
“Introduction to Organizational Behavior”.

: Introduction To Organizational Behavior

Topic Objective:

Definition/Overview:

Introduction

The most commonly described managerial problems are those that deal with people. In the past

twenty years, business schools have come to realize this truth and have added required courses in

organizational behavior. We now know that technical skills alone are insufficient for managerial

success: it is the understanding of human behavior that separates successful from unsuccessful

managers. Businesses that place a strong emphasis on taking care of their human element by

creating a supportive work environment tend to be more successful in the marketplace and

generate superior financial results.

The Field Of Organizational Behavior

Organizational Behavior (OB) studies the influence that individuals, groups, and structure have

on behavior within organizations. The chief goal of OB is to apply that knowledge toward

improving an organizations effectiveness. Focal points of OB are jobs, absenteeism, turnover,

productivity, human performance, and management.

Key Points:

Complementing Intuition with Systematic Study People develop intuitive understandings of the

behaviors of other people through experience. This experiential, common sense method of

learning human behavior can often lead to erroneous predictions. Managers can improve their

predictive ability by systematically coupling their individual experiences with those of others.

The best way to do this is through the study of organizational behavior. The important thing to

remember is that human behavior is not random. Rather, OB has shown that there are

fundamental consistencies [that] underlie the behavior of all individuals, and these fundamental
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consistencies can be identified and then modified to reflect individual differences. Systematic

study of behavior means: examining relationships, attempting to attribute causes and effects, and

basing our conclusions on scientific evidence- that is, on data gathered under controlled

conditions and measured and interpreted in a reasonably rigorous manner. Intuition: your gut

feelings about what makes others tick. Our goal is to teach you how to use the systematic study

of OB to enhance your intuitive understanding of behavior and improve your accuracy in

explaining and predicting behavior in the workplace.

1. Contributing Disciplines To The Ob Field

OB is an applied behavioral science that uses the contributions from a number of related

behavioral disciplines:

A. Psychology: seeks to measure, explain, and sometimes change behavior of humans and other

animals. Psychology helps OB at the micro (individual) level.

B. Social Psychology: a branch of psychology that focuses on peoples influences on each other.

Primarily focused on the implementation of change, social psychology secondarily focuses on

attitudes, communication patterns, trust, group behavior, power, and conflict. Social psychology

helps OB at the macro (group) level.

C. Sociology: studies people in relation to their social environment or culture. Sociology

contributes to OB by studying organizational culture, formal organization theory,

communications, power, and conflict. This study is at the macro (group and organization) level.

D. Anthropology: study of society, culture, environment, human beings and their activities.

Anthropology helps us understand differences in fundamental values, attitudes, and behavior.

Anthropology tells us things about cultures at the macro level.
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2. Few absolutes in OB

People are a much more complex subject of study than any physical science. Humans are far

more variable in their reactions and reasoning than any other subject you can investigate. That is

greatest challenge and the most interesting aspect of OB.

Despite the variability and complexity, we can still discover reasonably accurate explanations of

human behavior. But those explanations must take heavily into account the situations in which

the behavior occurs. We describe situations by identifying the contingency variables or unique

aspects of those situations.

Because OB theories are so tied to contingencies you are not likely to discover direct cause-and-

effect relationships expressed in OB theories.

3. Challenges And Opportunities For OB

The modern workplace is a diverse mix of cultures, races, ethnic groups, genders, ages and

sexual orientations. Laws and todays social climate require that we try to accommodate each of

these unique individuals to the greatest extent possible. Needless to say, this is becoming quite a

challenge!

Responding to Globalization: The reality is that we are living in a global world in terms of

goods, people, and companies. This new reality has increased the difficulties inherent in OB due

to:

 Increased foreign assignments. Managers increasingly find themselves working

overseas with populations that hold to different belief and value systems, which may affect

managerial effectiveness.

 Working with people from different cultures. Even if the manager stays in the

domestic environment, the workers that the manager deals with may come from different

cultures and backgrounds. Motivational techniques and managerial styles that worked on the

prior, homogeneous, domestic workforce may no longer prove effective.
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 Coping with anticapitalism backlash. When working in or with countries who do not

share capitalisms high value for efficiency, growth, and profits, management may need to adopt

different practices to accommodate the new environment.

 Overseeing movement of jobs to countries with low-cost labor. Outsourcing tasks and

jobs to low-labor-cost countries may make economic sense, but such decisions are not without

local ramifications. Managers must be able to deal with unions, government, and the public, who

may not see the benefits of outsourcing but rather consider it to be a threat to their livelihood.

Balancing the needs of the company with the needs of the community is at the heart of a firms

concerns over social responsibility.

 Managing people during the War on Terror. Fear is a powerful emotion that can

wreak havoc on firms. As fear of terrorism increases, firms must deal with workers and

managers who are less willing to travel or take overseas assignments. By understanding human

emotions and being able to use proper communication techniques, managers with OB skills can

help alleviate this situation.

 Managing Workforce Diversity. Our workplaces are increasing populated by a wider

mix of people and this trend will continue. Managing a diverse group of people effectively is one

of the most important challenges of organizations today.

