close to it as possible) “leave one party as loser!”
e.g. persuade opponent, advise accepting settlement near urs, argue ur target is
fair, get opponent to feel emotionally generous toward u (thus accept
outcome close to ur target point)

= negotiation that seeks 1 or more settlements that can create win-win solution
Integrative - preferred
Bargaining - builds long-term relationships (makes working together in future easier)

bonds negotiators, make both sides feel they have achieved victory

HOW TO NEGOTIATE

1.

Developing a Strateqy

- when you anticipate opponent’s position, you're better equipped to counter his arguments w/ facts,

figures that support your position (“do your hw")

- to determine goals, best to consider their “target & resistance” points

(defines what he would like to achieve)  (marks the lowest outcome acceptable; would

rather break off if even lower)

AND, their best alternative to a negotiated agreement (BATNA = the outcome an individual faces if

negotiations fail)

*good idea to also have opponent’s BATNA

e.g. buyer & seller, each has a target point & resistance point; area btwn these 2 points is each

negotiator’s aspiration ranges

if there’s overlap btwn their ranges — exists bargaining zone (zone btwn each party’s resistance

point, assuming there’s overlap in this range), where each side’s aspirations can be met

$400

$475 $525 $600

Buyer’s aspiration range

Seller’s aspiration range
Bargaining
zone

T

Buyer’s Target point

f f
Seller’s Buyer’s Seller’s Target point
Resistance point Resistance point
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Defining Ground Rules

- parties exchange initial proposals or demands
- determine... Who will do the negotiating? Where will it take place? What time constraints? To what

issues will negotiation be limited? ...etc

Clarification & Justification

- explain, amplify, clarify, bolster, justify ur original demands
- educate & inform each other on the issues, their importance, how each arrived @ their demands

- provide the other party w/ any documentation that helps support ur position

Bargaining & Problem Solving

- actual give & take in, try to hash out an agreement

- concessions need to be made by both parties

Closure & Implementation (handshake)

- formalizing agreement, develop procedures necessary for implementation & monitoring

- major negotiations need to list out specifics in formal contract (e.g. buying real estate, job offer)

I CONTEMPORARY ISSUES IN NEGOTIATION

Gender Differences in Negotiating Style

Women are more inclined to be concerned w/ feelings & perceptions (long-term view), while men
more focus on resolving matter @ hand

Men view bargaining session as separate event, while women view it as part of the overall
relationship w/ individual (maintain relationships after bargaining is over as strategy)

Women tend to want all parties in negotiation to be empowered (less likely to have negotiation
where 1 person is clearly winner, the other loser), while men more likely to use power as part of
bargaining strategy

Men more often use dialogue to persuade other parties (more aggressive), while women more

likely use dialogue to achieve understanding

no overall difference in effectiveness of men & women in negotiation
but: men perform better when negotiations were over male-stereotypical tasks (e.g. airplanes)
11770 1115 o PP over female-stereotypical tasks (e.g. child care)
however, no one style preferable to the other; best style depends on situation
belief that women are nicer than men in negotiations — result from lack of power held by women,

not gender
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- managerial women: less confidence, less satisfied w/ their performance (women may unduly penalize

themselves by refusing to negotiate w/ confidence when necessary)

- outcomes of negotiations for women & men also seem to differ (e.g. men offered higher starting

salaries than women)

Cultural Differences in Negotiating Style

France

like conflict
often gain recognition & develop reputations by thinking, acting against others
tendency to take a long time in negotiating agreements

aren’t very concerned about whether their opponents like/dislike them

China

believe negotiations never end
negotiate to develop relationship & commitment to work together (rather than tie up loose
end)

Japan

ALSO negotiate to develop relationships & commitment to work together

us

impatience & desire to be liked
often taken advantage by foreign negotiators through their dragging out negotiations &
making friendship conditional on final settlement

- cultural context influences amnt & type of preparation for bargaining

relative emphasis on task vs. interpersonal relationships
tactics used

the place where negotiation conducted






