MOS 2181 – Week 6 

CEO Wages, recession proof (CEO’s still get paid too much)
Pay for performance?

Chapters 7 & 8 
Not sociology; psychology
Not all groups are teams
Formal and informal groups

Covered so far:
How people behave and why; psychology based

Questions for Consideration Foundations of Group Behaviour:
What are the stages of group development?
What makes groups work (or not)?
How do we build a better work group?

Patrick Lencioni: The 5 Dysfunctions of a Team (2002, 2006)
Overcoming 5 Dysfunctions – 2005
Lack of Trust
Not comfortable being open and honest
Fear of Conflict
Should be comfortable to engage in conflict
Lack of Commitment to a decision (no buy-in; buy-in to the team)
Because they haven’t weighed into a topic they won’t buy into it 
Unwilling to hold each other accountable
Peer-to-peer relationships would hold each other accountable
Inattention to results (focus shifts towards individual concerns)
Not focusing on collective results; focusing on their own agendas

Book written for executives; now used by not-for-profits, schools, etc.
Stopping office politics/backstabbing: build trust
Overcome intimidation by a new team: be comfortable with your vulnerabilities (trust)
Trust is very important

What makes groups/teams work or NOT
NO to groups:  dysfunctions that prevent high performing
YES to groups: Performance can increase, job satisfaction can increase, communication can be better, perception improves collectively (Gestalt theory)

Video:
United airlines; enforcing how important teamwork is 
Using NASCAR to help them be efficient
Lost time costs big money; just came out of bankruptcy
Team-building; interaction on a less stressful platform so that when they do work together there is no intimidation
Video 2:
Team building: horses, random games
Planning, organizing: team contribution
Using food to build teams
Building consensus; communication; goals; deadlines
West Jet: games in recruit selection (play risk)

What happens to individual behaviour when mixed into groups: The power of context & Social Influence
Q: are we the sole determinants of our behaviour?
Epidemic: going viral 
Contagion: huge impact
Power of context: what really matter are the little things

EBM #2: Zimbardo – Social influence over individual behaviour
Behaviour during certain situations can become distorted causing gaps in what is normal for individual
Look to each other for norms; create your own guidelines (if there is uncertainty on guidelines)

Reality can shift as external influences push hard against individual values
Stanford prison experiment
(1971 at Stanford University)
Psych Dept.
Professor Zimbardo
70 Applicants answered an advertisement paying 15$ to participate; picked 24 young males through interviews/screening process
Picked “average’ people
2-week study cancelled on day 6; behaviour got too extreme
12randomly became guards
12randomly assigned prisoners
No roles given; just a title
Guards became authoritarian; prisoners became deviant
Physical and mental abuse; signs of mental health disorders
Google it; watch it
One woman said you must stop this; he married her
Does the situation outside of you come to control your behaviour? Or do your own values allow you to rise above a negative environment?

Americans torturing in Iraq:
Why do people take abuse? People feel like they have no control over their circumstances
What’s holding them back? (Stanford experiment…it’s the effect of the power of context)

Personality changes when they get promoted?
What could be considered external influencers to employees at work?
Office design, policies, informal inclusion, attire, job titles, furniture

Group Norms
Provide an acceptable standard of behaviour; shared by all members of team:
Performance
Reward
Appearance
Social Arrangement
Application of Resources
*Creates culture to conform
Conformity: Adjusting one’s behaviour or thinking to match those of other people or a group standard (Desire to fit, need to be accepted, maintain order during uncertain times)
Unwillingness to be the odd man out; the deviant (leads to isolation)

EMB #3: Sherif- Conformity Researcher
When external surroundings lack stable reference points, individual who is caught in situation will feel uncertain
Groups of individuals feeling uncertain mutually contribute to each other a mode of orderliness
The group establishes their own orderly pattern; guidelines
Collusion on how to proceed (Stanford)

T/F All compliance is a type of conformity; but not all conformity is based on compliance (TRUE)

Team Roles (Positions) Vary
Task Oriented Role
Maintenance Role (Can you explain more? I think what you said makes sense)
Social Loafing Role
Titles are an external factor; they affect behaviour 

EMB#4
Hackman - Designing Effective Work Teams (this helps our understanding of self-managed work teams)
Work groups are effective when:
Its physical or intellectual output is acceptable to management (consistent with organizational philosophy and culture)
Group member’s needs are satisfied by being part of group
The group experience enables members to continue to work together – it sustains itself. Perpetuating team mindset

EMB #5 – Cross Functional Teams (page 39)
Must have shared mental models to be effective (a real challenge in cross functional teams)
6 Factors that contribute to the effectiveness:
1. Composition
2. Superordinate goals
3. Physical proximity
4. Autonomy
5. Rules and Procedures
6. Leadership

Leaders not always necessary; team members should be able to evaluate each other; Recognition is the most commonly used form of incentive to acknowledge (little things-Mary Kay; contagion that has big impact)

HR Implications: Important to select organizational members that value team activity: Recruit, select Training
Remember: A group is part of the larger system and therefore the organization’s strategy, authority structure

Social Influence (External Factors), Socialization Processes (Internal Influences) & Organizational Culture (Ethos) Chapter 8
Philosophy/values all contribute to culture

Page 252: A Story “Jayme’s Uncle”
People act differently in groups than if they were independent operators
Group members conform to social norms that have been established by the group
Page 253: Roman Catholic priests different from Stanford prison
Motives for conformity can differ
System to classify types of conformity:

Compliance: avoiding punishment, does not support the belief
Relate to Stanford Prison:
Subtle power of compliance: Uncle Todd complies for rewards; motivation
External social variables influenced? Yes…Goth?
Comply to avoid punishment

Socialization: The process by which people learn the norms
Methods: Realistic Job Previews, orientation, tactics, mentoring, proactive self-means

EBM #1:
Realistic job previews are effective in reducing inflated expectations and turnover and improving job performance (lowers cognitive dissonance)
Reduced expectations lead to greater job satisfaction when they get the job
People self-select themselves out of the applications because they can see that they don’t fit the job and/or the organization

Divestiture Tactics: Strip away individuality

EMB#2 Institutionalized vs. Individualized Socialization

EMB#3 Mentorship Programs Build Relationships
Subjective career outcomes: no real evidence but a belief that they will advance
Objective career outcomes:
Psychosocial & Career Function:

CHAPTER NOTES

Group: 2 or more individuals interacting interdependently for a purpose but not a common goal; not co-dependent
· Doesn’t need to be face-to-face or verbal 
· They are important because they
1. Exert tremendous influence on us (acquire believe, values, attitudes and behaviours)
2. They provide a context in which we are able to exert influence on others  

Team: A group whose collective effort is greater than individual input working towards a common goal (a selfless mindset)

Defining and Classifying Groups
· Formal (feas group) and Informal (OB class) ***know the differences
· Formal: groups that are establish by organizations to facilitate the achievement of organizations goals
· i.e. manager and the employees who report to the manager – the hierarchy of an org is a group
· task forces: temporary groups that meet to achieve particular goals or to solve particular problems
· Committees: permanent groups that handle recurrent assignments outside the usual work group
· Informal: Groups the emerge naturally in response to the common interest of organizations members 

People want to belong

Group Development Stages

1. Forming – “testing the waters”, what are we doing here? What are others like? Purpose? 
· Very ambiguous and members are aware of dependency on each other 
2. Storming – conflict emerges  confrontation and criticism, sorting out roles/responsibilities are issue here 
· Problems more likely to happen earlier rather than later 
3. Norming – resolve issues and develop social consensus  COMPROMISE IS NECESSARY
· Interdependence is recognized, group becomes more cohesive, info/opinions flow freely  
4. Performing – group devotes energies to achieving their goals
· Achievement, creativity, mutual assistance are prominent themes here 
5. Adjourning – some groups had life spans and disperse after achieving goals
· Some disperse when corporate layoffs or downsizing occurs
· Ceremonies, parties, emotional support for each other 
· Groups do not develop in a universal sequence (seen above); the addition of one person can change the dynamics of that team 
· The stages are just a theoretical model (equilibrium)
· The time of when groups form and change (the way they work) is consistent Groups can get stuck at certain stages; can’t quite get all the way