 Workforce Diversity: organizations are becoming a more heterogeneous mix of people

in terms of gender, age, race, ethnicity, and sexual orientation.

 Management practice has changed from defining fairness as treating everyone

equally despite their differences to a view of fairness as being the need to be responsive to each

of those individual differences while not inadvertently discriminating against anyone else while

doing so. This is a much more difficult task.

 Diversity, if properly managed, as been shown to increase creativity, innovation,

and decision quality.

 Improving Quality and Productivity. Managers are increasingly aware that

workers are the key to gains in quality and productivity. Change efforts must actively seek the

input and assistance of workers to succeed.

 Improving Customer Service. Customers are demanding higher levels of

satisfaction from organizations in developed nations. Firms are realizing that the majority of
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customer service experiences occur at the bottom-most levels of the organization where workers

typically earn the lowest pay and have the least buy-in to corporate values.

 Effectively managing corporate culture so that all employees properly satisfy the

customer is critical to long-term success.

 Improving People Skills. Great managers have excellent people skills: OB helps

managers develop those skills. The more managers know about OB, the better they will be at

designing motivating jobs, listening to others and creating effective teams.

 Stimulating Innovation and Change. To survive, modern businesses must adopt to

new market conditions and to foster innovation. The best source of that innovation is a companys

own employees! Developing a culture that accepts and rewards innovation and change is one of

the most important OB areas managers can learn.

 Coping with Temporariness. Given the dramatically changing environment in

which all businesses operate, nothing should be considered permanent anymore. Job

descriptions, job skills, and even jobs themselves have all become temporary. Successful firms,

managers and workers must be able to adapt and to invest in continuous learning and

improvement.

 Helping Employees Balance Work-Life Conflicts. Work scheduling is becoming

far more flexible than it was in the recent past. This change has both positive and negative

aspects. On the plus side, flexibility allows more freedom for workers to adjust their work life

around their personal life. On the minus side, many people now find the line between work and

personal life so blurred that they seem to be always at work.

 This feeling that work is inescapable creates stress and increases personal

conflicts. OB can help managers recognize this situation in both their own lives as well as the

lives of their workers. OB can also help by giving managers tools to help reduce that stress by

redesigning the work itself.

 Improving Ethical Behavior. In a highly competitive environment, the pressure to

bend the rules in order to produce becomes very strong. But companies must behave ethically

(meaning they must ensure their employees all act ethically) in order to survive in the long run.

Unfortunately, no standard of ethics is universally accepted, especially when a global perspective

is taken. Trying to build an ethical company is a difficult but rewarding task.
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4. Analysis of OB

OB can be examined at three levels, each with its own unique perspective.

1. Individual level. Examines foundations of individual behavior, motivation, perception,

decision-making, emotions and moods.

2. Group level. Group behavior is different from individual behavior even though groups

are made up of individuals.

3. Organization system level. Organizational behavior, while composed of both individual

and group behaviors, is more than the sum of its parts.

5. Implications For Managers

Managers, in order to be effective, must understand and work through people. OB gives

managers the tools they need to enhance their natural understanding of human behavior with

systematic analysis in order to achieve greater results.

: Foundations Of Individual Behavior

Topic Objective:

Definition/Overview:

Introduction

The most commonly described managerial problems are those that deal with people. In the past

twenty years, business schools have come to realize this truth and have added required courses in

organizational behavior. We now know that technical skills alone are insufficient for managerial

success: it is the understanding of human behavior that separates successful from unsuccessful

managers. Businesses that place a strong emphasis on taking care of their human element by

creating a supportive work environment tend to be more successful in the marketplace and

generate superior financial results.
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Key Points:

1. The field of organizational behavior

Organizational Behavior (OB) studies the influence that individuals, groups, and structure have

on behavior within organizations. The chief goal of OB is to apply that knowledge toward

improving an organizations effectiveness.

Focal points of OB are jobs, absenteeism, turnover, productivity, human performance, and

management.

2. Complementing intuition with systematic study

People develop intuitive understandings of the behaviors of other people through experience.

This experiential, common sense method of learning human behavior can often lead to erroneous

predictions. Managers can improve their predictive ability by systematically coupling their

individual experiences with those of others. The best way to do this is through the study of

organizational behavior. The important thing to remember is that human behavior is not random.

Rather, OB has shown that there are fundamental consistencies [that] underlie the behavior of all

individuals, and these fundamental consistencies can be identified and then modified to reflect

individual differences. Systematic study of behavior means: examining relationships, attempting

to attribute causes and effects, and basing our conclusions on scientific evidence- that is, on data

gathered under controlled conditions and measured and interpreted in a reasonably rigorous

manner. Intuition: your gut feelings about what makes others tick. Our goal is to teach you how

to use the systematic study of OB to enhance your intuitive understanding of behavior and

improve your accuracy in explaining and predicting behavior in the workplace.

3. Contributing disciplines to the ob field

OB is an applied behavioral science that uses the contributions from a number of related

behavioral disciplines:
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 Psychology: seeks to measure, explain, and sometimes change behavior of humans and

other animals. Psychology helps OB at the micro (individual) level.

