Organizational Behavior: 

website: www.pearsoned.ca/langton
Chapter 1: What is Organizational Behavior?

defin: a field of study that investigates the impact of individuals, groups, and structure on behavior within organizations; the aim is to apply such knowledge toward improving organizational effectiveness. 
organization: a consciously coordinated social unit, composed of a group of people, that functions on a relatively continuous basis to achieve a common goal or set of goals. 

· OB is not just for organizations and companies; it applies to all aspects and interactions in day to day life.

Three Levels of Analysis of OB: 





Organizational Systems




Group Level



Individual Level

Individual Challenges: job satisfaction, motivation, empowerment, ethics
empowerment: giving employees responsibility for what they do; managers learn to give up control, employees learn to take responsibility and make decisions. 

ethics: the study to oral values or principles that guide our behavior and inform us whether actions are right or wrong.

Group Challenges: interpersonal skills, acceptance of diversity
workforce necessities: communication, thinking, learning, working with others, positive attitude, ability to take responsibility for one’s actions. 

workforce diversity: the mix of people in organizations in terms of gender, race, ethnicity, disability, sexual orientation, age, and demographic characteristics such as education and socio-economic status. 


*challenge: the accommodation of the needs of the diverse employees

Organizational Challenges: productivity, effective employees, putting people first, global competition, multiculturalism

productivity: a performance measure including effectiveness and efficiency



effectiveness:  the achievement of goals

efficiency:  the ratio of effective work output to the input required to produce the work (low costs!)

organizational citizenship behavior (OCB): discretionary behavior that is not part of an employee’s formal job requirements but that nevertheless promotes the effective functioning of the organization. **going above and beyond

· it is important to understand and learn the suitable way to conduct business when in foreign countries

The “ologys” or Building Blocks of OB:

psychology: the science that attempts to measure, explain and sometimes change the behavior of humans.

sociology: the study of the social system; the study of people in relation to their fellow human beings.

social psychology: the influence of people on one another.

anthropology: the study of societies to learn about human beings and their activities.

political science: studies the behavior of individuals and groups within a political environment

· consistencies: behaviors that can be expected or predicted, but are not “written rules”

systematic study: the examination of behavior in order to draw conclusions, based on scientific evidence, about causes and effects in relationships.

· **challenge: no two people will act exactly alike in any given situation, thus the study of human behaviors is challenging and generalizations are constantly being made
contingency approach: an approach taken by OB that considers behavior within the context in which it occurs
· this approach takes into consideration that different outcomes result from different situations and that no two situations occur exactly alike

Chapter 2: Perception, Personality, and Emotions
Perception:
perception: the process by which individuals organize and interpret their impressions in order to give meaning to their environment.
· people’s behavior is based on their perception of what reality is, not on reality itself
· perception varies from person to person, this is based on various aspects:
· personality/personal characteristics
· attitudes
· motives
· interests
· past experiences
· culture
· we perceive other people behaviors based on our own characteristics
Factors that Influence Perception:

1. The Situation:

a. time
b. work setting
c. social setting
2. The Target
a. novelty
b. motion
c. sounds
d. size
e. background
f. proximity
3. The Perceiver
a. see above
· objects that are close to each other are often perceived as one object
· ex. people working in one particular department are seen as one group of people
· often things that are not related at all are grouped together, however, usually the more similar things are, the more they will be perceived as the same thing
· ex. all women in the work place can be perceived as being the same
attribution theory: the theory that when we observe what seems like atypical behavior by an individual, we attempt to determine whether it is internally or externally caused.

· internally caused behavior is believed to be under the control of the person

· externally caused behavior is believed to result from outside causes

1. Distinctiveness: a behavioral rule that considers whether an individual acts similarly across a variety of situations

2. Consensus: a behavioral rule that considers if everyone faced with a similar situation responds in the same way

3. Consistency: a behavioral rule that considers whether the individual has been acting in the same way over time

***internal and external causes apply to all three above stated rules of behavior

fundamental attribution error: the tendency to underestimate the influence of external factors and overestimate the influence of internal factors when making judgments about the behavior or others

self-serving bias:​ the tendency for individuals to attribute their own successes to internal factors while putting the blame for failures on external forces
selective perception: people’s selective interpretation of what the see based on their interests, background, experience, and attitudes

· risk misjudgments from ambiguous situations

halo effect: drawing a general impression of an individual on the basis of a single characteristic

· likely to be most extreme when the perceived traits are ambiguous in behavioral terms

contrast effects: the concept that our reaction to one person is often influenced by other people we have recently encountered 

projection: attributing one’s own characteristics to other people

· can result in inaccurate perceptions of people

stereotyping: judging someone on the basis of one’s perception of the group to which that person belongs

prejudice: an unfounded dislike of a person or group based on their belonging to a particular stereotyped group

***perceptions and judgments occur daily in professional settings; interviews, first day on the job, consistently throughout your career. This affects promotions, successes and overall performance on the job. Everyone is guilty of judging their co-workers!

self-fulfilling prophecy (pygmalion effect): a concept that proposes a person will behave in ways consistent with how he or she is perceived by others

· ex. if a manager expects big things from his employees, then they are not likely to let him down

Personality:

personality: the stable patterns of behavior and consistent internal states that determine how an individual reacts to and interacts with others
Personality Determinates:

hereditary: factors determined at conception; physical stature, facial attractiveness, gender, temperament, muscle composition and reflexes, energy level, biological rhythms 

· ex. shyness, fear and distress ( inherited genetic characteristics

environmental factors: culture, early conditioning, family norms, friends and social groups and other influences experienced ( ENVIRONMENT

situational conditions: the demands of different situations call forth different aspects of our personalities, therefore, we should not isolate the study of personalities to specific situations, each will result differently

Personality Traits:

personality traits: enduring characteristics that describe an individual’s behavior
· the more consistent the characteristic and more frequently it occurs in diverse situations, the more important that trait is in describing the individual

Myers-Briggs Type Indicator (MBTI): a personality test that taps four characteristics and classifies people into 1 of 16 personality types

· information collection, processing and evaluation of information, orientation to the outer world

· classification dimensions:

· extraversion/introversion

· sensing/intuiting

· thinking/feeling

· judging/perceiving

(see text for explanations)

 The “Big Five” personality factors:

· extraversion: describes the degree to which a person is sociable, talkative, and assertive

· aggreableness: describes the degree to which a person is good-natured, cooperative, and trusting

· conscientiousness: describes the degree to which a person is responsible, dependable, persistent, and achievement-oriented

· emotional stability: describes the degree to which a person is calm, self-confident, and secure

· openness to experience: describes the degree to which a person is imaginative, artistically sensitive, and intellectual

Major Personality Attributes Influencing OB:

Locus of Control:

· internals: individuals who believe they control their destinies
· show more consistent success at work and overall content with life
· externals: individuals who believe that their lives are controlled by outside forces, such as luck or chance
· locus of control: the degree to which people believe they are in control of their own fate
Machiavellianism:

· Machiavellianism: the degree to which an individual is pragmatic, maintains emotional distance, and believes that ends can justify means ( “If it works, use it.”
· High Machs: manipulate more, win more, persuaded less, persuade others and achieve more success when:
· they interact face to face with others
· the situation has a minimum number of rules and regulations, leaving room for improvisation
· emotional involvement with details irrelevant to winning distract low Machs
Self-Esteem:

self-esteem: the degree to which individuals like or dislike themselves

· directly related to expectations for success ( take more risks, choose unconventional jobs, emphasize the positive when confronted with failure

· High SEs have more job satisfaction, Low SEs are more concerned with pleasing people and are always looking for approval ( conformity

· SE comes from the choices we make, not from how others treat us

Self-Monitoring:

self-monitoring: a personality trait that measures an individual’s ability to adjust behavior to external, situational factors

· High SM: ability to adjust and adapt their behavior to situations (more capable of conforming ( more likely to be high performers and leaders

Risk-Taking:

risk-taking: a person’s willingness to take chances or risks

· make rapid decisions using less information

Type A Personality:

type A personality: a personality with aggressive involvement in a chronic, incessant struggle to achieve more and  more in less and less time and, if necessary, against the opposing efforts of other things or other people

· impatience, hurriedness, competitiveness and hostility 

· make rush decisions and are rarely creative because they are always concerned with speed, rather than quality

type B personality: everything type A’s aren’t; rarely harried by the desire to obtain a wildly increasing number of things or participate in an endless growing series of events in an ever decreasing amount of time
Proactive Personality:
proactive personality: a person who identifies opportunities, shows initiative, takes action, and perseveres until meaningful change occurs

**personality tests may be subject to cultural bias

· personality affects perception, both how you judge people and how people judge you

Emotions:

emotions: intense feelings that are directed at someone or something
· reactions to an object: ex. angry at…happy with…etc.

· emotions can become moods when they become diluted and less specific

moods: feelings hat tend to be less intense than emotions and that lack a contextual stimulus

emotional labor: when an employee expresses organizationally desired emotions during interpersonal interactions: control of emotions and even the display of false emotions
· can be internally conflicting for employees

***women tend to express emotions more frequently than men; this is most likely due to social “training.” Men are trained to be “tough” and women take on a more “nurturing” personality, this can account for the “lack” of emotion expressed by men.

Why Should We Care About Emotions in the Workplace?