Punctuated Equilibrium 
· Punctuated Equilibrium Model: A model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions 
· Phase 1: about half the groups existence, little visible progress towards goals, setting the agenda
Midpoint Transition: halfway, need to move forward is apparent, group may see advice, may consolidate previous approach or they may take a completely different approach, it crystallizes groups activites
Phase 2: for better or worse decisions and approaches adopted at midpoint play out 

EMB #1 Gersick’s Punctuated Equilibrium Research on group development
 Not all groups develop in same sequence
Groups with deadlines are affected by their first meetings and crucial midpoint transitions
They may exhibit some of the stages noted earlier with a new cycle of storming following midpoint 
(Page 220)

Group Structure and Its Consequences
· The characteristics of the stable social organization of a group – they way the group is put together
· Group Size – smallest 2  largest 300-400  mostly 3-20
· Larger group = less satisfaction
· More people = more chance for friends, more conflict, verbal participation time decreases, members identify less easily with success
· Additive tasks: tasks in which group performance is dependent on the sum of the performance of individual group members
· i.e. building a house  you can estimate potential speed by adding the efforts of carpenters
· potential performance increases with group size 
· Disjunctive tasks: tasks in which group performance is dependent on the performance of the best group member
· Potential performance increases with group size because the probability that the group includes a superior performer is greater with a larger group 
· Process Losses: group performance difficulties stemming from the problems of motivating and coordinating larger groups 
· Even with good intentions, problems of communication and decision making increase with size
ACTUAL PERFORMANCE = POTENTIAL PERFORMANCE – PROCESS LOSSES 
· Conjunctive Tasks: Tasks in which group performance is limited by the performance of the poorest group member 
· Bottlenecks in assembly line 
· Potential and Actual performance decrease with the increase of group size in conjunctive tasks
· Performance on purely conjunctive tasks should decrease as group size increases 
· Diversity of Group Membership
· More diverse groups have a harder time communicating and becoming cohesive, they tend to take longer during forming storming and norming stages, they carry more ideas and are more creative
· Negative effects of “surface diversity” in age, gender, and race ware off after time
· “deep diversity” can be damaging 
· Group Norms 
· Norms: collective expectations that members of social units have regarding the behaviour of each other 
· Normative influence is usually unconscious 
· They develop to provide regularity and predictability to behaviour. 
· Attitudes form the basis for norms – norms are collectively held behaviors depending on 2+ people
· Individuals comply with norms that go against their privately held attitudes and opinions
· Getting married in a church when you’re not religious, wearing neck ties to work
· Dress Norms: work attire, military, casual dress policies
· Reward allocation Norms:
· Equity: reward according to input, effort, performance, seniority
· Equality: reward everyone equally
· Reciprocity: reward people when they reward you
· Social responsibility: reward those who need the reward
· Performance Norms: breaks, being absent etc/. 
· Roles:
· Positions in a group that have a set of expected behaviors attached to them 
· Roles represent “packages” of norms that apply to particular group members
· Ex. Not everyone is required to act as a secretary
· Assigned Roles: formally prescribed, dividing labour/responsibilities 
· Emergent Roles: develop naturally to meet social-emotional needs 
· Class clown, office gossip
· Role Ambiguity: lack of clarity of job goals or methods 
· Organizational factors: middle managers failing to provide big picture
· The role sender: unclear expectations for focal person
· The focal person : focal person may not fully understand even if it’s clearly sent 
· Role Conflict: a condition of being faces with incompatible role expectations
· Intrasender Role Conflict: a single role sender provides incompatible role expectations to a role occupant
· Manager says take it easy relax, then assigns you another task
· InterSender Role Conflict: two or more role senders provide role occupant with incompatible expectations 
· Balancing organization and its clients or customers
· Interrole Conflict: Several roles held by a role occupant involve incompatible expectations 
· One person may be marketing expert, head of research group and subordinate to VP… balance causes conflict here
· Person-Role Conflict: role demands call for behaviour that is incompatible with the personality or skills of a role occupant 
· Whistle-blowing 
· Status
· The rank, social position, or prestige according to group members 
· Groups evaluation of a member
· Formal Status Systems: publically identifying those people that have higher status 
· Titles, particular working relationships, pay packages, work schedules, physical working environment, seniority 
· Informal Status System: “power hitters” on baseball team
· People who take day off to care for child may be recognized as “model parent”
· Consequences of Status Differences
· Most people like to communicate with people of their status or higher rather than lower
· Higher status have more talking to do and more influence but that doesn’t mean they are the most knowledgeable about the problem at hand 
· Reducing Barriers
· Email has leveled status barriers – lower status communicates easier with higher status

Group Cohesiveness
· The degree to which a group is especially attractive to its members 
· Cohesive groups are attractive thus, members are desirous to stay in group
Factors Influencing Cohesiveness
· Threat and Competition 
· External threat to the survival of group increases cohesiveness 
· Because they feel they need to improve communication and coordination to win 
· Success 
· Cohesiveness will decrease after failure 
· Member Diversity
· Diverse groups have a harder time at becoming cohesive but they can overcome it
· Toughness of Initiation
· The groups that are tougher to get into are more attractive (Harvard, Yacht clubs. Armed forces)
Consequences of Cohesiveness  
· More Participation in Group Activities
· Members like being with each other thus, absence should be lower in less cohesive groups
· More Conformity 
· Highly cohesive groups are in great position to persuade conformity to group norms 
· Members are engaged in activities that will keep the group cohesive  (comply with group norms)
· More Success
· Success contributes to group cohesiveness and cohesiveness contributes to success
SUMMARY:
· Cohesive groups tend to be more successful in accomplishing goals
· In good labour relation climate – group cohesiveness on interdependent tasks should contribute to high productivity
· I climate is marked by tension and disagreement, cohesive groups may pursue goals that result in low productivity 

Social Loafing  Motivational Problem
· Tendency to withhold physical or intellectual effort when performing a group task
· Implication: they would work harder if they were alone and not in a group
· Free rider: people lower their effort at expense of their group members
· Sucker Effect: people lower their effort cause they feel others aren’t working as hard
· Solutions:
· Make individual performance more visible  keep group size small
· Make sure that the work is interesting  involving and intrinsic 
· Increase feelings of indispensability  members may feel their inputs are unnecessary 
· Increase performance feedback boss, peers, customers  
· Reward group performance members are more likely to monitor group performance when rewards are present 

What is a Team?
· Team is used to describe groups in organizational setting
· Collective efficacy: shared beliefs that a team can successfully perform a given task 
· Self-efficacy doesn’t equal collective efficacy  5 great musicians don’t make a great band
Designing effective work teams 
· Group is effective when…
1. Physical or intellectual output is acceptable to mngr & other parts of the organization
2. Group members needs are satisfied rather than frustrated
3. Group experience enables members to continue working together
· Sweat, Smarts and Style leads group effectiveness
· Self-Manages Work Teams (SMWTs)  AKA autonomous, semi-autonomous or self-directed
· Work groups that have the opportunity to do challenging work under reduced supervision
· Improve coordination, discourage social loafing and encourage collective efficacy 
· Tasks for Self-Managed Teams
· Complex and challenging, require high interdependence among team members 
· Enriched jobs 
· Team should see task as high significance, perform from start to finish using a variety of skills
· Composition of Self-Managed Teams
· Stability: they require trust and understanding therefore they must be stable (no rotating members in and out of the group)
· Size: keep within the demands of the task, be as small as feasible 
· Expertise: they should all be well knowledgeable about the task, high social skills, understanding how to talk things out and communicate effectively 
· Diversity: let group choose its own members  unfairly exclude others as a con