 Social Psychology: a branch of psychology that focuses on peoples influences on each

other. Primarily focused on the implementation of change, social psychology secondarily focuses

on attitudes, communication patterns, trust, group behavior, power, and conflict. Social

psychology helps OB at the macro (group) level.

 Sociology: studies people in relation to their social environment or culture. Sociology

contributes to OB by studying organizational culture, formal organization theory,

communications, power, and conflict. This study is at the macro (group and organization) level.

 Anthropology: study of society, culture, environment, human beings and their activities.

Anthropology helps us understand differences in fundamental values, attitudes, and behavior.

Anthropology tells us things about cultures at the macro level.

4. Few absolutes in OB

People are a much more complex subject of study than any physical science. Humans are far

more variable in their reactions and reasoning than any other subject you can investigate. That is

greatest challenge and the most interesting aspect of OB.

Despite the variability and complexity, we can still discover reasonably accurate explanations of

human behavior. But those explanations must take heavily into account the situations in which

the behavior occurs. We describe situations by identifying the contingency variables or unique

aspects of those situations.

Because OB theories are so tied to contingencies you are not likely to discover direct cause-and-

effect relationships expressed in OB theories.
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: Personality And Values

Topic Objective:

Definition/Overview:

Introduction

Understanding personalities, national culture and personal values can help managers increase

organizational outcomes and better predict behavior.

Key Points:

1. Personality

Personality is the sum total of ways in which an individual reacts to, and interacts with, others

measurable traits that a person exhibits.

Personality Traits: OB studies personality traits to help managers select appropriate employees

and better match workers to jobs. Personality Traits: Characteristics that describe an individuals

behavior which are exhibited in a large number of situations. Two of the dominant approaches

for describing relevant personality traits are the MBTI and the Big Five Model. Both of these use

questionnaires to determine personality type.

2. The Myers-Briggs Type Indicator (MBTI).

This is the most widely used instrument in the world. Respondents are asked a series of

situational questions and their answers are categorized on four scales to determine personality

type.
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Four Classification Scales:

1. Extraverted/Introverted. People scoring higher on the extraverted side of the

scale are more outgoing, social and assertive while those on the introvert side are

quiet and shy.

2. Sensing/Intuitive. Sensing individuals are practical, enjoy order and are detail

oriented. Intuitive people are more big picture oriented and rely on gut feelings.

3. Thinking/Feeling. This scale is important in decision-making: thinkers use

reason and logic while feelers use emotions and their own personal values to

make decisions.

4. Judging/Perceiving. Judgers are control oriented and enjoy structure and order.

Perceivers are more flexible and spontaneous.

Sixteen Personality Types: the first letters of the name of the dominant side of each scale

(except that N is used for Intuitive) are combined to create a personality type. For instance, ENTJ

is a person who is extraverted, intuitive, thinking and judging. This type of person is called

Entrepreneur.

There are sixteen possible combinations of these four scales. These personality types are used to

determine the best match-ups in terms of friends, spouses, co-workers and the like.

Unfortunately, the MBTI has been shown to be unrelated to job performance and should not be

used as an employment selection tool.

The Big Five Model. This instrument (particularly one factor, conscientiousness) has been

shown to be positively related to job performance and might be used as an employment selection

or screening tool.

2.1 Five Factors:

2.1.1. Deals with the comfort level with relationships. Like the MBTI, this is

contrasted with introversion. Scoring high in this factor means the respondent is

more outgoing and assertive. Extraverts tend to be happy in their jobs but may be
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impulsive and absent themselves from work to take on some other, more

sensational tasks.

2.1.2.. Measures deference. High scorers are cooperative and trusting while low

scores are colder and antagonistic. Agreeable workers are less likely to be

involved in drugs and excessive drinking.

2.1.3. Conscientiousness. It measures reliability. High scorers are responsible,

organized, dependable and persistent. Low scorers are unreliable. Not

surprisingly, this is the key determinant of job performance and organizational

citizenship behavior (OCB) on the Big Five. However, conscientious people also

tend not to take risks and may find organizational change difficult to handle.

2.1.4. Emotional Stability (or Neuroticism its opposite). It measures ability to

handle stress: the more stable a person, the better he or she can handle stress.

People with high emotional stability tend to have higher life and job satisfaction.

Low emotional stability people surprisingly make better and faster decisions when

in a bad mood than do stable people.

2.1.5. Openness to Experience. It measures the range of interests and fascination

with novelty, a proxy for creativity. People who score low on this factor tend to

be conventional and enjoy familiar circumstances. People high in this factor deal

better with organizational change and are more adaptable.

3. Big Five for Job Selection

While conscientiousness is a powerful overall measure of the potential value of an employee, the

other factors can also be helpful, depending on the performance criteria and occupational group

of the vacancy. For instance, successful salespeople tend to score high in extraversion, which

makes sense as the job requires an ability to develop relationships and deal with strangers.