Emotional Intelligence:

emotional intelligence: an assortment of noncognitive skills, capabilities, and competencies that influence a person’s ability to succeed in environmental demands and pressures

· five dimensions of emotional intelligence:

· self-awareness: being aware of one’s feelings

· self-management: ability to manage one’s own emotions and impulses

· self-motivation: ability to persist in the face of failures and setbacks

· empathy: ability to sense how others are feeling

· social skills: ability to handle the emotions of others

· differs from emotional labor because one is a personality trait and the former is a job requirement

Negative Workplace Emotions:

employee deviance: voluntary actions that violate established norms and threaten the organization, its members, or both

· production, property, political, personal aggression

· ex: envy ( hostility ( backstabbing 
Affective Events Theory:

affective events theory (AET): the theory that employees react emotionally to things that happen to them at work and that this emotional reaction influences their job performance and satisfaction

· tests on the theory suggest that:

· an emotional episode is actually a series of emotional experiences precipitated by a single event

· job satisfaction is influenced by current emotions at any given time along with history of emotions surrounding the event

· emotions/moods effect on performance fluctuate

· emotion-driven behaviors are typically short in duration of high variability

· they can have a negative influence on job performance
Chapter 3: Values, Attitudes and Diversity in the Workplace
Values:

values: concepts or beliefs that guide how we make our decisions about and evaluations of behaviors and events
· “black or white” learning ensure stability and endurance

Rokeach Value Survey:

· classification of values:

· terminal values: goals that individuals would like to achieve during their lifetime

· instrumental values: preferable ways of behaving 

· the means for achieving terminal values

· people of certain professions/groups tent to hold similar values

Ethical Values:

ethics: the study of moral values or principles that guide our behavior and inform us whether actions are right or wrong

· lack of moral roots = business scandals 

· ex. ENRON, Canadian Government Sponsorship etc.

· The Magnificent Seven Principles:
· Dignity of Human Life: the lives of people are to be respected
· Autonomy: all persons hare intrinsically valuable and have the right to self-determination
· Honesty: the truth should be told to those who have a right to know it

· Loyalty: promises, contracts, and commitments should be honored
· Fairness: people should be treated justly
· Humaneness: our actions ought to accomplish good, and we should avoid doing evil
· The Common Good: actions should accomplish the greatest good for the greatest number of people

Assessing Cultural Values:

GLOBE (Global Leadership and Organizational Behavior Effectiveness) dimensions:

· assertiveness: extent to which a society encourages people to be tough, confrontational, assertive, and competitive vs. modest and tender.

· future orientation: extent to which a society encourages and reward future-oriented behaviors such as planning, investing in the future, and delaying gratification.
· gender differentiation: extent to which a society maximizes gender role differences.

· uncertainty avoidance: society’s reliance on social norms and procedure to alleviate the unpredictability of future events

· power distance: extent to which member of a society expect power to be unequally shared

· individualism/collectivism: extent to which individuals are encouraged by societal institutions to be integrated into groups within organizations and society

· in-group collectivism: extent to which members of a society take pride in membership in small groups, such as family and friends, and the organizations in which they are employed.

· performance orientation: extent to which a society encourages and rewards group members for performance improvement and excellence.

· humane orientation: extent to which a society encourages and rewards individuals for being fair, altruistic, generous, caring, and kind to others. 

· this study reminds us that:

· not all organizational behavior theories/concepts apply to managing people universally. Especially in countries where work values are considerably different

· take cultural values into consideration when attempting to understand people’s behavior

Values in the Canadian Workplace:

Generational Differences:

· The Elders (60+): “playing by the rules”

· Baby Boomers (mid 1940s-mid 1960s): “spoiled, hedonistic and rebellious”

· autonomous rebels (25%)

· anxious communitarians (20%)

· connected enthusiasts (14%)

· disengaged Darwinists (41%)

· Generation X (mid 1960s-early 1980s): “experience-seeking, adaptability and concern with personal image”

· thrill-seeking materialists (25%)

· aimless dependents (27%)

· social hedonists (15%)

· new Aquarians (13%)

· autonomous post-materialists (20%)

· The Ne(x)t Generation: (1977-1997) “team player and optimists with a desire for order”
· aka: net generation, millenials, generation Y, echo boomers

***adaptability is required when these generations meet in the workplace

Cultural Differences:

· many identifiable difference between Canadian and American values

· continuing to change and have changed a great deal over the past 10+ yrs. 

Francophone and Anglophone Values: 

· there are not large differences in the way that firms in francophone Canada are managed vs. the rest of Canada

· francophone: collectiveist/group-oriented, interpersonal aspects, commitment to work organizations, want to “reduce or avoid ambiguity at work”

· Anglophone: individualists, risk-takers, task oriented

Aboriginal Values:

· values often seen as an impediment to business and organization

Asian Values:

· greater power distance and collectivism
Attitudes:

attitudes: positive or negative feelings about objects, people or events

· affects job behavior, relationships with co-workers, productivity and the bottom-line of the company

Job Satisfaction:

job satisfaction: an individual’s general attitude toward his or her job

· interchangeable with “employees attitudes”

Job Satisfaction and Productivity:

· satisfaction leads to increase productivity

· productivity leads to increased job satisfaction (ex. more $$, rewards etc.)

· different for different jobs: 

· ex. people in higher level jobs

· higher correlation with increase satisfaction and increase productivity

Job Satisfaction and Organizational Productivity:

· organizations with more satisfied employees tend to be more effective

· 4 attitudes correlated with increased profits:

· employees are given the opportunity to do what they do best daily
· employees feel their opinions count

· employees sense that other workers are committed to quality

· there is a direct connection between work and their company’s mission

Job Satisfaction and Organizational Citizenship Behavior:

· organizational citizenship behavior: discretionary behavior that is not part of an employee’s formal job requirements, but that nevertheless promotes the effective functioning of the organization

· when you believe your company treats its employees fairly, JS increases, when you believe things are unfair (pay, promotions), than your JS decreases

Job Satisfaction and Customer Satisfaction:

· satisfied employees = increase customer satisfaction

· friendliness, comfort, recognition, familiarity

How Employees can Express Dissatisfaction:

· miss work, quit, complain, insubordinate, steal property, slow performance

· 4 types of behavior:

· exit: actively attempting to leave the organization: destructive to the organization

· voice: actively and constructively attempting to improve conditions

· loyalty: passively and optimistically waiting for conditions to improve

· neglect: passively allowing conditions to worsen: destructive to the organization

Organizational Commitment:

· organizational commitment: a state in which an employee identifies with a particular organization and its goals, and wishes to maintain a membership in the organization

· 3 types of commitment:

· affective commitment: an individual’s emotional attachment to, identification with, and involvement in the organization
· normative commitment: the obligation an individual feels to stay within an organization

· continuance commitment: an individual’s calculation to stay with the organization based on the perceived costs of leaving the organization

· 5 reasons why employees commit themselves

· share its values

· know expectations

· in control of their own destinies

· recognition for quality in performance

· have fun

Managing Diversity in the Workplace:

· major workplace diversity categories:

· gender

· national origin (in Canada)

· age

· disability

· domestic partners

· non-Christian
Response to Diversity Initiatives: 
· tensions in the workplace over diversity related issues will remain for some time to come

· “We can’t force people to change their beliefs, but we can force them to change their behavior.” – Bazil-Jones

Cultural Intelligence:

· cultural intelligence: the ability to understand someone’s unfamiliar and ambiguous gesture in the same way as would people from his or her own culture. also referred to as “CQ”

· CQ profiles:
· provincial: work best with people from the same background

· analyst: analyze rules etc. to figure out how to interact

· natural: use intuition

· ambassador: communicate convincingly that they fit in

· mimic: control actions to match others

· chameleon: high CQ, could be mistaken as being from a foreign culture

Chapter 4: Theories of Motivation

What is Motivation?
· motivation: the intensity, direction, and persistence of effort a person shows in reaching a goal

· intensity: how hard a person tries

· direction: how the intensity is channeled, hopefully in a beneficial direction

· persistence: how long a person can maintain his or her effort, motivated people stay with a task long enough to achieve their goal

· Theory X: the assumption that employees dislike work, will attempt to avoid it, and must be coerced, controlled, or threatened with punishment to achieve goals

· Theory Y: the assumption that employees like work, are creative, seek responsibility, and will exercise self-direction and self-control if they are committed to the objectives

· the level of motivation varies among individuals and within individuals at different times and given different situations 

· intrinsic motivators: a person’s internal desire to do something, due to such things as interest, challenge, and personal satisfaction

· extrinsic motivators: motivation that comes from outside the person and includes such things as pay, bonuses, and other tangible rewards
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Needs Theories of Motivation

· Maslow’s Hierarchy of Needs Theory
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· physiological: includes hunger, thirst, shelter, sex, and other bodily needs
· safety: includes security and protection from physical and emotional harm
· social: includes affection, belongingness, acceptance, and friendship
· esteem: includes internal esteem factors such as self-respect, autonomy, and achievement; and external esteem factors such as status, recognition, and attention
· self-actualization: includes growth, achieving one’s potential, and self-fulfillment: this is the drive to become what one is capable of becoming
· physiological and safety are considered lower-order needs and are fulfilled externally
· social, esteem and self-actualization are considered higher-order needs and are fulfilled internally
· one must fully satisfy the need below it before the one above becomes dominant: if a need is fully satisfied, it does not motivate any longer
Motivation-Hygiene Theory:

· factors contributing to job satisfaction are called motivators (most are extrinsic) 
· factors contributing to job dissatisfaction are called hygiene factors (most are intrinsic)
· the opposite of satisfaction is no satisfaction
· the opposite of dissatisfaction is no dissatisfaction
· getting rid of dissatisfiers will not satisfy the employee, they would still require motivators
· to be fully satisfied, one must have both the hygiene factors fulfilled and a substantial amount of motivators
· giving them motivators will not satisfy them, they just won’t complain about them, they  will still require the hygiene factors to be fulfilled
· motivators do not motivate, they are simply things that contribute to job satisfaction
ERG Theory 

· a reworked version of Maslow’s Hierarchy of Needs

· three groups of core needs:

· existence: concerned with our basic material existence requirements (Maslow’s physiological and safety)

· relatedness: concerned with our desire for maintaining important interpersonal relationships such as social status and required interaction (Maslow’s social and external esteem)

· growth: concerned with our intrinsic desire for personal development (Maslow’s intrinsic esteem and self-actualization)

· other differences between ERG and Maslow’s

· more than one need may be working at the same time

· if the gratification of a higher-level need is blocked, the desire to satisfy a lower-level need increases

· represents a more valid version of the hierarchy of needs as it takes into consideration variables such as education, family background, cultural environment etc.