· Supporting Self-Managed Teams
· Training : they will require extensive training
· Technical training: math, computer use, cross-training in specialties of other team mates
· Social Skills: assertiveness, problem solving, routine dispute resolution
· Language Skills: important of ethnically diverse teams 
· Business Training: basic elements of finance, accounting, production 
· Rewards: tie rewards to team accomplishment not to individual accomplishment while still providing individual feedback
· Gain sharing, profit sharing, skill-based pay
· Management: coaching teams to be independent enhances their effectiveness 
· Task characteristics were related most to group effectiveness, productivity, team satisfaction
· Group Composition related to only a few of the effectiveness measures 
· Managerial Support  related to many measures of effectiveness and was found to be one of the best predictors or group performance
· Team productivity, quality, customer satisfaction and safety improved with SMWTs

· Cross Functional Teams
· Work groups that bring people with different functional specialties together to better invent, design or deliver a product or service 
· Diverse specialties are necessary that cross-training is not feasible 
· Used in service industries  banking, hospitals best known in Product Development
· Goals: innovation, speed and quality 
· Principles of Effectiveness in Cross-Functional Teams 
· Composition: all relevant specialities are necessary and effective teams are not to overlook that 
· Superordinate Goals: attractive outcomes that can only be achieved by collaboration 
· Physical Proximity: team members have to be located close to each other 
· Autonomy: they need autonomy from the larger org., functional specialists need some authority  prevents micromanaging 
· Rules and Procedures: basic decision rules to be laid down to prevent anarchy 
· Leadership:  leaders have to have strong people skills and task expertise 

Virtual Teams
· Work groups that use technology to communicate and collaborate across time space, and org. boundaries
· Advantages 
· Around the clock work
· Reduced time travel and cost
· Larger talent pool  : gives employees flexibility, expand their potential labour markets, better work-life balance 
· Challenges:
· Trust: difficult to develop online
· Miscommunication: non-verbal cues are key and are lost with virtual teams, avoid humor/jokes
· Isolation: people have need for companionship, in offices people can meet for lunch etc
· High Costs: cutting-edge technology , maintenance budget (must run flawlessly 24/7)
· Management Issues: assessment of employees, monitor diligence, fairness all hard across the globe
· Lessons:
· Recruitment: choose teams carefully in terms of attitudes and personality so they can handle independence and isolation
· Training: invest in training in both interpersonal and technical skills 
· Personalization: encourage team members to get to know each other (acknowledging bdays)
· Goals and Ground Rules:  define goals clearly, set rules for communication standards, provide feedback
· Virtual teams must be real teams if not by location then in mind and spirit 




MOS 2181 – Week 7 

Chapter 8 & 9

Sociology is now the focus; not so much psychology

Values remain constant; behaviour changes

Mentorship;

Tactics in the SPE was to break then down; take away their individualism

*Integrating chapters in cases for the written part of the final exam (EMB exercise from last week)

Define Organizational Culture:
· A system of shared values, beliefs, meaning and common perception held by members of an organization which distinguishes it from other organizations
· Soul of organization, skeleton, flesh and blood, holds the whole thing together (Mintzberg); gives it life force (Professor at McGill)
· DNA 
· Shared mental models; shared vision (some theorists believe)
Socialization and social influence lead directly into the creation of the culture

Recruitment and Selection predicated on the founding culture; shared beliefs

Types of Culture (All organizations have culture)

Strong: An organizational culture with intense and pervasive beliefs, values and assumptions (culture becomes the guiding force of behaviour; not management)

Weak: An organizational culture that has yet to take hold either because it’s new or weak leadership has yet to influence formal variables (has yet to permeate throughout the people)

Sub-cultures in certain departments can be the same or different than the organizational culture

EMB #1 – Strong cultures
1. An organization need not be bi to have a strong culture
2. Strong cultures do not necessarily result in blind conformity (3M culture to non-conform)
3. Strong belief that strong cultures are associated with greater success and effectiveness: (1) Co-ordination (2) Conflict resolution (3) Financial Success (not complete evidence)

-Wal-mart, strong corporate culture
(Sam Walton’s corporate culture lives on after his death)
(Door Greeter, Blue, Smiley face, consignment, cheer, Sam’s rules and picture, vest, buttons and slogans, name place over your heart,

Can you see culture?
Typically not written in a policy manual but just a strong of a factor. There will be evidence around the office in the form of artifacts that act as metaphors for the core values and beliefs of firm (unofficial dress code, addressing the boss, last coffee rule)

Layers of Culture – Like an Iceberg

SEEN: Material symbols, language, rituals and stories, artifacts that represent what is important
NOT SEEN: Beliefs, values and assumptions of the organizational culture

Google: Office perks
Job satisfaction is very important to them
Getting attention by doing something different; nurtures innovation
HR department is called People Operations

“A better boss, from top to bottom”
-People analytics team produced a list of directives: good coach, empower, express interest in well-being of employees, results-oriented, etc.
- Change at the top 

#1 Culture as a Potential Control system
· Control system: the knowledge that someone who knows and cares is paying close attention to what we do and can tell us when deviations are occurring (Placebo effect)

Letting the Culture Control under such circumstances
· Vague and uncertain circumstances (corporate culture can be an unwritten way to approach such situations)
· An informal culture can control behaviour (or new, weak culture) sometimes more than the formal control systems

#2 Culture as Normative Order
· Expectations and norms; what is NOT acceptable

#3 Culture as promoting innovation (3M Canada)

Why is culture important?
Two primary reasons:
· Assist a new strategic direction for the company
· Culture to gain employee commitment
*Psychological bond to the organization; strong loyalty, high trust, above and beyond
*Fit with culture? Self select out 

How Culture is developed?
Constructing Social Realties:
Two research studies:
· College students in the restroom
· Seminary students studying the “good Samaritan”
*Someone watching, expectations, power of context, social influence
*Culture is the context; controlling part that sets up the constructs for social realities

Common Mechanism for developing cultures:
-Founding father/ mother
- Participation through socialization (Exhibit 8.7)
-Symbolic Management; buy-in to the culture, swallow yourself into it
-Information from others via mentoring
-Comprehensive reward system

How Employees Learn Culture
-Stories
-Rituals
-Material Symbols
-Language
-Mentorship Initiatives
-Orientation Programs

Can culture be dysfunctional?
Enron, WorldCom, Nortel

You can change culture (about 5 yrs)

Structure, People, Purpose (hardest thing to change is people)
Louis Gerstener Jr. IBM CEO
*People are resistant to change

Resistance Factors:

Overcoming Resistance:
What sorts of options are available to encourage people to embrace a new: way of thinking, acting behaving?
Or a Set of objectives, goals, policies and/or values?

ChangeEducation
Difficult to change; handed down
Culture is learned; through education (informal or formal)

CHAPTER NOTES 
Social Influence in Organization
· Groups exert influence over the attitudes and behaviour of their individual members
· As a result people often act differently within a group as they would independently 
· Information Dependence 
· Reliance on others for info about how to think/feel/act
· Individuals are movtivated to compare their thoughts and feelings with others to acquire information
· Effect Dependence
· Reliance on others due to their capacity to provide reward and punishment
· Involved two complementary processes
1. Group frequently has vested interest in how individual members think and act
2. The member frequently desires approval of the group 

Social Influence in Action
· The most obvious concequence of information and effect dependence is the tendency for groups to conform to the social norms est. by the group
· Motives for Social Conformity
· Compliance: conformity to a social norm prompted by the desire to acquire rewards or avoid punishment  criminal convicts 
· Simplest most direct motive for conformity  Primarily involved EFFECT DEPENDENCE
· It occurs because members wish to acquire rewards from the group and avoid punishment
· Identification: conformity to a social norm prompted by perceptions that those who promote the norm are attractive or similar to oneself
· If someone is similar to you, you will be motivated to rely on them for info about how to think and act  information dependence (has both though)  child acting like parent
· Internalization: conformity to a social norm prompted by true acceptance of the beliefs, values and attitudes that underlie the norm
· “seen as right”  due to internal rather than external forces  Religion

· The Subtle Power Of Comliance
· A compliant individual is doing something that is CONTRARY to what they think or feel
· Its highly dissonant an brings up tension in the individual 