Major Personality Attributes Influencing OB: Certain personality attributes above and beyond

personality type do have influences on job performance and behavior.
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 Core Self-Evaluation. Positive core self-evaluators like themselves and see themselves

as being capable and in charge of situations. Two elements determine this attribute:

 Self-Esteem. An individuals degree of liking or disliking him or herself and the

perceived level of self-worth. Individuals with high self-esteem see themselves as capable and

able to influence the environment around them. Low self-esteem individuals tend to seek

external approval and often benefit from training programs.

 Locus of Control. Locus of Control is the degree to which people believe that they are

masters of their own fate. There are two types of people in this category: those with an internal

and those with an external locus of control. Internal individuals believe that they are in charge of

their own life and its outcomes; they are in control of events. External individuals think that they

have no control over their lives. They believe that luck, chance, or fate controls the outcome and

no amount of extra effort on their part will have any effect. External locus of control often

indicates a lack of confidence or negative core self-evaluation.

People with positive core self-evaluation find more satisfaction in their jobs and tend to seek jobs

that are more challenging. They feel they are control of situations and believe that any positive

outcome was the direct result of their actions. These people perform better in the job because of

their ability to set tough goals and stick with the effort required to achieve them.

4. Machiavellianism

Machiavellianism (Mach). Individuals high in Machiavellianism are pragmatic, emotionally

distant and believe that the ends justify the means. They tend to win more often, be more

manipulative and are harder to persuade than are people with low Mach.

Situational factors greatly influence the performance of high Mach individuals. Situations that

are most positively related to successful outcomes with high Mach people are those in which:

 The high Mach person must interact face-to-face rather than indirectly,

 There are a minimum of rules and regulations, and

 When emotional involvement with details is not relevant to the situation.
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 Narcissism. A person with high narcissism has a grandiose sense of his or her own

importance, requires excessive admiration, has a sense of entitlement and tends to be arrogant.

Narcissists are selfish, often difficult to work with, and may have a false sense of their

effectiveness.

5. Self-Monitoring

High self-monitors show a strong ability to adapt their behaviors to fit external, situational

factors. People with low self-monitoring tend to have high behavioral consistency while high

self-monitors can appear chameleon-like to their co-workers.

High self-monitors tend to get better performance ratings, take leadership positions, are more

mobile and take up central positions in their organizations, even though they have less

commitment to their organization.

6. Risk Taking

High-risk takers tend to make decisions faster and with less supporting information than do low-

risk takers. The need for high-risk acceptance behavior must be linked to the requirements for the

job.

7. Personality Types

There are two basic types of personalities in this model.

 Type A. These people are very competitive and have a strong sense of urgency. They

work well in moderate-to-high levels of stress. Type As are fast workers who may not be too

interested in the quality of their output. They are infrequently creative and often make poor

decisions because of their focus on time. This type of individual is highly prized in North

America but may not be seen as positively in other societies.
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 Type B. The opposite of Type A people, Type Bs have far less time urgency and less

competitive natures. Type As do better in getting hired, but the work situation itself may indicate

that a Type B person would be an overall better fit.

8. Proactive Personality.

Individuals with this type of personality tend to identify opportunities, show initiative, take

action, and persevere until meaningful change occurs. People with this personality attribute are

highly prized by organizations for obvious reasons. They are often leaders or change agents and

will challenge the status quo. Proactive people tend to have successful careers but may not be a

good match for organizations who do not value change.

9. Personality and National Culture

An important consideration in the global environment is whether or not these personality

frameworks translate well across cultures.

Big Five Model: This instrument has been used in many studies and while it does appear to

work in many cultures, the factors that get the greatest attention vary dramatically between

cultures. One environmental variable, collectivism (people prefer to act as members of groups

rather than individuals), has been shown to devalue the importance of the conscientiousness and

agreeableness factors for some cultures.

Prediction ability of the Big Five model appears to work best in individualistic cultures (the

opposite of collective cultures). The model itself has shown good predictability in the developed

nations.

Dominant Personality Types: No personality type has been shown to be dominant in any

culture. But culture does affect the personality characteristics of its population. Two of the

attributes that show this cultural basis most clearly are the locus of control and Type A

personality.
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10. Values

Values are related to personality, but they are not the same as personality. Values deal with

beliefs rather than behaviors. Values require judgment.

Values are the basic, enduring convictions that a specific mode of conduct or end-state of

existence is personally or socially preferable to an opposite or converse mode of conduct or end

state of existence.

 Attributes of Values. There are two attributes of values that can be used to rank order an

individuals values into a hierarchical value system.

 Content. This is how important the mode of conduct or end-state of existence is to the

individual.

 Intensity. This is how important this value is in relation to other values.

 Types of Values. There are two typologies for values, the Rokeach Value Survey and

work cohorts.

 Rokeach Value Survey (RVS). This instrument consists of two sets of values each with

18 value items. The sets are terminal and instrumental values.

 Terminal Values. Focuses on desirable end-states; goals a person would like to achieve.

 Instrumental Values. Lists preferable modes of behavior or means of achieving terminal

values. Results have shown that people in the same occupations or categories tend to hold similar

beliefs. This can explain some of the conflict shown when members of different categories

attempt to negotiate with each other over common concerns.

Contemporary Work Cohorts: The nature of the society in which the employee grew up also

affects values. The following are descriptions of the major cohorts of employees in the U.S.

workforce.