McClelland’s Theory of Needs

· McClelland’s Theory of Needs: achievement, power, and affiliation are three important needs that help explain motivation
· Need for Achievement: the drive to excel, to achieve in relation to a set of standards, to strive to succeed
· Need for Power: need to make others behave in a way that they would not have behaved otherwise, people high in this need enjoy being “ in charge”
· Need for Affiliation: desire to friendly and close interpersonal relationships
Summarizing Needs Theories

· individuals have needs that, when unsatisfied, will result in motivation
· theories differ in the types of needs they consider
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Process Theories of Motivation
· includes processes on HOW you can motivate people
Expectancy Theory

· expectancy theory: the theory that 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 that outcome is attractive to them
· an employee will exert high effort levels if they believe…
· that the effort twill lead to good performance
· that good performance will lead to organizational rewards, such as a bonus, a salary increase, or promotion
· that the rewards will satisfy his or her personal goals
effort ( performance link ( performance ( rewards link ( rewards ( personal goals 

· Effort-Performance Relationship
· expectancy: the belief that effort is related to performance
· expectancy is influenced by the following:
· self-esteem
· previous success
· help from supervisors and subordinates
· information
· proper materials and equipment
· Performance-Rewards Relationship
· instrumentality: the belief that performance is related to rewards
· ranges from -1 to +1
· negative instrumentality indicates high performance reduces changes of getting desired outcomes
· instrumentality of 0 indicates that there is no relationship between performance and receiving the desired outcome
· Rewards-Personal Goals Relationship
· valence: the value or importance an individual places on a reward
· ranges from -1 (very undesirable reward) to +1 (very desirable reward)
· many managers make the mistake in assuming that all employees want the same thing
· Expectancy Theory in the Workplace
· Improving Expectancy: improve the ability of the individual to perform
· make sure employees have skills for the task
· provide training
· assign reasonable tasks and goal
· Improving Instrumentality: increase the individual’s belief that performance will lead to reward
· observe and recognize performance
· deliver rewards as promised
· indicate to employees how previous good performance led to greater rewards
· Improving Valence: make sure that the reward is meaningful to the individual
· ask employees what rewards they value
· give rewards that are valued
Goal Setting Theory

· goal: what an individual is trying to accomplish
· Management by Objectives (MBO): an approach to goal setting in which specific measurable goals are jointly set by managers and employees; progress on goals is periodically reviewed, and rewards are allocated on the basis of this progress
· How Does Goal Setting Motivate?
· Goals direct attention: indicate where individuals should direct their efforts when they are choosing among things to do
· Goals regulate effort: suggest how much effort an individual should put into a given task
· Goals increase persistence: persistence represents the effort spent on a task over time
· Goals encourage the development of strategies and action plans: once set, individuals can form plans of action to achieve the goals
· For goals to be effective, they should be SMART
· Specific: individuals know exactly what is to be achieved
· Measurable: the goals proposed can be tracked and reviewed
· Attainable: the goals, even if difficult, are reasonable and achievable 
· Results-oriented: the goals should support the vision of the organization
· Time-bound: the goals are to be achieved within a stated time
· Locke’s Research findings…
· specific goals increase performance, under certain conditions
· difficult goals, when accepted, result in higher performance than do easy goals
· feedback leads to higher performance
· goals are equally effective whether participatively set, assigned, or self-set
· goal commitment and financial incentives affect whether goals are achieved
· Contingency Factors in Goal Setting
· other factors influencing the goals-performance relationship
· self-efficacy: an individual’s belief that he or she is capable of performing a task
· commitment: if an individual is committed, they are more determined not to lower or abandon the goal
· task characteristics
· national culture
Responses to the Reward System:

Equity Theory 
· equity theory: individuals compare their job inputs and outcomes with those of others and then respond so as to eliminate any inequities
equity:
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inequity example 1:
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**person A feels under compensated

leads to: dissatisfaction

to restore equity:

· increase outcome

· decrease input

· decrease B’s outcome

· increase B’s input

inequity example 2:
outcomes A





outcomes B

__________


>


__________

inputs A





inputs B

**person A feels over compensated

leads to: guilt

to restore equity:

· reduce own outcomes

· increase own inputs

· help increase B’s outcome

· help decrease B’s inputs

if ratios cannot be altered:

· change beliefs so inequity is not longer unjustified

· leave the field

· change comparison other, find someone else to compare to

what does research show?

· under compensation is linked to absenteeism, turnover, industrial sabotage, strike and sick-outs

· over compensation leads people to decrease the quantity of their outputs while increase quality, but only for a short time

problems with equity: 

· people are self-serving in their biases; they exaggerate their own inputs

· people’s perceptions of outputs may be inaccurate

· To Whom Do We Compare Ourselves?
· self-inside: an employee’s experiences in a different situation or position outside his or her current organization
· self-outside: an employee’s experiences in a situation or position outside his or her current organization

· other-inside: another individual or group inside the organization

· other-outside: another individual or group outside the organization

· four moderating variables:

· gender: making same sex comparisons

· women are generally paid less than men, thus their standards of comparison are lower

· length of tenure: 

· short tenure = compare to personal experience

· long tenure = compare to co-workers

· level in the organization and amount of education:
· upper level and more educated people have more knowledge of other organizations and therefore will compare themselves accordingly

· What Happens When We Feel Treated Inequitably?
· change their inputs: 
· change their outcomes
· adjust perception of self
· adjust perceptions of others
· choose a different referent
· leave the field
· Relating to inequitable pay…

· when paid by time worked, overrewarded employees will produce more than will equitably paid employees
· when paid by number of units produced, overrewarded employees will produce fewer, but higher quality, units than will equitably paid employees
· when paid by time worked, underrewarded employees will produce less or poorer quality output 
· when paid by number of units produced, underrewarded employees will produce a large number of low quality units in comparison with equitably paid employees
· equity is not specific to pay, it includes other rewards, such as new office furniture, high-status job titles etc.

Fair Process and Treatment

· distributive justice: the perceived fairness of the amount and allocation of rewards among individuals
· procedural justice: the perceived fairness of the process used to determine the distribution of rewards ( includes having a voice in decision making
· interactional justice: the quality of the interpersonal treatment received from a manager
· distributive justice has a greater influence on employee satisfaction than procedural justice
· procedural justice and interactional justice tend to affect an employee’s organizational commitment, trust in his boss, and intention to quit
· Alex Blinder: “Changing the way employees are treated my boost productivity more than changing the way they are paid.”
Cognitive Evaluation Theory

· cognitive evaluation theory: offering extrinsic rewards (ex. pay) for work effort that was previously rewarding intrinsically will tend to decrease the overall level of a person’s motivation

· Extrinsic vs. Intrinsic Rewards
· rewarding someone for something that they found internally rewarding before will lower their motivation ( makes them think that they are doing it for the money and not for themselves anymore 

· this is b/c people feel that they lose control of the situation, that they are now being controlled by the outside force that is supplying the reward
· creating fun, challenging, and empowered workplaces may do more for motivation and performance than focusing simply on the compensation system

Increasing Intrinsic Motivation

· four key rewards that increase intrinsic motivation…

· sense of choice: use of their own judgment to carry out a task

· sense of competence: feeling of accomplishment for doing a good job

· sense of meaningfulness: opportunity to pursue worthwhile tasks

· sense of progress: feeling of accomplishment that one is making progress on a task, and that it is moving forward

· four sets of behaviors managers can use to build intrinsic rewards for employees…

· leading for choice: empowering employees and delegating tasks

· leading for competence: supporting and coaching employees

· leading for meaningfulness: inspiring employees and modeling desired behaviors

· leading for progress: monitoring and rewarding employees
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Motivating Employees Through Reinforcement:
· operant conditioning: a type of conditioning in which desired voluntary behavior leads to a reward or prevents a punishment
· Methods of Shaping Behavior

· positive reinforcement: following a response with something pleasant
· negative reinforcement: following a response by the termination or withdrawal of something unpleasant 
· punishment: causing an unpleasant condition in an attempt to eliminate an undesirable behavior
· extinction: eliminating any reinforcement that is maintaining a behavior
· **** negative reinforcement should not be confused with punishment
· Schedules of Reinforcement

· continuous reinforcement: a desired behavior is reinforced each and every time it is demonstrated
· intermittent reinforcement: a desired behavior is reinforced often enough to make the behavior worth repeating, but not every time it is demonstrated
· ratio schedules: depend on how many responses the subject makes
· interval schedules: depend on how much time has passed since the previous reinforcement
· fixed-interval schedule: the reward is given at fixed time intervals
· variable-interval schedule: the reward is given at variable time intervals
· fixed-ratio schedule: the reward is given at fixed amounts of output
· variable-ration schedule: the reward is given at variable amounts of input
	Reinforcement Schedule
	Nature of Reinforcement
	Effect on Behavior
	Example

	Continuous
	reward given after each desired behavior
	fast learning of new behavior but rapid extinction
	compliments

	Fixed-Interval
	reward given at fixed time intervals
	average and irregular performance with slow extinction
	weekly paycheques 

	Variable-Interval
	reward given at variable time intervals
	moderately high and stable performance with slow extinction
	pop quizzes

	Fixed-Ratio
	reward given at fixed amounts of output
	high and stable performance attained quickly but also with rapid extinction
	piece-rate pay

	Variable-Ratio
	reward given at variable amounts of output
	very high performance with slow extinction
	commissioned sales


· Reinforcement in the Workplace
· managers want employees to behave in way that most benefit the organization
Motivation for Whom?

· many people believe that these theories are solely to help managers maximize productivity of their employees, however, it can be argued that these theories are to improve the conditions of the workplace and that increase productivity is merely a byproduct
· Putting It All Together

· recognize individual differences
· use goals and feedback
· allow employees to participate in decisions that affect them
· when giving rewards be sure that they reward desired performance
· check the system for equity
Performance Evaluation:

What Do We Evaluate?

· criteria for evaluation will have a major effect on the behavior of the employees
· Individual Task Outcomes

· if ends count, rather than means ( evaluate their task outcomes
· Behaviors

· when it is difficult to evaluate individuals’ contributions, evaluate behaviors contributing to the task
· ex. promptness, helpfulness, making suggestions for improvements
· include subjective or contextual factors as long as it makes sense to 
· Traits

· weak form of evaluation because it removes the actual performance of the job
· examples of common traits: “good attitude,” “cooperative,” “dependable”
Who Should Do the Evaluating?