Organizational Socialization
· The process  of how simple compliance can set the stage for more complete identification and involvement with organizational norms and roles 
· Socialization: the process by which people learn the attitudes, knowledge and behaviours that are necessary to function in a group or organization 
· Primary mean of orgs. Communicating the orgs culture and values to new members 
· New comers need to learn…
· Knowledge and skills to perform their tasks
· Learn appropriate behaviours accepted for their ROLES
· Learn norms and values of their WORK GROUP
· Learn about the organization  history, traditions, language, politics, mission, culture
· Person-Job fit: the match between an employees knowledge, skills and abilities & the requirements of the job
· Person-Organization: the match between an employees personal values and the values of the org.
· Organizational Identification: the extent to which an individual defines themselves in terms of the org. and what it is perceived to represent. 
· SUMMARY: socialization is important because it has a DIRECT effect on proximal socialization outcomes (P-J, O-J fit), which lead to more distal outcomes (org. identification) 
· Its most potent during transitions (promotions, new members, new assignments, new groups)
· Stages of Socialization
· Anticipatory Socialization: before you join org  Formal: skills acquired in university  Informal: skills acquired through series of summer jobs, or watching  the portrayal of orgs on tv or movies
· Encounter: new recruit joins org  Formal: oreientation, rotation though various parts of org  Informal: getting to know personalities of bosses & co-workers 
· Current employees and org are looking for conformity on the new recruits part
· New recruit is interested in having their needs and expectations fulfilled   
· Role Management:  fine tuning and actively managing their role in the organization 
· Unrealistic Expectations and the Psychological Contract
· Unrealistic Expectations: people entering orgs have expectations that are not accurate or realistic therefore they are shocked and expectations are not met 
· Newcomers with higher expectations have higher job satisfaction
· Unrealistic expectations due to stereotypes from the media and teachers and overzealous recruiters
· Psychological Contrast: beliefs held by employees regarding the reciprocal obligations and promises between them and the organization 
· i.e. receive bonuses for hard work and loyalty 
· Psychological Contract Breach: employee perceptions that their organization has failed to fulfill one or more promises or obligations of the psychological contract 
· 55% of MBA graduates said some aspect of their psychological contract was broken
· Results: feelings of anger/betrayal low job satisfaction, org. commitment, higher turnover, low job performance,
· Many of the terms of the psychological contract are est. in Anticipatory socialization 

Methods of Organizational Socialization 
· A fair degree of anticipatory may exist before a person joins an org. (MBA student going to business school)
· Organizations differ in terms of WHO does the socializing, HOW its done and HOW MUCH is done
· Realistic Job Previews: the provision of a balanced, realistic picture of positive and negative aspects of a job to applicants 
· The inability for new employees to survive the discrepancy between expectations and reality represents a failure of socialization on the organizations part 
· Orgs can provide “corrective action” to expectations at the anticipatory socialization stage 
· Some realistic previews include job sampling  OPP recruitment camps 
· Research Evidence
· Realistic job previews reducr inflated expectations, turnover & job improvement
· Turnover decreases because of reduced expectations and increased job satisfaction
· Also because those who are not fit for the job or have low P-J/P-O fit withdraw (a process known as SELF SELCTION)
· Employee Orientation Programs: programs designed to introduce new employees to their job, the people they will be working with and the organization 
· Health and safety issues, terms/conditions/info on org  history & traditions
· Begin conveying and forming psychological contract 
· ROPES  orientation program to help new employees deal with stress
· Research Evidence
· Orientation programs have an immediate effect on learning and a lasting effect on job attitudes and behaviors
· People that go through orientation programs are more socialized in the org. 
· Socialization Tactics : the manner in which organizations structure the early work experiences of newcomers and individuals who are in transition from one role to another
· Collective vs. Individual Tactics
· Collective: # of new members socialized in group facing the same experiences/challenges 
· Frat pledge classes, army boot camps, flight attendants, sales people
·  Individual: tailor-made for each new member 
· On-the job training/apprenticeship to develop skilled cratspeople
· Formal vs. Informal Tactics 
· Formal: segregating new comers from regular org. members and providing them with formal learning experiences during stages of socialization 
· Informal: do not distinguish a newcomer from more experiences members  rely on informal and on-the-job learning
· Sequential vs. Random Tactics: is there a clear sequence of steps during socialization process?
· Sequential: fixed sequence of steps leading to the assumption of the role
· Random: ambiguous or challenging sequence 
· Fixed vs. Variable Tactics
· Fixed: there is a timetable for the newcomer’s assumption of the role
· Variable: no time frame to indicate when socialization process ends and assumes their role
· Serial vs. Disjunctive Tactics
· Serial: newcomers socialized by experienced members of organization
· Disjunctive: role models and experiences members do not groom new members
· Investiture vs. Divestiture Tactics
· Investiture: affirms the incoming identity and attributes of newcomers 
· Divestiture: (aka debasement/hazing)  a way of humbling them and stripping away their self-confidence (frats)
· Institutionalized vs. Individualized Socialization
· Institutionalized: collective, formal, sequential, fixed, serial and investiture tactics
· More formal and structured  reduced uncertainty and encourages new hires to accept the orgs norms and maintain status quo
· Effective in promoting loyalty, esprit de corps, uniformity 
· Individualized: individual, informal, random, variable, disjunctive and divestiture tactics
· Absence of structure = ambiguity and encourages new hires to question status quo  and develop their own approach to their role 
· Take on characteristics of those who are socializing them  rookie cop & old cop
· Collective-individual, formal-informal = CONTEXT socialization
· Sequential-random, fixed-variable = CONTENT socialization 
· Serial-disjunctive, investiture-divestiture = social ASPECTS of socialization 
· Research Evidence
· Institutionalized socialization related to proximal outcome  lower role ambiguity/conflict & positive perceptions of P-J/P-O fit, low stress, job satisfaction, org. commitment, low turnover
· Individualized socialization: more innovative role oriented
· Social tactics have been found to be most strongly related to socialization outcomes