These cohorts, and the descriptions of them, are intuitive and should not be taken as universal

traits. Still, the observations may be useful in describing general trends in the U.S. population.

Understanding that an individuals values differ from, but tend to reflect, the societal values of the

period in which they grew up can be a valuable aid in predicting behavior.

Veterans/Traditionalists: Entered workforce during the 1950s through 1960s. They believe in

the value of hard work, maintaining the status quo, and respect authority figures. They work hard
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and are practical. There is a heavy emphasis on the RVS terminal values of a comfortable life

and family security.

Baby Boomers: The largest cohort, these people entered the workforce from 1965 through 1985.

Tend to distrust authority and place a great deal of emphasis on achievement and material

success. They are hard working pragmatists. RVS terminal values emphasized are sense of

accomplishment and social recognition.

Generation X: These employees started from 1985 through 2000. They value flexibility, life

options, and job satisfaction. Family and relationships are very important and they are very

skeptical people, especially toward authority. They like money but value increased leisure time.

Gen Xers are less willing to sacrifice for employers. RVS emphasis is true friendship, happiness,

and pleasure.

Nexters/Generation Y: Starting in 2000, the most recent cohort has high expectation and

expects meaning from their work. Very motivated by money and material possessions, Gen Yers

like teamwork but they are very self-reliant

11. Values, Loyalty, and Ethical Behavior

The perceived decline in business ethics has been linked by some authors to cohorts. The

veterans, who had high organizational loyalty, began leaving management at about the time that

ethics were seen to decline in the late 1970s. Since managerial behaviors are one of the strongest

influencers of organizational ethics, changing from a loyal cohort to one more driven by their

own needs, (i.e., the baby boomers), may explain the drop in ethical standards. It is possible that

standards will rise when Generation X managers take over as they value loyalty in relationships.

12. Values across Cultures

There are two main frameworks that can be used to better understand the differences in cultures

and thereby better predict behavior of employees from those cultures.
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Hofstedes Framework for Assessing Cultures: Examines five value dimensions of national

culture. While there are many criticisms of this framework, it is one of the most widely read and

accepted in OB.

Power Distance: The degree to which people accept that power in institutions and organizations

is distributed unequally. High power distance means that great inequities in power and wealth are

tolerated. Low power distance cultures stress equality and upward opportunities.

Individualism/Collectivism: is individualistic cultures primarily value the individual while in

collective societies; the group is the dominant value.

Masculinity/Femininity: is the value a culture places on traditional gender roles. Masculine

societies have men dominating society and separate roles for men and women. Feminine cultures

value equality among the sexes.

Uncertainty Avoidance: is the degree to which people in a culture prefer structured over

unstructured situations. High uncertainty avoidance cultures are anxious over ambiguity and

uncertainty, they emphasize law and controls. Low cultures accept a greater variety of opinion

and higher levels of risk while relying less on rules.

Long-Term/Short-Term Orientation: Degree of long-term devotion to traditional values.

Long-term cultures are future-oriented and value tradition. Short-term cultures are

immediate and accept change more readily.

Global Leadership and Organizational Behavior Effectiveness (GLOBE) Framework for

Assessing Cultures: A relatively recent program of research, this framework uses nine

dimensions of national culture. It can be seen as an extension of Hofstedes framework.

Assertiveness: The extent to which people are encouraged to be tough, confrontational,

assertive, and competitive.

Future Orientation: The extent to which future-oriented behaviors are encouraged and

rewarded.

Gender Differentiation: is the extent to which society maximizes gender differences.
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Uncertainty Avoidance: Reliance on social norms and procedures to remove uncertainty.

Power Distance: is the degree to which unequal power is acceptable.

Individualism/Collectivism: The degree to which individuals are encouraged to be integrated

into groups.

In-Group Collectivism: Extent to which people take pride in membership in small groups

(family, friends, and work organizations).

Performance Orientation: is the degree to which group members are rewarded for performance

improvement and excellence.

Humane Orientation: The degree individuals are rewarded for fair, generous, and altruistic

behaviors.

13. Linking an Individuals Personality and Values to the Workplace

Managers have become concerned with matching both the personality and the values of an

employee with those of the organization. The hope is to identify workers who are both flexible

and committed to the organization.

Hollands Personality-Job Fit Theory. Holland identified six personality types and proposed

that job satisfaction and propensity to leave depend on how well the job and personalities are

matched (congruency). Social individuals belong in jobs requiring social skills and so on.

The six personality types (or fields in Hollands terminology) are laid out on a hexagon. Fields

that lie adjacent to each other are similar; those diagonally opposite are highly dissimilar.

Appropriate jobs for that personality (that is, those jobs that are congruent to the field) are listed

either within the fields segment of the hexagon or in a separate document.

Person-Organization Fit: Similar, but broader to the Person-Job fit discussed earlier in the text,

the understanding that a person must be a good match to the organization itself has become
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increasingly important to managers. This concept argues that employees are more likely to leave

an organization when their personalities do not match the organizational culture rather then when

their skills or personalities are a good match with a particular job.