· Immediate Manager

· may not be a reliable judge of performance
· often disconnected or under qualified or uncomfortable with the task
· Peers

· most reliable
· they are close to the action
· more than one opinion ( average of several ratings is better than one!
· downside: biases 
· Self-Evaluation

· self-management and empowerment
· employees get higher marks 
· less defensive about the system of appraisal
· stimulate job performance discussion with the boss
· over inflated assessment and self-serving bias
· low in agreement with manager’s rating
· should be combined with other sources 
· Immediate Subordinates

· accurate and detailed

· have frequent contact with the one being evaluated
· anonymity is crucial ( fear of reprisal from an unhappy boss
· 360-Degree Evaluations

· provide feedback from a full circle of daily contacts
· good for organizations with teams
· results vary, may be misused
Methods of Performance Evaluation

· Written Essays

· descriptive narrative
· results will often reflect the ability of the writer
· Critical Incidents

· focus attention on behaviors critical to effectively (or ineffectively) executing a job
· anecdotal; not vague
· Graphic Rating Scales

· rate performance factors on a scale (usually of 1-5)
· cuts administrative cost and time
· not detailed
· Behaviorally Anchored Rating Scales (BARS)
· combines Critical Incidents and Graphic Rating Scales
· definite, observable and measure job behavior is rated
· behavior relates to the effectiveness of the job
· Forced Comparisons

· compares performance to others
· group order ranking: place employee in a particular classification; deals with all the employees (ex. top 5th %, bottom 5th % etc)
· individual ranking: rank employees from best to worst
· multiperson comparisons: blends the best of both: gives an absolute “grade” and then compares to the ranking in the group
Potential Problems

· Single Criterion

· employees will emphasize the certain criterion and neglect the other aspects of their job
· behavior modification!
· Recency Effect

· undue weight is given to the most recent events 
· may not be representative of the overall performance
· Leniency Error

· positive error: evaluator marks higher
· negative error: evaluator marks lower
· if everyone were evaluated by the same person, there would be no problem
· although there would be error, it would be the same error for everyone, thus comparison would still be accurate
· problem ( different evaluators for one group
· Halo Effect

· allowing for an assessment of one trait to dictate their opinion on all other traits
· Similarity Error

· give special consideration to qualities that they perceive in themselves
· I am aggressive, I am looking to evaluate aggression
· solve problem by having the same evaluator for everyone
· Low Differentiation

· high differentiators: use all or most of the scale
· utilize all available information to the utmost extent
· low differentiators: use a limited range of the scale
· ignore or suppress differences
· Forcing Information to Match Nonperformance Criteria

· ex. evaluator believes evaluation should be based on seniority, he skews the results to align with this belief
Overcoming the Problems

· Emphasize Behaviors Rather than Traits

· traits may not be directly related to job performance
· there is uncertainty in defining traits
· Document Performance Behaviors in a Diary

· daily record of critical incidents ( more accurate evaluation
· reduce leniency and halo effect ( encourage performance related behaviors rather than traits
· helpful in legal situations
· Use Multiple Evaluators

· more evaluators = less room for error = more accurate
· Evaluate Selectively

· appraisers should only evaluate those areas where they have some expertise = increase validity
· Train Evaluators

· can make them more accurate
· minimize halo and leniency
· effects of training may diminish over time ( need for refreshers
· Provide Employees With Due Process

· individuals are provided with what is expected of them
· all relevant evidence to a proposed violation is aired in a fair hearing, allowing individuals to respond
· final decision is based on evidence and free from bias
Chapter 5: Motivation in Action
From Theory to Practice: The Role of Money

· money is not the sole motivator for workers 
· people who value money have attributes such as sensation seeking, competitiveness, materialism, and control

· people who desire money have attributes such as high self-esteem, need for achievement, and Type A personality

· men seem to value money more than women

· managers need to take into consideration what their employees value

Creating Effective Reward Systems

· organizations use various, specific incentives to motivate individuals, teams and the entire company to achieve organizational goals
Employee Recognition

· expectancy theory: link between performance and reward
· wide spectrum of activities for employee recognition
· ex. spontaneous “thank you” notes, widely publicized formal programs etc
· recognition may not be enough for some jobs

· ex. hard labor intensive jobs

· Linking Employee Recognition Programs and Reinforcement Theory 
· it was determined that recognition was the most powerful motivator 

· rewarding a behavior with recognition will encourage its repetition

· ex. personal notes, emails, parties, ceremonies etc.

· Employee Recognition in Practice 
· employee recognition may reduce turnover in organizations

· most common: cash or merchandise rewards 

Variable-Pay Programs

· variable pay program: a reward program in which a portion of an employee’s pay is based on some individual and/or organizational measure of performance

· there are no guarantees regarding annual pay, cannot predict income
· becoming a popular form of payment in Canadian businesses

· work experience is risky

· good idea to do regular performance reviews; include things that need to be improved

· unsure about the response of the employees, may not always be the right thing for your company ( possibly viewed as unfair

· employees need to be given reason for the difference in salaries 

· programs are designed for different circumstances:

· motivating individuals

· motivating groups

· motivating the entire workforce of an organization

· Individual-Based Incentives: there are two types…

· Piece-Rate Wages: 

· piece-rate pay plan: an individual-based incentive plan in which employees are paid a fixed sum for each unit of production completed

· when employees don’t receive a base salary and are only paid for what he or she produces ( pure price-rate pay plan: ex. $.25 per bad of popcorn sold at the game
· many companies use a modified piece-rate pay plan( given a base salary plus a piece-rate differential
· provide a basic security net while still offering productivity incentives ( ex. employees on commission 

· Bonuses:
· most often a one-time reward for defined work

· less common in Canada because:

· more unionized economy

· relative lack of competition

· large public sector

· Group-Based Incentives
· Gainsharing:
· gainsharing: a group-based incentive plan in which improvements in group productivity determine the total amount of money to be shared

· productivity savings: total hours saved through increase productivity times the average cost per hour to hire a person ( generally divided 50-50 between the company and the employees

· focuses on productivity gains rather than profits

· rewards behaviors less influenced by external factors

· employees can receive incentive awards when the company is not profitable 

· improves productivity and has a positive impact on employee attitudes

· Organizational-Based Incentives
· Profit-Sharing Plans
· profit-sharing plan: an organization-wide plan in which the employer shares profits with employees based on a predetermined formula
· most often rewards senior executives, any employee can be recipients

· provided to full and part time staff who are non-unionized

· successful!

· focuses on past financial results

· inconsistent rewards in cyclical industries, fluctuating rewards

· employees will be less motivated during economic downturns because they know that the likelihood of receiving a bonus is low

· see expectancy theory

· Stock Options and Employee Stock Ownership Plans
· employees will be more likely to think about the consequences of their actions if they are part owners of the company 

· employee stock ownership plan (ESOP): a company-established benefit plan in which employees acquire stock as part of their benefits

· more popular in the US than in Canada 

· increase employee satisfaction

· impact on performance is unclear

· to increase job satisfaction and motivation, employees need to psychologically experience ownership 

· regularly informed on the status of the business

· opportunity to exercise influence over the business

· may have negative effects on employee behavior 

· ex. Enron

· Challenges to Pay-for-Performance Programs
· what should constitute performance and how it should be measured

· wages should keep pace with inflation, independent of performance issues

· salary scales keyed to what the competition is paying

· potential drop in earnings 

· Teamwork
· can have a negative incentive on group performance

· competitiveness and “back stabbing”

· emphasis on team means rewarded as a team

· Unions
· more in Canada than in the US

· few opportunities to receive performance-based pay

· basis for pay: seniority and job category

· factors outside the workers control may affect whether bonuses are rewarded

· bad thing if it creates a stressful work environment where older workers cannot keep up

· can still improve the workplace for employees ( opportunity for training and advancement, listening to concerns etc

· Public Sector Employees
· defin: those who wok for local, provincial, or federal governments

· harder to measure productivity than in firms because jobs are mostly service based

· hard to make a meaningful link between rewards and productivity

· goal-setting theory should be used to improve performance

· Ethical Considerations
· ex. Enron

· many pressures placed on managers increase the potential to perform unethical acts

· can lead to less group cohesiveness

Motivating Beyond Productivity

· the following activities merit additional compensation
· commissions beyond sales: customer satisfaction, meeting revenue or profit targets 
· leadership effectiveness: employee satisfaction, measures of how the manager handles his employees
· new goals: rewards to all employees contributing to the achievement of new company goals ( ex. customer satisfaction, cycle time, quality
· knowledge workers in teams: performance of knowledge workers/professional employees who work on teams
· competency and/or skills: employees abstract knowledge/competencies (ex. technology
· skill-based: pay based on how many skills an employee has or how many jobs he or she can do
Comparing Various Pay Programs

	Approach
	Strengths
	Weakness 

	Variable pay
	· motivates for performance

· cost-effective

· makes a clear link between organizational goals and individual rewards
	· individuals don’t always have control over factors

· earnings vary annually

· can cause unhealthy competition among employees

	Team-Based rewards
	· encourages individuals to work together effectively

· promotes goal of team-based work
	· difficult to evaluate team performance sometimes

· equity problems could arise if all members paid equally

	Skill-Based pay
	· increases skill levels of employees

· increases flexibility of the workforce

· can reduce the number of needed employees 
	· employers may end up paying for unneeded skills

· employees may not be able to learn some skills, and thus feel demotivated 


Caveat Emptor: Apply Motivation Theories Wisely
Motivation Theories Are Culture-Bound

· different incentives motivate different cultures, no two cultures are exactly alike
· managers need to keep this in mind if they are sent on exchange or overseas, or even south of the border
· Evaluating Motivation Theories Cross-Culturally 
· social-psychological theories focus on motivating the individual through individual rewards and incentives
· motivation theories rely on consistencies of the norms of the country/company/society