· Mentoring
An experienced or more senior person in the organization who gives junior person special attention, such as giving advice and creating opportunities to assist hem during early stages of their career 
· Career Functions of Mentoring
· Sponsorship: mentor may nominate the apprentice for advantageous transfers/promotions
· Exposure and Visibility: mentor provides opportunities to work with key people and see other parts of org
· Coaching and feedback: mentor suggests work strategies and identifies strengths and weaknesses of apprentice 
· Developmental Assignments: mentor provides challenging work that will help develop key skills and knowledge that are crucial to career progress 
· Psychological Functions of Mentoring
· Role modeling: mentor provides set of attitudes/values/behaviors for apprentice to imitate
· Provide Acceptance and Confirmation: provides encouragement/support which helps apprentice gain confidence
· Counselling: provides opportunity to discuss personal concerns and anxieties 
· Formal Mentoring programs
· Women and Mentors
· The lack of mentors is a major barrier for the career advancement of many women because senior people are generally men
· Fear of men mentoring women = intimacy 
· Mentoring to women is more crucial than to men 
· Deloitte: Women’s Business Development Groups
· Important because they found the exclusion of women from informal networks is a major roadblock to the advancement of women 
· Race, Ethnicity and Mentoring
Cross-race mentoring tend to focus on career functions and not psychosocial support
Mentors rend to select apprentices that are like them 
· Research Evidence
· Mentored individuals had higher objective career outcomes(compensation, satisfaction..)
· Proactive Socialization
· The process through which newcomers play an active role in their own socialization through the use of a number of proactive socialization behaviours
· Requesting feedback, seek info about their work tasks/roles/organization 
· Newcomers rely mainly on observation, followed by interpersonal sources (coworkers)
· Socializing, networking, building relationships, negotiation job changes to improve P-J fit, finding a mentor
· Research Evidence:
· Supervisors are the information source most strongly related to positive socialization outcomes
Organizational Culture
· What is Organizational Culture?  informally ; personality, style, atmosphere 
· The shared belief, values and assumptions that exist in an organization
· Culture tends to be stable over time 
· Internally: culture may support innovation, risk taking, secrecy of info
· Externally: “putting the customer first”
· Can have a strong impact on organizational performance and employee satisfaction 
· Subcultures: smaller cultures that develop within an organizational culture that are based on differences in training, occupation or departmental goals 
· The “Strong Culture” Concept: an organizational culture with intense and pervasive beliefs/values/assumptions
· STRONGLY supported by the MAJORITY of members, can across subcultures also
· Hilti Canada Corp: “Gung Ho?” turned into Culture Journey where employees  go through a mandatory two-day Culture Journey
· Boston Pizza: commitment to franchisee profitability, building the brand & continually improving guest experience 
· WestJet Airlines:  relaxes, fun, youthful culture. Family atmosphere & maximizing profit 
· Asset of Strong Cultures 
· Coordination: right hand(finance) knows what the left hand(production) is doing. 
· Overarching values and assumptions of strong cultures can facilitate such communication
· Conflict Resolution: sharing core values can be a powerful mechanism that helps resolve conflicts
· Financial Success: strong cultures = financial success
· Firms whose managers responded more consistently to culture survey = greater assets and premium growth
· Liabilities of Strong Cultures
· Resistance to Change : mission, strategy or specific goals can change due to external pressures
· This can damage a firm’s ability to innovate
· Culture Crash: merging or an acquisition of two companies with different cultures 
· Pathology: some cultures can threaten organizational effectiveness because some are pathological
· When culture is based around infighting, secrecy, paranoia  Ex. ENRON
· Contributors to the Culture
· The founder’s Role
· Walt Disney, Sam Walton, Ray Kroc (McDs), Thomas Watson – IBM, Mary Kay Ash, Bill Gates
· Top management strongly shapes culture 
· Socialization – RICHARD PASCALE
· Step 1- Selecting employees
·  that can adapt to existing culture, provide realistic job previews
· Step 2 – Debasement and Hazing: 
· provoke humility in new hires so they are open to the norms of the organization
· Step 3 – Training in the trenches
· I.e. starting MBAs at the bottom to understand how the organization works
· Step 4 – Reward and Promotion
·  Reinforce employees who perform well in areas that support the goals of the org.
· Step 5 – Exposure to Core Culture
· Emphasize the personal sacrifices by the socialization process have true purpose
· Step 6 – Organizational Folklore
· Stories that reinforce nature of culture 
· Step 7 – Role models
· Tangible examples for new members to imitate – “fast-trackers”
· Diagnosing a Culture: culture is a “way of life”
· Symbols:
· To get to your lockers at Charparral Steel Company, you have to walk through HR department, shows the importance the company places on HR
· Rituals
· Mary Kay Cosmetics – Pink Cadillac  Sam Waton’s Wal-Mart cheer every morning
· Stories
· Reflect the uniqueness of the orgs culture 
· Issues of security, equality and control underlie the stories 

Chapter 9 

What is leadership?
The ability to inspire confidence and support among the people who are needed to achieve organizational goals; get the best out of the team

Reflection Exercise:

EMB #1 Traits alone can not predict leadership success
Original theory of leadership
Leadership success is complex and involves many factors…traits just being one!

* Trait theory gave way to behaviour theory for leadership 
EMB #2 Behaviour theory of leadership
Do certain behaviours create better leaders than others (task vs. people oriented, consideration vs. initiation structure)
Findings were mixed – some leaders need to consider both task oriented and employee-oriented behaviours. Also it can depend on the situation
Contingent leader reward behaviour was found to be positively related to employee perceptions (higher trust in supervisor, positive attitudes (Greater satisfaction with job)

*Situational Contingency theory: not trait or behaviour
September 11, Rudy Giuliani the way he handled the situation

How can situations affect the outcome of leadership efforts?
Trait and behaviour gave way to situational theories:
Fielder Contingency Model and CRT
House’s path goal

EMB #3 – Situational Theories of Leadership
Fielder’s LPC Theory was OKAY but replaced by CRT: cognitive resource theory: states experience predicts performance in high-stress situations; intelligence predicts performance in low-stress situations
House’s Path Goal – Strong evidence: supportive or considerate leader behaviour is most beneficial in supervising routine, frustrating or dissatisfying jobs
Some evidence: Directive or structuring leader behaviour is most effective on ambiguous less-structured jobs
Path Goal can predict employee’s job satisfaction and acceptance of the leader because of participative behaviour…not so much predicting job performance
See page 201 for more on participative leadership theory (Vroom and Jago)

Leaders
Establish direction by developing a vision of the future, and then they align people by communicating this vision and inspiring them to overcome hurdles

Four types of Mental Models (vision)
Organization: a system and how its parts interrelate
Future: how will it look overall?
Personal: leaders aspirations for the organization
Strategic: connecting reality of present to tomorrow’s possibilities in a unique way

Transactional Leaders
Those leaders who guide or motivate their followers in the direction of established goals by clarifying role and task requirements (Weak, glorified manager)

Transformational Leadership
Leaders who provide individualized consideration and intellectual stimulation and who possess charisma

How do you become transformational leader? Jane Howell at Ivey
Become aware of your own behaviour (self-test); know your own weaknesses/strengths
Set goals
Performance Appraisals that measure and reward such behaviours; not afraid to be scrutinized
Find a culture that encourages creative ideas
*Can be taught, learned

Charismatic Leadership
Inspire followers to go beyond their own self-interests for the good of the cause/organization
Inspiration: the influence that particular individuals exert on the goal achievement of others in an organizational context

CHAPTER NOTES:

What is leadership? 
· Leadership: the influence that particular individuals exert on the goal achievement of others in org. context
· Effective leadership: achieves org. goals by enhancing productivity, innovation, satisfaction and commitment of the workforce
· Leadership has the strongest effect on orgs strategy, success and very survival
· Strategic Leadership: leadership that involves the ability to anticipate, envision, maintain flexibility, think strategically and work with others to initiate changes that will create a visible future for the org
· Strategic leaders provide organizations with competitive advantage 

Are Leaders Born? Search for leadership traits…
· Traits : individual characteristics such as physical attributes, intellectual ability and personality
· Those who become leaders and are good at it possess a special set of traits that distinguish them
· Leaders: intelligence, energy, self-confidence, dominance, motivation to lead, emotional stability, honesty and integrity, need for achievement 
· Limitations of the Trait Approach
· Trait approach is not the best way of understanding and improving leadership
· Crucial problem: failure to take into account the SITUATION in which leadership occurs

The Behaviours of Leaders
· Consideration: 
· the extent to which a leader is approachable and shows personal concern and respect for employees
· considerate, friendly, egalitarian, expressed appreciation and support, protective of group welfare
· Initiating Structure: the degree to which a leader concentrates on group goal attainment 
· Defines and organizes their role and the roles of followers, stress standard procedures,  schedules 
· Consequences of Consideration and Structure 
· Consideration = more strongly related to follower satisfaction, motivation and leader effectiveness
· Initiating = more strongly related leader job performance and group performance  
· Leader Reward Behaviour
· The leader’s use of compliments, tangible benefits and deserved special treatment 
· When rewards are links to performance employees should perform at a higher level
· Employees have a clear picture of what is expected of them & know positive outcomes will follow
· Leader Punishment Behaviour
· The leader’s use of reprimands or unfavourable task assignment & the active withholding of rewards
· Contingent leader reward behaviour linked to positive perceptions, attitudes and behaviour
· Contingent leader punishment behaviour = more favourable than non-contingent 
· Key to effective reward and punishment is that its contingent on employee behaviour 