The alignment of an employees personality and values with an organizations culture is positively

related to increased job satisfaction, lower turnover and higher organizational commitment. By

testing and selecting based on this concept, managers can increase organizational outcomes.

Some general rules, using Big Five terminology are:

 If the organizations culture is aggressive and team-oriented, hire people high in

extraversion.

 If the organizations culture is supportive, hire people high in agreeableness.

 If the organizations culture is innovative, hire people high in openness to

experience.

14. Implications for managers

Personality: Managers need to evaluate the job, the work group, and the organization in order to

determine what the optimum personality would be for a new employee.

Values: While values dont have a direct effect on behavior, they do strongly influence attitudes,

behaviors and perceptions, so knowing a persons values may help improve prediction of

behavior.

Additionally, matching an individuals values to organizational culture can result in positive

organizational outcomes.
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: Perception And Individual Decision Making

Topic Objective:

Definition/Overview:

Introduction

This topic examines perception and the influences on perception. It continues with an exploration

of how individuals make decisions and how perception can influence those decisions.

Key Points:

1. Perception

The world as it is perceived is the world that is behaviorally important.

Perception: A process by which individuals organize and interpret their sensory impressions in

order to give meaning to their environment.

2. Factors Influencing Perception

 Perceiver: the person who perceives. An individuals attitudes, personality, motives,

interests, past experiences, and expectations all filter and modify what is perceived.

 Target: the object being perceived. Characteristics of the target will affect how it is

perceived. Things that are bright, shiny, loud, or unusual are far more likely to be noticed.

 Situation: the context in which the perception is made. The relationship of the target to its

background influences perception as does the human trait of grouping similar things together.

The background (time, location, light, heat) can influence the extent of perception of a target.
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3. Person Perception: making judgments about others

OB is concerned with people perception because how people see each other can, in large part,

determine how well these individuals can work together and indicate an organizations level of

potential conflict.

Person Perception: the perceptions people form about each other.

 Attribution Theory. People make inferences about the actions of other people and these

explanations of behavior can color perception as well and influence managers abilities to predict

behavior. In attribution theory, perceivers try to determine if the target persons behaviors were

internally or externally caused. Perceivers try to attribute the behavior to cause.

 Internally Caused Behaviors. Behaviors that are believed to be under the personal

control of the individual.

 Externally Caused Behaviors. Behaviors that are believed to be outside of the personal

control of the individual. The person is forced into the behavior by outside causes.

4. Three Factors that Differentiate Internally from Externally Caused Behaviors.

 Distinctiveness. The level of uniqueness of the behavior of the target individual.

Distinctive behaviors tend to be judged as external while behaviors with low distinctiveness are

considered internal.

 Consensus. The degree to which everyone behaves in a certain way in a given situation.

If high consensus is evident, (everyone is acting in a similar fashion) the behavior is considered

externally caused. But in low consensus situations, (target is acting in a dissimilar fashion) the

behavior is judged as being internal.

 Consistency. The degree to which the target person responds in essentially the same

fashion over time. High consistency is associated with internal causes while low consistency is

judged to be caused externally.

 Fundamental Attribution Error. The tendency to underestimate the influence of external

factors and overestimate that of internal factors.
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 Self-Serving Bias. A variant of fundamental attribution error, this error occurs when

individuals overestimate their own (internal) influence on successes and overestimate the

external influences on their failures.

5. Frequently Used Shortcuts in Judging Others.

Uniquely assessing and interpreting behavior in each instance of occurrence is time consuming

and difficult. As a result, people tend to develop shortcuts to their understanding of others. This

natural tendency is often prone to error and can lead to prejudice (literally judging before the

facts are known).

 Selective Perception. The mental filtering of incoming stimuli to reduce it to a

manageable level. The filters can be based on interests, background, experience, and attitudes.

Selective perception can effectively block a perceiver from observing a behavior or a target.

 Halo Effect. Drawing an overall impression based on a single characteristic. Extreme in

situations where:

 Behavioral traits are ambiguous,

 Behavioral traits have moral overtones, or

 The perceiver has limited experience in judging those behavioral traits.

Halo effects can falsely enhance or reduce the perceived overall characteristics of an individual.

 Contrast Effect. An effect based on the situation, specifically how much the target differs

from those objects that surround it. Like halo effects, this shortcut can lead to false perception of

the characteristics of an individual.

 Projection. Distortions that come from projecting ones own characteristics on to other

people. This shortcut makes the world a more homogeneous place than it really is by reducing

the perceivers ability to discern individual differences.

 Stereotyping. Judging an individual based on the perception of a group to which the

target belongs. This shortcut can block perception of an individual who is acting outside of the

perceived typical group behavior.
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6. Link between perception and individual decision making

Every decision requires some degree of interpretation and evaluation of information. The

decision makers perceptions will select and limit what information is both sought and used.

Biases and perceptual distortions may well skew both the analysis and conclusions.

Decisions: choosing from among two or more alternatives.

Problem: a discrepancy between some current state of affairs and some desired state that requires

a person to consider alternative courses of action.

7. How should decisions be made?

In the rational decision-making process, we have the theoretical method for optimal decision-

making. However, as will be seen in the next section, theory most often gives way to expediency.