· need to consider the internal norms of a country before developing an incentive plan ( cannot always be based on Canadian and US findings
Reward Preferences in Different Countries:
	GLOBE/Hofstede Cultural Dimension
	Reward Preference
	Examples

	High Uncertainty Avoidance 
	Certainty in Compensation Systems:

· seniority-based pay

· skill-based pay
	Greece, Portugal, Japan

	Individualism
	Compensation Based on Individual Performance:

· pay for performance

· individual incentives

· stock options
	Australia, United Kingdom,

United States

	Humane Orientation (Hofstede’s quality-of-life dimension)
	Social Benefits and Programs:

· flexible benefits

· workplace child-care programs

· career-break schemes

· maternity leave programs
	Sweden, Norway, the Netherlands


Beware the Signals That Are Sent by Rewards

· employees adapt their behavior to how rewards are allocated
· ex. the commission based on individual profits vs. overall department profits
· the “folly of rewarding A, while hoping for B”
· hoping for a behavior you are not rewarding
Management Reward Follies:

	We hope for…
	But we reward…

	teamwork and collaboration
	the best team members

	innovative thinking and risk-taking
	proven methods and not making mistakes

	development of people skills
	technical advancements and accomplishments

	employee involvement and empowerment
	tight control over operations and resources

	high achievement
	another year’s effort

	long-term growth; environmental responsibility
	quarterly earnings

	commitment to total quality
	shipping on schedule, even with defects

	candor; surfacing bad news early
	reporting good news, whether it’s true or not; agreeing with the manager, whether or not (s)he’s right


· three major obstacles to ending these follies…
· individuals are unable to break out of old ways of thinking about reward and recognition practices: ex. rewarding quantifiable behaviors and excluding non-quantifiable behaviors; reluctance to change existing performance system; employees are comfortable with the current reward system and don’t support change
· organizations often don’t look at the big picture of their performance system: rewards are allocated at subunit levels, resulting in competition

· both management and shareholders often focus on short-term results: don’t reward employees for long-range planning

· employees motivated by the promise of rewards will do those things that earn them the rewards they value

· employers need to remove the conflict in their actions

Can We Just Eliminate Rewards?

· engaging employees in their work can reduce the “need” for motivation by reward
· employee commitment 
Creating a Motivating Work Environment

Alfie Kohn suggests a number of actions to create a motivation work environment
· Abolish Incentive Pay

· paying employees fairly and generously takes pay off their mind and allows them to focus on their goals
· Re-evaluate Evaluation

· should be a two-way conversation, done continuously, not a competition
· performance discussion should not be confused with compensation
· Create the Conditions for Authentic Motivation

· helping employees rather than putting them under surveillance
· listening to employee concerns and thinking about problems from their viewpoint
· providing plenty of feedback
· changing the way workers are treated will have a greater impact than changing the way that they are paid
· Encourage Collaboration

· groups allow employees to get feedback from each other and learn from each other
· Enhance Content

· people are motivated when…
· they have an opportunity to learn new skills
· provided with a variety in tasks
· enabled to demonstrate competence
· match people to their jobs & give them the opportunity to learn new ones
· mediocre jobs: explain the importance, be open towards how the task is performed
· Provide Choice

· participative management
· extrinsic rewards (and punishments) remove choice because focus is on the reward
· this is the alternative to providing more/different kinds of incentives ( providing the proper environment is more important than a reward structure
· cannot be implemented all at once
Job Redesign

· job design: how tasks are assigned to form a job
Job Rotation

· job rotation (cross-training): the periodic shifting of an employee from one task to another
· occurs when an employee no longer finds the task challenging 
· decreases frequency of repetitive stress injuries

· reduces absenteeism because employees can fill in for each other
· reduces boredom and increases motivation through diversity
· benefits to organization: flexibility in scheduling, adapting to change, filling vacancies
· drawbacks to organization: training costs increase, productivity is reduced (people leave the position just as they have maximized efficiency), disruptions and new adjustments, demotivate intelligent and ambitious employees
Job Enlargement

· job enlargement: the horizontal expansion of jobs
· increase diversity by increasing the number and variety of tasks per individual

· reduces the need for meetings

· halves the cost of office equipment

· allows for job continuity when workers leave/vacation

· does not add meaningfulness or challenge

Job Enrichment and the Job Characteristics Model

· job characteristics model (JCM): a model that identifies five core job dimensions and their relationship to personal and wok outcomes
· focuses on content, not context
· job enrichment: the vertical expansion of jobs; an application of JCM
· increases the degree to which workers control the planning, execution, and evaluation of their work
· organizes tasks so that an employee does a complete activity (ex. making the entire hamburger as opposed to just flipping the patty)
· expands employees’ freedom and independence
· increases responsibility
· provides feedback
· Core Job Dimensions

· skill variety: degree to which job requires different tasks enabling the employee to use different skills and talents
· task identity: degree to which job requires complexity of a whole piece of work
· task significance: degree to which the job has a substantial impact on other people’s work
· autonomy: degree to which job provides freedom, independence & discretion to the individual in scheduling and procedures used
· feedback: degree to which doing the work leads to direct and clear information about performance
Examples of High and Low Job Characteristics:

	Skill Variety:

· high variety
· low variety
	· owner-operator of a garage who does electrical repair, rebuilds engines, body work and interacts with customers
· a body shop worker who sprays paint eight hours a day

	Task Identity

· high identity
· low identity
	· a cabinet maker who designs a piece of furniture, selects the wood, builds the object, and finishes it to perfection
· a worker in a furniture factory who operates a lathe solely to make table legs

	Task Significance

· high sig.
· low sig.
	· nursing the sick in a hospital intensive care unit
· sweeping hospital floors

	Autonomy

· high auto.
· low auto.
	· a telephone installer who schedules his or her own work for the day, makes visits without supervision, and decides on the most effective techniques for a particular installation
· a telephone operator who must handle calls as they come according to a routine, highly specified procedure

	Feedback

· high feedback
· low feedback
	· an electronics factory worker who assembles a radio and then tests it to determine if it operates properly
· an electronics factory worker who assembles a radio and then routes it to a quality control inspector who tests it for proper operation and makes needed adjustments


· Critical Psychological States
· experienced meaningfulness: meaningful task ( views of importance, value and worthwhile
· experienced responsibility: greater autonomy ( sense of responsibility 
· knowledge of the actual results: feedback ( effective performance
Job Characteristics Model
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· shows links between job dimensions and outcomes
· moderated by strength of growth need – desire for self-esteem and self-actualization
· Motivating Potential Score
· motivating potential score (MPS): a predictive index suggesting the motivation potential in a job
· must be high on at least one of three factors leading to experienced meaningfulness
· must be high on autonomy and feedback
· high MPS: motivation, performance, and satisfaction will be positively affected & the likelihood of absenteeism, and turnover will be lessened
· still some uncertainties regarding the theory and the MPS
· debate about which factors should be used/added/multiplied
Computing a Motivating Potential Score
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· people who work on jobs with high core job dimensions are generally more motivated, satisfied, and productive than those who do not
· job dimensions operate through critical psychological status in influencing personal and work outcomes rather than influencing them directly
Job Redesign in the Canadian Context: The Role of Unions

· before making a change in the workplace, managers must gain the employees acceptance of the plan whether or not they are unionized
· until recently, unions were not willing to discuss job redesign because of the history of job layoffs, which is what unions try to prevent
Creating More Flexible Workplaces

Compressed Workweek
· compressed workweek: a four-day week, with employees working 10 hours a day; or nine days of work over two weeks
· two types:
· the four 10-hour days per week (4-40 program)
· the nine days over 2 weeks 
· allow employees more leisure and shopping time; travel outside of rush hour
· increase employee enthusiasm, morale and commitment 
· easier to recruit
· employees can manage family time and work
Flextime (flexible work hours)
· flextime: an 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, on either end
· increase job satisfaction
· less stress
· more efficient at balancing life
· increase efficiency
· reduce absenteeism 
· not applicable to every job
Job Sharing

· job sharing: the practice of having two or more people split a 40-hour-a-week job
· two heads for one
· major difficulty: finding two employees who can coordinate the demands of one job
· skilled workers who wouldn’t otherwise be available on a full time basis
Telecommuting

· telecommuting: an arrangement where employees do their work at home on a computer that is linked to their office
· no commuting
· flexible hours
· decreased stress
· better service to customers and clients
· reduce turnover
· freedom of dress
· few or no interruptions from colleagues
· work at least 2 days at home
· Telecommuting: How and Why it Works

· more productive because of shorter commutes and less interruptions
· doesn’t necessarily have to be from home (ex. suburban office in Langley
· jobs that lead to telecommuting:
· routine information-handling tasks
· mobile activities
· professional and other knowledge-related tasks
· Telecommuting: The Downside

· miss social contact and interactions leading to new policies and ideas
· decrease commitment to the organization
· increase feelings of isolation
· burnout
· less likely to function as a team/team players
Chapter 6: Groups and Teamwork

group: two or more people with a common relationship

team: a small number of people who work closely together toward a common objective and are accountable to one another

· groups become teams when:

· members share leadership
· individuals and the team share accountability for the work of the team

· develops its own purpose or mission
· works on problem solving continuously, rather than just at scheduled times

· their measure of effectiveness is the team’s outcomes and goals, not individual outcomes and goals

· while not all groups are teams, all teams are groups

Types of Teams:
Problem Solving Teams
· problem-solving (or process-improvement) team: a group of 5 to 12 employees from the same department who meet for a few hours each week to discuss ways of improving quality, efficiency, an the work environment.