Situational Theories of Leadership 
· Effectiveness of leadership style is contingent on the setting 
· Setting: characteristics of employees, nature of task, characteristic of organization 
· Fiedler’s Contingency Theory 
· The association between leadership orientation and group effectiveness is contingent on how favourable the situation is for exerting influence
· Least Preferred Co-Worker (LPC): a current or past co-worker with whom a leader has had a difficult time accomplishing a task 
· Leaders who describe LPCs favourably (HIGH LPC score) are relationship oriented
· They’re motivated to maintain interpersonal relations  
· Leaders who describe LPCs unfavourably (LOW LPC score) are task oriented
· They’re motivated to accomplish the task 
· LPC is NOT a measure of consideration/initiating structure it’s just observed BEHAVIOURS 
· Situational Favorableness: contingency part of contingency theory
· Leader-member relations:  when relationship is good, leader is in a favourable situation to exert influence 
· Task Structure: when task is highly structured , leader must provide clear goals/procedures to achieve task
· Position Power: formal authority granted to the leader by organization
· The more position power they hold the more favourable the leadership situation 
· Research evidence 
· Octant II (good relations, structures, weak position power) is contradicted
· 
· Cognitive Resource Theory – also Fiedler 
· A leadership theory that focuses on the conditions in which a leader’s cognitive resources (intelligence, expertise and experience) contribute to effective leadership 
· Effective leadership depends on: defectiveness of leader, group support for leader, stressfulness of situation
· Experience predicts performance in high-stress situation
· Intelligence predicts performance in low-stress situations 
· House’s Path-Goal Theory
· The theory: concerned with the situations under which various leader behaviours (directive, supportive, participative, achievement-oriented) are most effective
· to provide job satisfaction and leader accpetionce, leader behaviour must be perceived as immediately satisfying or leading to future satisfaction 
· rewards contingent on performance with clear picture of how to achieve goals 
· Leader behaviour:
· Directive Behaviour: schedule work, maintain performance standards, let employees know what’s expected of them. Identical to Initiating Structure
· Supportive Behaviour: friendly, approachable and concerned with pleasant interpersonal relationships. Identical to Consideration 
· Participative Behaviour: consult with employees about work related matters and consider their opinions
· Achievement-Oriented Behaviour: encourage employees to exert high effort and strive for high level of goal accomplishment. Express confidence that employees can reach these goals
· Situational factors
· Two primary classes of situational factors 
· Employee characteristics and environment factors 
· Employees who are high achievers  Achievement-Oriented leadership
· Employees who prefer being told what to do Directive Leadership
· Employees feel they have low task abilities  directive leadership and coaching behaviour 
· Research Evidence
· Supportive/considerate leadership is most beneficial in structuring routine, frustrating or dissatisfying jobs 
· Directive/structuring leadership is most effective on ambiguous, less-structures jobs
· This theory works better in predicting employee JOB SATISFACTION and ACCEPTAND of leader rather than JOB PERFORMANCE 

Participative Leadership: involving employees in making work-related decisions 
· Participating is not fixed or absolute property it’s a relative concept 
· Minimally: its employees making their own opinion before making decisions
· Maximally: it allows employees to make their own decisions within agreed-on limits
· As the area of freedom increases the leader is behaving in more participative manner 
· Potential Advantages of Participative Leadership
· Motivation
· Participation permits them to est. work goals and decide how to achieve them
· It can increase intrinsic motivation by enriching jobs
· Quality
· If professional employee has more experience/knowledge than the boss
· Empowers employees and gives them authority, opportunity and motivation to take initiative to solve the probelm 
· Acceptance
· When issues of fairness are involved (holidays, telephone coverage during lunch hrs)
· Although the lead could make these decisions alone, the employees could find them unfair
· Potential Problems of Participative Leadership
· Time and energy: when a quick decision is needed participation is not an appropriate leadership style
· i.e. hospital emergency rooms
· Loss of Power:  some leaders feel participative leadership will reduce their power and influence
· Lack of Receptivity or Knowledge:  when leader is distrusted or poor labour climate exist they might resent “having to do management’s work”
· Even receptive employees who lack knowledge to contribute effectively
· Vroom and Jago’s Situational model of Participation 
· There are various degrees of participation that a leader can exhibit 
· AI, AII, CI, CII, GII
· Research Evidence
· More likely to lead to successful management decisions rather than not
· Employees who participated in work related decisions have higher job satisfaction

Leader-Member Exchange Theory (LMX)
· A theory of leadership that focuses on the quality of the relationship that develops between a leader and its employee
· Focuses on dyadic relationship between leader and employee not traits and behaviours like the other theories
· Research Evidence:
· Relationships between leaders and employees differ, they’re all unique
· HIGH LMX	  high degree of mutual influence and obligations – trust, loyalty and respect 
· Challenging tasks and opportunities, greater latitude and discretion, recognition
· Employees perform tasks beyond their job descriptions 
· LOW LMX  low trust, respect, obligation, and mutual support
· Employees do only their job description and formal role requirements 
· Transactional and Transformational Leadership
· Leadership that is based on straightforward exchange relationship between the leader and the followers
· Contingent on reward behaviour 
· Management by exception: leadership that involved the leader taking corrective action on the basis of results of leader-follower transactions 
· Monitor behaviour, anticipate problems, take corrective actions before behaviour creates serious problems 
· Transformational Leadership: leadership that provides followers with a new vision that instills true commitment
· Leader decisively changed the beliefs and attitudes of followers to corresponds to this new vision and motivates them to achieve performance beyond expectations 
Four Key Dimensions of Transformational Leader Behaviour:
· Intellectual Stimulation
· “new vision” 
· People are stimulated to think about problems/issues an strategies in a different way
· Creativity and novelty 
· Individualized Consideration
· Treating employees as distinct individuals, showing concern for their needs and personal development, serving as a mentor or coach when appropriate 
· Striking when military leaders exhibit it 

· Inspirational Motivation
· Leaders with inspirational motivation have strong vision for future bases on values and ideals
· Charisma  idealized influence **MOST IMPORTANT FACTOR**
· The ability to command strong loyalty and devotion from followers and thus have the potential for strong influence among them
· Provides emotional aspect of transformational leadership
· Self-confidence, dominance and strong conviction in one’s beliefs 
· Dark side: they abuse their strong influence over others purely for personal reasons 
· Exploit the needs of followers to pursue a reckless goal  HITLER
· Research Evidence:
· Transformational leaders are an instrument in developing high-quality LMX relationships, identification of one’s work unit, self-efficacy and enhancing employees’ perception of the 5 core job characteristics model 
· Best leaders are both transactional and transformational 

Ethical and Authentic Leadership
· Ethical Leadership: the demonstration of normatively appropriate conduct though personal actions and interpersonal relationships, and the promotion of such conduct to followers through two-way communication, reinforcement and decision making
· Seek to do the right thing professionally and personally 
· Communicate a clear and consistent positive ethics message from the top
· Create and embrace opportunities for everyone in the organization to communicate positive ethics, values and practices 
· Ensure consequences for ethical and unethical behaviour 
· Research Evidence
· New and emerging are of leadership = little research done
· Ethical behaviour of leaders had a significant influence on the ethical culture of the org. 
· Authentic Leadership
· A positive form of leadership that involved being true to oneself. Authentic leaders know and act upon their true values, beliefs and strengths and they help others do the same. 
· Conduct and behaviour guided by internal values 
· Self awareness: 
· understanding strengths and weaknesses and aware of ones impact on others 
· Relational transparency:
·  presenting one’s true or authentic self to others and the sharing of info and expressions of ones true feelings and thoughts 
· Balanced processing: 
· objective analysis or info before making a decision and considering opposing views
· Internalized moral perspective: 
· Internal moral standards and values that guide one’s behaviour and decision making 
· Research Evidence
· Promote trust and respect towards organizational leaders
· Followers report: higher org. citizenship behaviour, org. commitment, job satisfaction, satisfaction with their supervisor, higher job performance 

Cultural & Global Leadership
· There’s 9 cultural dimensions that distinguish one society from another 
· Citizens in each nation have implicit assumptions regarding requisite leadership qualities 
· Implicit Leadership Theory: a theory that states that individuals hold a set of beliefs about the kinds of attributes, skills, personality characteristics and behaviors that contribute to or impede outstanding leadership 
· Charismatic/Value-Bases: ability to inspire, motivate and expect high performance outcomes
· Team-Oriented: team building and implementation of a common purpose or goal
· Participative: degree to which managers involve others in making and implementing decisions 
· Humane-Oriented: reflects supportive and considerate leadership, compassion and generoisty
· Autonomous: independent and individualistic leadership
· Self-Protective: focuses on ensuring the safety and security of the individual 
· Global Leadership : a set of leadership capabilities required to function effectively in different cultures and the ability to cross language, social, economic and political boarders 
· Unbridled inquisitiveness: global leaders must be able to function effectively in different cultures. They relish the opportunity to see and experience new things
· Personal Character: emotional connection to people of diff. cultures and uncompromising integrity 
· Duality: must be able to manage uncertainty and balance global and local tensions 
· Savvy: global business savvy  understand the conditions they face in diff countries 
· Organizational savvy  well informed of their orgs capabilities and international ventures 