Still, knowing the best way to make a decision can help people make better decisions even in

situations where the full-blown process may not be suitable.

Rational: making consistent, value-maximizing choices within specified constraints.

 Rational Decision-Making Model. This model has six steps that lead to an optimal

solution.

 Defining the problem. One of the most critical steps, incorrectly defining the

problem or identifying the wrong problem is a frequent cause of poor decision-

making.

 Identify decision criteria. Decision-makers must determine the relevant criteria

that will influence the solution. This is where perception can be a strong

influence.

 Weight the previously identified criteria. In order to prioritize and balance the

criteria, they must be given weightings: rarely are all criteria of equal importance

to the decision.

 Generate possible alternatives. Listing (not assessing) all of the possible ways in

which the problem can be solved.
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 Rate each alternative upon each criterion. This step requires decision makers to

critically analyze and evaluate each alternative against the identified and weighted

criteria.

 Computing the optimal decision. Ranking the rated alternatives and selecting the

alternative with the highest score.

Assumptions of the Rational Decision-Making Model: One of the reasons that this model is

rarely fully utilized in the real world is because the assumptions are almost never all met.

Problem clarity: The problem is assumed to be clear and unambiguous and the decision maker

has complete knowledge of the situation.

Known options: The decision maker can identify all relevant criteria and alternative solutions

along with their possible consequences.

 Clear preferences. The assumption is that when all of the criteria are

weighted and the alternatives ranked, there will be one clear best solution.

 Constant preferences. The criteria and their weightings are stable over time.

 No time or cost constraints. It is assumed that the decision maker has all the

information, all the time in the world to make an optimal decision, and an

unlimited budget to solve the problem.

 Maximum payoff. The decision maker will always choose solely based on

perceived value and always will select the best (highest) valued solution.

8. Improving Creativity in Decision Making.

Creativity is the ability to produce novel and useful ideas. Creativity is necessary in decision

making for a number of reasons: it can help in identifying alternatives that may not be readily

apparent and may provide a better appraisal of the problem itself.
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Creative Potential: Everyone is creative to some degree. People who are open to experience,

intelligent, independent, risk takers, tolerate ambiguity and persevere in the face of frustration

tend to be very creative. Even if a person is not naturally creative, that individual can be trained

to be more creative.

Three-Component Model of Creativity: In order to stimulate employee creativity, the

following model can be used successfully. The more a manager can build up each of these three

components, the more likely the employees will be creative.

 Expertise. Knowledge is the basis for all creative work. This component

is improved by increasing individual abilities, knowledge, proficiencies,

and gaining expertise through similar experiences in the field.

 Creative-Thinking Skills. Defined as having the correct personal

characteristics, the ability to use analogies, and the talent to see the

familiar in a different light. Analogies allow managers to apply existing

ideas into different situations.

 Intrinsic Task Motivation. The desire to work on something because it is

interesting, involving, exciting, satisfying or personally challenging. This

motivational component is what turns creative potential into actual

creative ideas.

 Work environment significantly effects this creative motivation.

Environments that foster the open flow of ideas, fair and constructive

judgments of ideas, rewards and recognizes creative work, provides

sufficient resources, some freedom in the method to accomplish tasks, and

supportive supervisors tend to result in the highest levels of employee

creativity.

9. How are decisions actually made in organizations?

Most decisions in organizations are not made with the rational decision-making model, again

because the assumptions simply do not reflect the reality of a business environment. As a result,

the process is often shortened and the search limits for solutions become much more prescribed.
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Bounded Rationality: This concept deals with minimizing options and limiting scope to make a

problems solution more manageable. In this situation, the optimum solution can only be found

through luck because not all possible solutions and criteria are used. Instead, a satisfactory

solution (it will work/it is good enough) is determined at a much lower cost and in much less

time.

Satisficing: Choosing solutions that are satisfactory and sufficient but not typically optimal.

Managers operating under bounded rationality still use rational procedures, but they use

simplified models and constructs to make the situation less complex. Each of the rational

decision-making steps are taken, but with much less rigor. Once a single satisfactory solution is

determined, the search for an answer stops. Decisions in bounded rationality tend to be almost

habitual in the sense that they will be very close to already accepted solutions for past problems.

Common Biases and Errors: Decision makers typically allow systematic biases and errors to

influence their judgment. As with the perceptual shortcuts mentioned earlier, these come from a

desire to reduce the time and effort necessary to make a decision. These biases can cause

managers to make decisions that are far from rational.

 Overconfidence Bias. People often believe they are more correct than they actually are.

Typically, the more experience a decision maker has in the area of the decision, the lower

the overconfidence bias becomes. The less experience, the higher the overconfidence.

 Anchoring Bias. The tendency to fixate on initial information and fail to adjust initial

views based on subsequent data.

 Confirmation Bias. A specific case of selective perception: decision makers seek and

affirm data that confirms their solution but ignore and criticize data that contradicts their

solution.

 Availability Bias. Judging situations based primarily on readily available data rather than

seeking out additional information. Emotional, vivid and recent events take on an

unrealistic emphasis in this bias.