· these teams have no authority to implement their suggested actions

· quality circle: a work group of 8 to 10 employees and managers who meet regularly to discuss their quality problems, investigate causes of the problems, recommend solutions, and take corrective actions

· there has been positive and negative feedback given from companies who use quality circles; it is mainly dependent on the outcomes and suggestions made and whether they can implement them or not

· how quality circles work:

· Problem Identification ( Problem Selection ( Problem Review ( Solutions Recommended ( Solutions Reviewed ( Decision

Self-Managed Teams
· self-managed (or self-directed) team: a group of 10 to 15 employees who take on many of the responsibilities of their former managers
· usually includes: planning and scheduling of work, assigning tasks to members, collectively controlling the pace of work, operating decisions, taking action on problems
· shown that they are more productive than teams with appointed leaders
· like many others; there has been positive and negative feedback from companies using self-directed teams
· before implementing this type of team, be sure to analyze the gender, ethnicity etc. of the employees
Cross-Functional Teams

· cross-functional (or project) team: a group of employees at about the same hierarchical level, but from different work areas, who come together to accomplish a task
· task force: a temporary cross-functional team
· committee: a group composed of members from different departments
· difficult in the start-up as group members learn to work with and adapt to diversity and complexity
· skunkworks: teams that develop spontaneously to create new products or work on complex problems and are generally sheltered from other organizational members. They are able to ignore the structure and bureaucratic rules of the organization
Virtual Teams

· virtual teams: a team that uses computer technology to tie together physically dispersed members in order to achieve a common goal
· use wide-area networks, video conferencing, email etc.
· more knowledge based than production-oriented

· more flexible than the other kinds of teams

· lack social aspect; messages are easily misconstrued 

· managing virtual teams:

· establish regular times  for group interaction

· set firm rules for communication

· use visual forms of communication where possible

· emulate the attributes of co-located teams: allow time for socializing
· give and receive feedback and offer assistance on a regular basis

· agree on standard technology for simplicity

· use 360-degree feedback to better understand/evaluate team members

· provide a virtual meeting room 

· note which employees effectively use email to build team rapport

· smooth the way for the next assignment, if teams are not permanent

· be available to employees, but don’t wait for them to seek you out

· encourage informal, off-line conversation 

From Individual to Team Member:

· requires working together, sharing information, and being willing to take on the role or a team member
Roles
· role: a set of expected behaviors of a person in a given position in a social unit
· role expectations: how other believe a person should act in a given situation
· role conflict: a situation in which an individual finds that complying with one role requirement may make it more difficult to comply with another
· role ambiguity: a person is unclear about his or her role
· role overload: too much is expected of someone
· role underload: too little is expected of someone, and that person feels that he or she is not contributing to the group
Norms

· norms: acceptable standards of behavior within a group that are shared by the group’s members
· common norms deal with:
· performance: how hard to work, kind of quality, levels of tardiness
· appearance: personal dress, when to look busy, when to “goof off,” how to show loyalty
· social arrangement: how team members interact
· allocation of resources: pay, assignments, allocation of tools and equipment
· creating a team charter:

· team members’ names and contact information
· means of communication among team members
· set the team ground rules
· means of making decisions
· potential conflicts?
· resolving conflicts
· how norms develop:

· explicit statements made by a group member: usually the group leader
· critical events in the group’s history: learning from the past
· primacy: initial behaviors set team expectations
· carry-over behaviors from past situations: members bring norms from past groups
· why are norms important:
· facilitates the group’s survival: increased chances of success
· increases the predictability of group member’s behavior: easy to anticipate reactions to prepare appropriate responses
· reduces embarrassing interpersonal problems for group members: ensure satisfaction and prevent discomfort
· allows members to express the central values of the group and clarify what is distinctive about the group’s identity: solidification of the group
· conformity: adjusting one’s behavior to align with the norms of the group
· can cause problems within teams; brings up ethical and moral issues
Stages of Group and Team Development:
The Five-Stage Model

· Stage 1: Forming: 
· the first stage in group development, characterized by much uncertainty. This stage is complete when the members of the group begin to think of themselves as more of a team

· Stage 2: Storming:
· the second stage in group development, characterized by intragroup conflict There is recognition of a team, but restraint show towards restrictions on individuality. A conflict and struggle for leadership emerges. This stage is complete when there is a relatively clear hierarchy of leadership.

· some teams never move beyond this stage, or will fluctuate between this stage and others

· Stage 3: Norming:
· the third stage in group development, characterized by close relationships and cohesiveness. This stage is complete when structure is solid and there is a common set of expectations of behavior.

· Stage 4: Performing:
· the fourth stage in group development, when the group is fully functional. This stage is complete when the group’s focus is no longer on getting to know one another and has shifted to the task at hand.

· Stage 5: Adjourning:
· the final stage in group development, where attention is directed toward wrapping up activities rather than task performance.  
· some stages may occur simultaneously, and some teams can move backwards at times

· this model excludes organizational context

The Punctuated Equilibrium Model

· temporary groups with deadlines have a unique system of action:
· first meeting sets the group’s direction
· first phase of group activity is one of inertia
· transition takes place at the end of the first phase, which occurs exactly when the group uses up half of its allotted time
· transition initiates major changes
· last meeting is characterized by markedly accelerated activity 
· in the words of the five-stage model; the team begins by combining the forming and norming stages, then goes through a period of low performing, followed by storming, then a period of high-performing, and, finally, adjourning. 
· some think the two models are contradictory, but rather they should be taken as being complimentary; the five-stages considers interpersonal processes, the punctuated equilibrium considers the effects of time restraints and challenges
Creating Effective Teams

· team effectiveness: objective measures such as productivity, managers’ ratings of the team’s performance, aggregate measures of member satisfaction

Characteristics of an Effective Team:

· clear purpose: the vision, mission or goal that has been identified and accepted by all
· informality: climate is informal, comfortable and relaxed; without boredom/tension
· participation: much discussion, everyone is encouraged to participate
· listening: effective listening techniques are used, such as, questioning, paraphrasing, and summarizing to get ideas out
· civilized disagreement: the team is comfortable with dealing with conflict and does not try to avoid, smooth over, or suppress the problem
· consensus decisions: substantial agreement is the goal through open discussions or all ideas, avoiding voting, or easy compromises 
· open communication: members are comfortable with sharing everything, no hidden agendas, communication can occur outside of meeting times
· clear rules and work assignments: work is distributed among members, all of which know their expectations and roles
· shared leadership: while there is a formal leader, leadership functions shift depending on the circumstances/needs of the group and skills of the members; the formal leader establishes positive norms
· external relations: team develops key outside relationships, mobilizes resources, builds credibility with important players in other parts of the organization
· style diversity: broad spectrum of team player types; emphasize attention to the task, goal setting, focus on process, questioning how the team is functioning
· self​-assessment: periodically taking the time to evaluate what might be interfering with the effectiveness of the team
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Harming Your Team

· refuse to share issues and concerns causing backstabbing and distrust 
· dependence on the leader causes members to no carry out responsibilities
· fail to follow through on decisions showing low priority or non commitment 
· hide conflicts and not revealing they have a difference of opinion, causing tension
· fail at conflict resolution bringing the whole team down
· form subgroups breaks up the team and causes a shift in loyalty; subgroups will put their needs ahead of the group’s
Context

· adequate resources

· teams must receive necessary support from management and the larger organization
· also includes technology, adequate staffing, administrative assistance, encouragement, and timely information
· leadership and structure

· role of the team leader…
· creating  real team rather than a team in a name only
· setting a clear and meaningful direction for the team’s work
· making sure that the team structure will support working effectively
· ensuring that the team operates within a supportive organizational context
· providing expert coaching
· team must agree on who is going to do what and that all members share the workload equally
· team must set goals and schedules and decide on the necessary skills required for the completion of the task
· team must agree on ways of conflict resolution and decision making
· team leaders are not always needed, self-managed teams often do better than teams with a formal leader
· climate and trust

· trust facilitates cooperation, reduces the need to monitor behavior, and creates a bond between members
· members are more likely to take risks if they trust the team behind them
· trust in leaders allow the team to be more willing to accept and commit to their leader’s goals and decisions
· performance evaluation and rewards

· management should consider system modifications that reward and reinforce team effort and commitment, rather than sticking with the traditional individual performance evaluation that can become the grounds for conflict within a team
Composition

· includes variables relating to how teams should be staffed
· skills

· teams require three types of skills:
· technical expertise
· problem-solving and decision-making skills
· interpersonal skills
· it is not uncommon for team members to learn the skills that are lacking in the group
· personality

· personality and preferences influence behavior (see the Big 5 Model in Ch.2
· roles

· task-oriented roles: role performed by group members to ensure that the tasks of the group are accomplished
· maintenance roles: roles performed by group members to maintain good relations within the group
· effective teams maintain balance between these two roles
· some members will be able to take on multiple roles: an asset to the team
· individual roles: roles performed by group members that re not productive for keeping the team on task ( this individual is expressing more concern for themselves rather than for the whole team
· diversity

· group diversity: the presence of a heterogeneous mix of individuals within a group
· differences include: jobs, positions, work experience, age, race, sex, citizenship and values
· Neale’s findings:
· informational diversity ( constructive conflicts (ex. best course of action), this is considered positive conflict
· value-goal diversity ( causes the most damage, however, once problems are worked out, team members have learned more about each other and their intentions
· Advantages and Disadvantages of Diversity:
· Advantages:

· multiple perspectives
· greater openness to new ideas
· multiple interpretations
· increased creativity
· increased flexibility
· increased problem-solving skills
· Disadvantages:


· ambiguity
· complexity
· confusion
· miscommunication
· difficulty in reaching a single agreement
· difficulty in agreeing on specific actions
· if team members share a common belief, diversity will positively affect their performance
· size

· generally ideal teams consist of no more than 10 people
· odd numbered teams help provide a mechanism to break ties and resolve conflicts
· social loafing: the tendency for individuals to expend less effort when working collectively than when working individually 
· increases in team sizes are inversely related to individual performance
· to avoid social loafing teams should not be larger than necessary and individuals should be held accountable for their actions 
· member flexibility

· cross-training members to do each other’s jobs increases flexibility and leads to higher performance over time
Work Design

· freedom, autonomy, utilization of different skills and talents, ability to complete a whole identifiable task or product, participation in the task ( enhance member motivation and increases team effectiveness
Process

· common purpose

· provides direction, momentum, and commitment for members
· this is a vision and is broader than specific goals
· provides guidance under all circumstances
· specific goals

· translation of common purpose into specific, measurable, and realistic performance goals
· facilitate clear communication, maintains focus on results and energizes the team
· goals should be challenging
· teams should develop milestones ( steps towards completing the project
· team efficiency 