Gender and Leadership
· Laissez-faire Leadership: a style of leadership that involved the avoidance of absence of leadership
· Glass ceiling: an invisible barrier that prevents women from advancing to senior leadership positions in organizations 
· Vestiges or prejudices: men continue to have higher wages, faster promotions
· Resistance to women’s leadership: men have agentic traits = control and assertion. Women have communal traits = concern and compassionate treatment of others 
· Issues of leadership Style: women struggle to find the balance of agentic and communal traits 
· Demands of Family Life: demand for domestic life slows career down
· Underinvestment in Social Capital: less time for socializing with colleagues 


MOS 2181 – Week 8 

Leadership Discussion:
Tony Hsieh: Zappo’s

Leadership:
The influence (inspiration) that particular individuals exert on the goal achievement of others in an organizational context
Authentic Leadership:
Being true to oneself, this person knows and acts upon their true values, beliefs and strengths and help others do the same

EMB CLAIM #4 Ethical and Authentic Leadership Theory
Ethical leadership positively associated with employee perceptions of honesty, fairness and effectiveness. Firm experiences less counter-productive behaviour
Employees have been found to be more satisfied, more willing to devote extra time
Followers of authentic leaders report higher organizational citizenship behaviour, commitment, and job satisfaction, more trust in supervisor

Costco vs. Wal-mart

Costco Fun Facts:
Jim Sinegal and Jeff Brotman 
Global expansion, 572 outlets; 78 billion in dollars
350, 000 salary and stock options
 136, 000 employees, average salary of above average salary 18$ an hour and benefits (turnover 5.5% which is good)
Jim Collins “Level 5 leader, good to great”; supported by Art Turock
Food retailing hall of fame
Mentored future CEO; no strategic chances by new CEO (started in the warehouse)
40% increase in sales price
Don’t overcharge for anything, not even hot dogs
First name basis; answers his own phone
Promote within; treat workers like family 
Regular guy

Wal-mart:
19$ Million dollar salary

More Authentic: Costco

Communication: UWO Survey Chapter 10

Uwo Employee Communications
2004, 2006
Objective:
Develop formalized employee communications program
Build stronger relationships

How many days per year are wasted due to poor communication?
7.8 weeks (has it increased since 1999, yes!)

Increase productivityIncrease communication; invest in communication
Can regain almost 2 lost months of productivity

The Communication Process
Sender
Message
Channel
Noise/distortion
Receiver
Feedback
Teach in terms of how your audience would understand, not just you
Graphs, pictures, numbers (Data)

Distortions
Filtering vs. Mum Effect
Selective perception (hearing or listening; bias)
Defensiveness
Language

Importance of Feedback (see page 349)
Jack Welch; Peter Senge; 360 feedback

Channel Richness Continuum
Lowest to Highest: Memo/Bulletins, Email, Voice mail, Telephone, Face-to-face

People are using email in business more than ever; misuse

Grapevine:
Listen do not participate
Informal network: fax, emails, word of mouth, notes
75% accurate non-controversial information
Can fuel rumours
Personalities, type of info and physical location

Current Issues in Communication
Non-verbal page 335
Para-verbal
Cross cultural
Gender
Electronic devices
NLPlying

KNOW exhibit 10.5 (page 342): where is Canada, who is the most and who is the lowest?
· Lower Context  4th dot from the left Swiss German Scandinavian THEN Canada
· Swiss highest -----Asian lowest 
· Swiss, German, Scandinavian, N.AMERICA, Australia, Other Northern European Countries, S.America, Africa, Southern European, Arab, Asian 

People say things electronically that they would never say face to face

Emailpoor richness/ slang abbreviations

Conflict Connection
Preferred style to communicate is similar to preferred conflict handling style
Language gestures and media used to communicate during conflict can escalate situation
How we communicate is who we are which influences how we think and thus ho we problem solve
Cultural differences can confuse communication process and cause conflict
Summary:
Having trouble communication? It takes two
Selective perception and defensiveness are are ,akpr dostprtopms
Listen to grapevine; don’t participate
Pay attention to non-verbal and preverbal cues

Chapter Notes:

What is Communication?
· It’s the process by which information is exchanged between sender and receiver 
· Focus on Interpersonal communication in this chapter
· Ex. One on one exchange between two individuals 
· Thinking, Encoding, Transmitting, Perceiving, Decoding, Understanding
· Effective Communication: Communication whereby the right people receive the right information in a timely manner

Organizational Communication
· It could stick to a strict chain of command, under this 3 necessary forms of communication can be accomplished
1. Downward Communication: information that flows from top to bottom
2. Upward Communication: information that flows from bottom to top
3. Horizontal Communication: information that flows between departments or functional units, usually as a means of coordinating effort.

Deficiencies in the Chain of Command
· Informal communication
· Chain of command fails to consider informal communication 
· Informal grapevine may spread unsavory, inaccurate rumors across org.
· Filtering
· Tendency for a message to be watered down or stop during transmission
· Upward filtering: employees worried their bosses will use info against them
· Downward filtering: due to time pressures or simple lack of attention to detail
· The potential for filtering increases with the number of links in the communication chain
· Some managers establish an open door policy
· The opportunity for employees to communicate directly with manager without going through the chain of command
· This should decrease upward filtering
· To prevent downward filtering…
· Organizations attempt to communicate directly with potential receivers, bypassing the chain of command
· Slowness
· Transmitting info can be painfully slow, more with horizontal communication
· Not a good mechanism for reacting quickly to customer problems
· Cross-functional teams an employee empowerment are used to improve communications in these areas by short-circuiting the chain of command

Manager-Employee Communication
· Researchers show that managers and employees differ in their perception of:
· How employees should and do allocate time
· How long it takes to learn a job
· The importance of employees attached to pay
· The amount of authority the employee has
· The employee’s skills and abilities
· The employees performance and obstacles to good performance
· The managers leadership style 
· These differences suggest a lack of openness in communication
· Barriers to effective Manager-Employee Communication
· Conflicting Role Demands: difficultly with balancing social-emotional and task functions
· Mum Effect: The tendency to avoid communicating unfavourable news to others
· Mum effect is more likely when the sender is responsible for the news 
· The Rumor Mill at UofG was implemented to counter the tendency toward mum effect 
The Grapevine
· It’s the informal communication network that exists in ANY organization 
· It can be word-of-mouth, notes, emails, fax, etc 
· They can be loosely coordinated (i.e. office grapevine and warehouse grapevine)
· It can transmit info relevant to orgs. Performance or just simple gossip
· You won’t believe who got fired!
· 75% of non-controversial org-related info is correct 
· PERSONAL and EMOTIONALLY CHARGED info is usually incorrect 
· Personality characteristics play a role in who participates in the grapevine
· Extraverts might be more likely to pass on the info 
· Similarly, those with low self-esteem may pass info on for personal advantage
· Physical location; warm control room in cold plant, mail carriers, IT troubleshooters
· Pros and Cons
· In some orgs. The grapevine is a regular substitute for formal communication 
· Managers have been known to “leak” ideas into the grapevine to get feedback
· It can be a problem with RUMOURS: an unverified belief that is in general circulation
· Although it’s possible for a rumour to be true it may not remain true 

Verbal Language of Work
· Jargon: Specialized language used by job holders or members of particular occupations or orgs
· Ex. OB can mean Organizational Behaviour to managers or Obstetrics to a physicians
· Barriers: 
· Inside ORG: New org. members may find it intimidating or confusing, communication between department 
· Outside Org: ie. Language of corporate takeover 