· cohesiveness: the degree to which team members are attracted to each other and are motivated to stay on the team ( linked to productivity
· socio-emotional cohesiveness: the sense of togetherness that develops when individuals derive emotional satisfaction from group participation
· instrumental cohesiveness: the sense of togetherness that develops when group members are mutually dependent on one another because they believe they could not achieve the group’s goal by acting separately 
· a balance between these two are necessary
Relationship Between Team Cohesiveness, Performance Norms, and Productivity:
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Increasing Group Cohesiveness

· increasing socio-emotional cohesiveness

· keep the group relatively small

· strive for a favorable public image to increase status and prestige of belonging
· encourage interaction and cooperation

· emphasize members’ common characteristics and interests
· point out environmental threats to rally the group
· increasing instrumental cohesiveness
· regularly update and clarify the group’s goals

· give every member a vital “piece of the action”

· channel each group member’s special talents toward the common goals

· recognize  and equitably reinforce every member’s contributions

· frequently remind group member they need each other to get the job done
Managed Level of Conflict
· with out conflict, teams become disengaged and are superficially harmonious
· conflict helps team members get to know each other’s values and opinions
· appropriate levels of conflict are necessary for an effective team
Reducing Team Conflict

· work with more, rather than less, information, and debate on the basis of facts

· develop multiple alternatives to enrich the level of debate
· develop commonly agreed-upon goals

· use humor when making tough decisions
· maintain a balanced power structure
· resolve issues without forcing consensus
Accountability 

1. members are individually and jointly responsible for the team’s purpose, goals and approach
Beware! Teams Aren’t Always the Answer

2. to work in a team, or to not work in a team…
1. can the work be done better by more than one person? simple tasks should be left to the individual

2. does the work create a common purpose or set of goals for the people in the group that is more than the aggregate of individual goals? 

3. are the members of the group interdependent? inter-dependence between tasks make sense for a team (ex. soccer teams vs. swim teams)

Chapter 7: Communication
The Communication Process

3. moving down the hierarchy in the workplace, communication worsens
4. communication: the transfer and understanding of a message between two or more people
5. communication is both an interactive and repetitive process
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· Encoding and Decoding
· encoding: converting a message to symbolic form (by the sender)
· decoding: interpreting a sender’s message (by the receiver) 
· four factors that affect message encoding and decoding:
· skill
· attitudes
· knowledge 
· socio-cultural system
· communicative success includes:
· speaking
· listening
· reasoning skills
· the attitude of the sender will affect how the message is decoded 
· messages are interpreted differently by different people
· The Message
· message: what is communicated
· messages can easily be “lost in translation”
· it is important to remove the ambiguity when sending messages
· The Channel
· channel: the medium through which a message travels
· it is important to choose the appropriate channel, or again, messages can be misconstrued
· communication apprehension: undue tension and anxiety about oral communication, written communication or both
· 5-20% of the population suffers from this
· rely heavily on memos, emails etc
· channel richness: the amount of information that can be transmitted during a communication episode
· face-to-face conversations score highest ( it includes multiple information cues (words, postures, facial expressions, gestures, intonations etc.), immediate feedback (verbal and nonverbal), and the personal touch
· many people find emailing bad news easier than communicating it face-to-face
· The Feedback Loop
· feedback loop: the first link in the communication process; it puts the message back into the system as a check against misunderstandings
· when either the sender of the receiver fails to engage in feedback, there is one way communication occurring
· two-way communication is speaking and listening
· The Context
· dictates the formality of the means of communication and how messages are presented and perceived 

Barriers to Effective Communication
· common communication barriers include:

· filtering

· selective perception

· defensiveness

· information overload

· language 

· Filtering
· filtering: a sender’s manipulation of information so that it will be seen more favorably by the receiver

· personal interest comes into play

· in an organization: the more levels, the more chances for filtering to occur

· Selective Perception
· receivers perceive messages according to their…
· needs

· preferences

· motivations

· experience

· background

· and other personal characteristics 

· receivers will project their interests and expectations as they decode messages

· we don’t really see reality, rather we interpret it and call it reality

· Defensiveness
· when people feel they are being threatened, they immediately react with a defensive stance, reducing their abilities to come to a mutual understanding
· Information Overload
· information overload: a condition in which information inflow exceeds an individual’s processing capacity

· when people are confronted with too much information, they tend to forget, ignore, select out or pass over information

· the result is lost information and less effective communication

· Language
· jargon

· backgrounds

· gender

· home country, home town etc

· dialect

· slang

· age

· first language (usually not English)

· Communicating Under Stress
· tips for communicating under stress:

· speak clearly: be direct and concise, do not hide behind words

· be aware of the nonverbal part of communicating: tone, facial expression and body language send signals that may not be consistent with your message

· think carefully about how you state things: state what you want in a calm and collected manor so as not to offend your listener 

Organizational Communication:

Direction of Communication

· Downward

· communication that flows from upper level groups to lower level groups
· ex. managers giving messages to their employees
· Upward

· communication that flows from lower level groups to upper level groups
· ex. employees giving reports to their managers
· Lateral

· communication occurs among members in the same level or group
· ex. manager to manager of a different division 
· also known as horizontal communication 
· can save time, speed up action; can be formal or not
· can possibly cause problems when members find out things have been done without their consent etc (informal), or when formal lines of communication are breeched
Small-Group Networks

· communication networks: channels by which information flows
· formal networks: task-related communications that follow the authority chain 
· four types:
· wheel network: relies on the leader to act as the central conduit
· chain network: rigidly follows the formal chain of command
· all-channel network: permits all group members to communicate actively with each other
	
	Chain
	Wheel
	All-Channel

	speed
	moderate
	fast
	fast

	accuracy
	high
	high
	moderate

	emergence of a leader
	moderate
	moderate
	none

	member satisfaction
	moderate
	low
	high



The Grapevine
· informal network: communications that flow along social and relational lines
· grapevine: the organization’s most common informal network
· four purposes of rumors:
· to structure and reduce anxiety
· to make sense of limited or fragmented information
· to serve as a vehicle to organize group members, and possibly outsiders, into coalitions
· to signal a sender’s status (“I’m an insider and, with respect to this rumor, you’re an outsider”) or power (“I have the power to make you into an insider”)
· rumors persist until the wants an expectations creating the uncertainty underlying the rumor are fulfilled or until the anxiety is reduced
· Grapevine Patterns

· single strand: each person tell the information to one other person
· gossip pattern: one person tells everyone the information; these people make up about 10% of organization members
· probability pattern: individuals are randomly told information, with no apparent pattern
· cluster pattern: individuals may strategically select to whom to pass on the information to ensure that it gets around
· managers can avoid the spread of rumors by openly discussing and explaining things in detail to their employees
Electronic Communications

· allow for employees to be available 24-7
· allow employees to work from home, or just about anywhere else
· Email

· increased the work week ( large # of hours spent answering emails
· relatively impersonal
· attempt to remedy this: emoticons :) :( ;) etc
· a tool to…
· create a paper trail
· hide from direct contact and interaction
· protect their power
· create one-way communication
· avoid face-to-face communication on difficult topics
· people with a higher need for human interaction will have lower job satisfaction
· Considerations for Writing and Sending Email

· don’t send emails without a subject line
· be careful in your use of emoticons and acronyms for business communication
· write your message clearly, and briefly
· copy emails to others only if they really need the information
· sleep on angry emails before sending to be sure you are sending the right message
· Instant Messaging 

· has several advantages over email: instant, no inbox clutter, uncertainty as to whether the message was received
· hard to stay focused with its presence 
Other Issues in Communication

Nonverbal Communication

· nonverbal communication: messages conveyed through body movements, facial expressions, and the physical distance between the sender and receiver
· kinesics: the study of body motions, such as gestures, facial configurations, and other movements of the body
· body language adds to, and complicates, verbal communication
· proxemics: the study of physical space
· missing: intonations, facial expression, eye contact, and physical distance
· different cultures have different comfort levels in regards to “personal space” ( culture norms
· actions speak louder, and more accurately, than words
· read body language, but carefully!
Silence as Communication

· represents inaction or nonbehavior 
· a powerful means of communication and sends a variety of messages
· treat silences as the flashing yellow at an intersection ( pay close attention to what comes next
Communication Barriers Between Women and Men

· women: speak and hear a language of connection and intimacy
· men: speak and hear a language of status and independence 
Cross-Cultural Communication
· Cultural Barriers

· barriers caused by semantics: some words do not translate between cultures
· barriers caused by word connotations: words imply different things and are used to mean different things in different situations
· barriers caused by tone differences: formality vs. informality; context
· barriers caused by differences among perceptions: different views on the world effect language
· Cultural Context

· high-context cultures: cultures that rely heavily on nonverbal and subtle situational cues in communication (ex. China, Vietnam)
· more trust by both parties
· low-context cultures: cultures that rely heavily on words to convey meaning in communication (ex. North America, Europe)
· value directness 
· Overcoming Cross-Cultural Differences

· assume differences until similarity is proven
· emphasize description rather than interpretation or evaluation: delay judgment until you have had sufficient time to observe and interpret the situation 
· practice empathy
· treat your interpretations as a working hypothesis
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Chapter 9: Conflict and Negotiation 

Conflict Defined

· conflict: a process that begins when one party perceives that another party has negatively affected, or is about to negatively affect, something that the first party cares about
Functional vs. Dysfunctional Conflict

· functional conflict: conflict that supports the goals of the group and improves its performance
· dysfunctional conflicts: conflict that hinders group performance
· cognitive conflict: conflict that is task-oriented and related to differences in perspectives and judgments
· affective conflict: conflict that is emotional and aimed at a person rather than an issue
Sources of Conflict

· conditions that give rise to conflict
· Communication
· increase potential when there is too much or too little communication
· semantic difficulties, misunderstandings, ‘noise’ in the communication channels
· Structure
· consequence of the workplace rather than behavior
· ex. sales vs. production
· size, speculation, and composition: larger the group, the more room for conflict ( higher when the group is younger and there is more turnover
· the greater the ambiguity: need for precisely defined responsibilities 
· reward systems: one gains at another expense : managers and employees have different ideas about responsibilities
· leadership style: managers are too uptight, no room for employee discretion
· the diversity of goals: people want different outcomes
· if one group is dependent on another: (in contrast to two being mutually dependent) on group can benefit at the others’ expense
· Personal Variables
· individual value system
· personality characteristics that account for individual idiosyncrasies and differences
Conflict Resolution

Conflict Management Strategies 

· using the following two dimensions, 5 strategies can be identified…
· cooperativeness: the degree to which one party attempts to satisfy the other party’s concerns
· assertiveness: the degree to which one party attempts to satisfy his or her own concerns
· forcing: imposing one’s will on the other party
· win-lose
· problem solving: trying to reach an agreement benefiting both parties’ aspirations
· win-win
· avoiding: ignoring or minimizing the importance of the issues
· lose-lose
· yielding: accepting and incorporating the will of the other party
· win-lose
· compromising: balancing concern for both parties to reach a solution
· win-win
· strategy used depends on personal preference and the situation
What Can Individuals Do to Manage Conflict?

· conflict inside and outside the workplace
· problem solving: requesting face-to-face meeting to resolve through open discussion
· developing superordinate goals: creating a shared goal, motivating the groups to work together
· smoothing: playing down differences, emphasizing common interests
· compromising: each party will give something up to reach an agreement
· avoidance: withdrawing from, or suppressing conflict
· conflict specific to the workplace
· expansion of resources
· authoritative demand
· altering the human variable: HR training to remove attitudes and behaviors causing conflicts
· altering the structural variable: job redesign, creation of coordinating positions etc.
Resolving Personality Conflicts

· factors leading to personality conflicts
· misunderstandings based on age, race, cultural differences
· intolerance, prejudice, discrimination, bigotry
· perceived inequities
· misunderstandings, rumors, falsehoods about an individual or group
· blaming for mistakes or mishaps (finger-pointing)
· lower productivity
· cause co-workers to take sides
Handling Personality Conflicts:

tips for employees having a personality conflict
· communicate directly with the other person to resolve perceived conflict
· avoid dragging co-workers into the conflict
· if dysfunctional conflict persists, seek help from direct supervisors or HR specialists
tips for third-party observers of a personality conflict

· don’t take sides 
· suggest the parties work things out in a constructive, positive way
· if dysfunctional conflict persists, refer to their direct supervisors

tips for managers whose employees are having a personality conflict

· investigate and document conflict
· if appropriate, take corrective action (feedback, behavior shaping)
· if necessary, attempt informal dispute resolution

· refer difficult conflicts to HR specialists or hired counselors for formal resolution attempts & intervention
Resolving Intercultural Conflicts

· different cultures view conflict in different ways
· Mexico: conflict should be kept private
· American: conflict should be dealt with directly and openly
· more comfortable with competition: will take a forcing strategy
· accept negotiations: enjoy winning
· Asian: conflict is negative (prefer conflict avoidance)
 Third-Party Conflict Resolution

· when parties reach a stalemate, they may turn to alternative dispute resolution (ADR)

· ADR encompasses a wide variety of strategies…
· Facilitation

· facilitator, acquainted with both parties, suggests they work together
· Conciliation

· conciliator: a trusted third party who provides an informal communication link between the negotiator and the opponent
· used in international, labor, family, and community disputes
· engage in fact-finding, interpreting messages, and persuading disputants to develop agreements
· mediators will be called upon when the situation does not improve through the conciliator
· not always the answer
· Ombudsperson

· impartial, widely respected, and trusted
· investigates issues confidentially and tries to arrange a solution
· hears disputes between parties
· avoid going through formal organizational channels for resolution which may affect one’s employment
· Peer Review

· panel of peers to hear both sides
· makes a recommendation that may or may not be binding
· Mediation

· mediator: a neutral third party who facilitates a negotiated solution by suing reasoning, persuasion, and suggestions for alternatives
· can be more aggressive than conciliators 
· can be used directly in the workplace
· Arbitration

· arbitrator: a third party to a negotiation who has the authority to dictate an agreement
· can be voluntary (requested) or compulsory (forced by law or contract)
· always results in settlement
· conflict may resurface at a later time due to unhappiness with the arbitrators decisions 
Conflict Outcomes

· there is an optimal level of conflict that results in the highest level of performance
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· conflict is constructive when…
· stimulates creativity and innovation
· encourages interest and curiosity among group members
· provides the medium through which problems can be aired and tensions released
· fosters an environment of self-evaluation and change
· conflict can improve decision making by training people to look at all aspects of a situation
· challenges the status quo ( increases the probability that the group will respond to change
· three desired outcomes for conflict

· agreement
· stronger relationships
· learning how to handle it better the next time
· conflict is negative when…

· reduces group effectiveness
· stops communication
· reduces group cohesiveness 
· subordinates group goals due to infighting between members
Negotiation

· negotiation: a process in which two or more parties exchange goods or services and try to agree upon the exchange rate for them
· issues: the items that are specifically placed on the table for discussion
· positions: individual’s stand on the issue
· interests: underlying concerns that are affected by the negotiation resolutions
Bargaining Strategies

· Distributive Bargaining

· distributive bargaining: negotiation that seeks to divide up a fixed amount of resources; a win-lose situation
· treat the other party as an opponent who must be defeated
· Integrative Bargaining

· integrative bargaining: negotiation that seeks one or more settlements that can create a win-win situation

· preferable to distributive bargaining
	Bargaining Characteristic
	Distributive Bargaining
	Integrative Bargaining

	available resources
	fixed amount of resources to be divided
	variable amount or resources to be divided

	primary motivators
	I win, you lose
	I win, you win

	primary interests
	opposed to each other
	convergent or congruent with each other

	focus of relationships
	short-term
	long-term


How to Negotiate

The Negotiation Process

Developing a Strategy

Defining Ground Rules

Clarification and Justification

Bargaining and Problem Solving

Closure and Implementation
· Developing a Strategy
· do your homework (background info, what you want etc)

· prepare an assessment of what you think the other party’s goals are

· BATNA: the best alternative to a negotiated agreement; the outcome an individual faces if negotiations fail

· target point: what they would like to achieve

· resistance point: lowest outcome that is acceptable 

· area between these two points is the negotiator’s aspiration range

· bargaining zone: the zone between each party’s resistance point, assuming there is overlap in this range

· each side’s aspirations can be met

· go into a negotiation knowing what the other’s BATNA is, that way you stand a better chance at getting them to change it

[image: image10.png]Party A's
target
point e.g.
purchase
price)

Party

resist
ance
point

Party
As
resist-
ance
point

Party B's
target
point
(g
seller's
price)




· Defining Ground Rules
· exchange of initial proposals 

· where will it take place

· who will do the negotiating

· what time constraints

· other limitations

· Clarification and Justification
· education and informing the other party on the issues
· importance, arrival

· documentation to support

· Bargaining and Problem Solving
· give and take

· hashing out the issues to reach an agreement

· Closure and Implementation
· formalizing the agreement

· developing procedures that are necessary for implementation and monitoring

· can be as simple as a formal handshake

Contemporary Issues in Negotiation

Gender Differences in Negotiating Style

· women are more inclined to be concerned with feelings and perceptions and take a longer-term view
· men are more inclined to focus on resolving the matter at hand
· women view the bargaining session as part of the overall relationship with the individual and therefore put more weight on the importance of maintaining the relationship after the session
· men view the bargaining session as a separate event
· women want all parties to be empowered
· men use power s part of the bargaining strategy
· women were more likely to use dialogue to achieve understanding
· men use dialogue to persuade other parties
· one style may not always be preferable to the other ( situation dependent
· where men and women have similar power bases, their negotiation styles may be the same
· attitudes toward negotiation skills differ: women tend to be less confident
Cultural Differences in Negotiating Style

· France: like conflict; long time to negotiate agreements; not concerned with whether they are liked in the end or not
· China: draw out negotiations because they believe they never end; negotiate to develop relationship and commitment to work, not to tie up loose ends
· Japan: negotiate to develop relationships and commitment to work together
· America: impatient and desire to be liked; other countries play upon this, dragging out negotiations and making friendship conditional on the final settlement
Many Styles of Negotiations:

· North Americans rely on facts and appealing to logic; made small concessions early in the negotiation to establish relationship, and reciprocated opponent’s concessions; treat deadlines as very important
· Arabs appeal to emotion; use subjective feelings; made concessions throughout and always reciprocated; approach deadlines casually
· Russians assert ideals; made few concessions, never reciprocated (viewed concessions as a weakness), ignore deadlines
verbal and nonverbal negotiation tactics

· Brazilians on average said “no” the most
· Japanese long periods of silence
· Japanese and North Americans interrupted their opponent less than the Brazilian

· Japanese and North Americans had no physical contact except for handshaking, Brazilian touch each other on average 5 times every half hour









Team Effectiveness





Context:


adequate resources


leadership and structure


performance evaluation & rewards





Composition:


skills


personality


roles


diversity


size


members flexibility


members’ preference for teamwork





Process:


common purpose


specific goals


team efficiency


managed level of conflict


accountability








Work Design:


autonomy


skill variety


task identity


task significance   








autonomy 





high internal work motivation





Leading for Progress:


a collaborative climate


milestones


celebrations


access to customers


measurement of improvement





Leading for Meaningfulness:


a non-cynical climate


clearly identified passions


an exciting vision


relevant task purposes


whole tasks





Leading for Competence:


knowledge


positive feedback


skill recognition


challenge


high, non-comparative standards





Leading for Choice:


delegated authority


trust in workers


security (no punishment) for honest mistakes


a clear purpose


information





experienced meaningfulness of the work





skill variety


task identity


task significance





Personal&Work Outcomes





Critical Psych States





Core Job Dimensions





experienced resp. for outcomes of the work





high quality work satisfaction








feedback





knowledge of the actual results of the work tasks 





high quality work satisfaction





high quality work satisfaction





Employee growth-need strength





Motivating Potential Score





Skill Variety + Task Identity + Task Significance
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autonomy x feedback