Non-Verbal Language of Work 
· The transmission of messages by some medium other than speech or writing
· Body language: non-verbal communication by means of a sender’s bodily motions, facial expressions or physical location 
· Senders who feel themselves to be of high status than the receiver act more relaxed
· Showing our true feelings, editing our feelings or actively deceiving others
· Some are good at pretending they are relaxed when they are not
· Props, Artifacts and Costumes
· Office Décor and Arrangement
· Professors office: tidy, decorated and desk against wall not in between them.
· Clothing
· Signals about competence, seriousness and promotablility 
· Women looking more masculine

Gender differences in Communication
· Girls see conversation as a way of developing relationships and networks of connection/intimacy
· Boys see conversation as a way of achieving states within groups and to maintain independence 
· Men are more sensitive to power dynamics and will use communication to postion themselves (one-up themselves)
· Women are concerned with rapport building and communicate in ways to not put people down
· KEY DIFFERENCES:
1. Getting Credit  MEN blow their own horn MORE
2. Confidence and boasting MEN tend to be more boastful, therefore come off more confident women tone it down
3. Asking Questions WOMEN ask more 
4. Apologies MORE WOMEN, men see ritual apologies as weakness
5. Feedback  men more blunt, women will buffer more
6. Compliments  WOMEN more likely to compliment, men more likely to critique
7. Ritual opposition men challenge others points of view while women find it attacking
8. Managing up & down men talk to their superiors about achievements, women down-play therefore they are perceived that they can’t project their own authority
9. Indirectness women tend to be INDIRECT with giving orders which may lead to misunderstandings 

Cross-Cultural Communication
· Language differences: speaking the same language is no guarantee of perfect communication
· Non-Verbal Communication: 
· Facial Expression: generally standard 
· Gestures: Thumbs up, okay sign, shaking head mean different things in different cultures
· Gaze: Latin Americans and Arabs favour gaze, Europeans do not, avoiding eye contact in East Asia shows respect, in North America it often connotes disrespect
· Touch: Latin Americans, Southern Europeans and Arabs stand close, North Americans and Northern Europeans keep their distance
· Etiquette and Politeness
· Literal decoding will almost always lead to trouble 
· Social Convections
· Proper greetings vary across cultures as well as loudness (UK quieter, Middle East louder)
· Punctuality: N.America and Japan punctuality is expects, L.America and Arab world not 
· Cultural Context
· Is the cultural information that surrounds a communication episode
· High Context Cultures: East Asian, L.American, African, Arab cultures
· Literal interpretations are often INCORRECT
· Low Context Cultures: N.America, Australia, Northern Europe(minus France) Scandinavia
· “straight talk”, more literal, meaning resides in the message rather than in context

	Low-Context Cultures
Information MUST be provided explicitly, usually in words 
	High-Context Cultures
Most information drawn from surroundings, very little must be EXPLICITY transferred

	· Less aware of nonverbal cues, environment and situation
· Lack well-developed networks
· Need detailed background information
· Tend to segment and sort out info
· Control info on “need to know” basis
· Prefect explicit and careful directions from someone who “knows”
· Knowledge is a commodity
· Like lengthy contracts unlike high-context cults. 
	· Non-verbal important
· Information flows freely
· Physical context relied upon for info
· Environment, situation, gestures, mood all taken into account
· Maintain extensive info networks 
· Getting to the pt quickly is not favoured  long presentations/meetings allow people to get to know each other
· Age and seniority tend to be valued 


   

Computer Mediated Communication 
· Information Richness: the potential information carrying capacity of a communication medium
· Computer Mediated Communications (CMC): forms of communication that rely on computer technology to facilitate information exchange 
· More brainstorming, shy people can participate anonymously, more people can talk at the same time, women and men are equally likely to offer ideas,
· Cons: takes more time, less effective decisions, less satisfied members , more rude and implusive messages, extreme views called “flaming”, prone to misinterpretation
· Consequent use of emoticons can go only so far to build trust.
· Rule of thumb: Less routine communication requires richer communication media

Personal Approaches to improving Communication 
· When you communicate well people respond in a positive way, even if they are not 100% happy with your message
· Basic Principles of Effective Communication
1. Take the Time
· Good communication takes time
· Mngrs have to devote extra effort to develop good rapport with employees 
· Not taking time leads to selection of wrong communication medium 
2. Be Accepting of the Other Person
· People are individuals with the right of feelings & perceptions that may differ from yours
· You can accept them even if they’ve done something you do not like
· Have empathy, this will increase your acceptance of them (put yourself in their shoes)
· Acting superior or arrogant works AGAINST acceptance 
3. Do Not Confuse the Person with the Problem
· Its better to be PROBLEM-ORIENTED than PEOPLE-ORIENTED 
· Focus should be on what the person did not who the person is
· Be more DESCRIPTIVE rather than EVALUATIVE 
4. Say What You Feel
· Be sure your words/thoughts/feelings/actions exhibit congruence
· Where a person’s words/thoughts/feelings/actions all contain the same msg
· Can be thought of as honestly or authenticity – don’t confuse with frankness/cruelty
· In high-context cultures “saying what you feel” is done very INDIRECTLY 
5. Listen Actively 
· Improves accuracy of perception, acceptance of speaker, not passive
· Active Listening: a technique of improving accuracy of info reception by paying close attention to the sender 
· Watch your body language – sit up, lean forward, maintain eye contact
· Paraphrase what the speaker is saying – shows interest and ensures you got the correct msg
· Show empathy – show you understand the feelings the speaker is trying to get across
· Ask questions – have people repeat/clarify/elaborate 
· Wait out pauses – do not feel pressure to talk when speaker goes silent – gives time for elaboration 
6. Give Timely and Specific Feedback
· When providing feedback – do it soon and be explicit
· Speed maximizes reinforcement potential of msg
· Explicitness maximizes its usefulness to recipient 
· Cross-Culture Principles of Effective Communication
1. Assume Differences Until you Know Otherwise 
· We have a tendency to project our own feelings/thoughts onto ambiguous targets thus, ignoring differences 
2. Recognize Differences within Cultures
3. Watch Your Language (and Theirs)
· Unless they are fluent in English, speak clearly, slowly and simply
· Avoid clichés, jargon, and slang
· DO NOT assume thought who can speak your language are smarter/more skilled or honest than those who do not 

Organizational Approaches to Improving Communication 
· 360-Degree Feedback 
· Performance appraisal that uses input of supervisors, employees, peers and clients or customers of the appraised individual 
· Traditionally appraisals were exercised in DOWNWARD communication 
· 360- two way – used at Air Canada and Bell Canada – aka multisource appraisal 
· Employee Surveys and Survey Feedback
· Employee survey: an anonymous questionnaire that enables employees to state their candid opinions and attitudes about an organization and its practices 
· UPWARD communication
· Useful when administered periodically
· The feedback should enhance DOWNWARD communication
· Suggestion Systems and Query Systems
· Suggestion systems: programs designated to enhance UPWARD communication by soliciting ideas for improved work operations from employees 
· Formal attempt to encourage useful ideas and prevent their filtering through chain of command
· i.e. suggestion box – but not effective
· paying a flat fee rate of $500/suggestion – at RBC, employees can earn up to $25,000 for suggestion 
· Improved DOWNWARD communication
· Telephone Hotlines, Intranets and Webcasts
· Hotlines valuable at times of crisis (storms or strikes - updated 24hrs), ethics reporting, anonymous
· Intranet portals: important announcements, engaging employees in electronic discussions (corp. blogs), topics of interest to employees (address change or benefits enrolment)
· Webcasting: rich communication medium that can be accessed all over the world at any time  
· For info sessions, training, product introduction 
· Podcasts: no need for camera equipment, simple audio recording will suffice 
· Management Training
· Reading about how to improve communication is not as effective as putting it into practice
· Role-play – GE – discussing undesirable work habits, reviewing work performance, discussing salary changed, dealing with employee-initiated discussions  
· Managers who communicate effectively downwards can expect increase in upwards communication 