 Representative Bias. The tendency to assess the likelihood of an event or outcome by

inappropriately considering the current situation as identical to (representative of) past

situations.
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Escalation of Commitment: The error of staying with a decision even when there is clear

evidence it is wrong. People who have made a bad decision tend to escalate their commitment to

the bad decision rather than admitting error.

 Randomness Error. The tendency to believe that the outcomes of random events

can be predicted. Can impair judgment when imaginary patterns are created from random events

causing superstitions.

 Hindsight Bias. The tendency to falsely believe after an event has already

occurred, that it could have been accurately predicted beforehand.

Intuition: Intuitive decision-making can be a complementary method to use with rational analysis

to make better decisions. Intuitive decision-making is often based on pattern recognition, a skill

that can only be honed through experience. Experienced intuitive decision makers can recognize

patterns quickly and determine the appropriate solution in a very short period of time despite

having limited information. Intuitive Decision Making: an unconscious process created out of

distilled experience.

Eight Conditions for Intuitive Decision Making: When the following conditions occur, people

are more likely to decide through intuition rather than rational thought.

1. High level of uncertainty.

2. Few precedents.

3. Variables are not very predictable.

4. Facts are limited.

5. Facts dont point the way.

6. Analytical data is of little use.

7. Several plausible alternatives exist.

8. Time is limited and pressure is high.
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Individual Differences: Just as with bounded rationality, biases, errors, and intuition, individual

differences cause deviations from the rational model. Here are just two of these variables.

Personality: While the relationship is not well known, it appears that personality traits do affect

decision-making. Achievement-striving and dutifulness (two facets of the trait

conscientiousness) had opposite effects: achievers tended to escalate commitment while dutiful

people reduced their commitment. Achievers do not wish to fail and thus escalate to forestall

failure. Dutiful people are more concerned about the good of the organizational and less

concerned about appearing to fail personally, so they tend to de-escalate.

Gender: Women, in general tend to over-think problems (ruminate) more than do men and will

re-rash decisions more often. Women are also twice as likely to be depressed, a situation that

makes decision-making more difficult.

While many theories are brought forward for this gender difference, no one theory appears to

fully accepted. The tendency to ruminate starts when girls are young, but the differences

minimize with age (after age 65 rumination levels between the genders are about the same).

Organizational Constraints: There are many ways in which the organization itself can make a

manager deviate from the rational model. These constraints include the following:

 Performance Evaluation. Managers decision-making is heavily influenced by the

criteria on which they are evaluated.

 Reward Systems. Influences decision makers by suggesting to them what choices

are preferable in terms of personal payoff.

 Formal Regulations. In the hope of standardization and efficiency, many

organizations create rules, regulations and policies to constrain the managers ability to make

decisions.

 System-Imposed Time Constraints. Most managerial decisions must be made

quickly. This time constraint makes it extremely difficult to do any major information gathering

prior to the deadline for the decision.

 Historical Precedents. Past decisions can often cause current restraints, either as

commitments that must be kept or as indicators of acceptable decisions within the organization.
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Cultural Differences: As discussed earlier in the text, culture has a great impact on behavior,

and this is also true in decision-making. Cultural background can influence the timing and

selection of problems; the depth of required analysis; whether or not logical processes are used;

and whether or not to use teams and groups in the decision-making process.

10. Ethics and Decision Making

In todays environment, the need for making ethical decisions is paramount. The text provides

three ethical frameworks from which to make, and assess, decisions.

Three Views of the Criteria for Ethical Choices:

 Utilitarianism. This viewpoint makes ethical decisions based solely on the

outcome or consequences. The goal is the greatest good for the greatest number. This is the

dominant ethical viewpoint in U.S. businesses. It promotes effectiveness but may result in

ignoring the rights of people whose views are in the minority.

 Rights. The theory of rights view of ethics is that decisions must respect the rights

of others. Whistleblowers (people who report unethical behavior in their firms) would be

protected under this view because of their freedom of speech. This view is consistent with a

democratic system, but can result in an overly legalistic work environment, which can hurt

effectiveness.

 Justice. The justice view of ethics focuses on fairness, impartiality and an

equitable distribution of both costs and benefits. Union members tend to follow this view of

ethics. This view can help the underdog but may encourage a feeling of entitlement that will

reduce risk taking and lower productivity.

11. Implications for Managers

 Perception. To know how to anticipate behavior in order to influence productivity,

managers must understand that the reality to which their employees are reacting is based on their

own perceptions.
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 A managers task is to understand employee perceptions and when those perceptions are

misaligned with reality, try to bring them back in alignment. Failure to do so will result in higher

turnover, absenteeism, as well as lower job satisfaction.

Suggestions for Individual Decision Making

 Analyze the situation. Find out what the organization and/or national culture values are

and how those values influence your decision-making style. When in conflict, adjust your

style.

 Be aware of biases. Minimize the impact of these.

 Combine rational analysis with intuition. By using both approaches together, the quality

of your decisions will rise.

 Try to enhance your creativity. Go out of your way to find novel solutions and

approaches. Make a creative environment of your workplace to the greatest extent you

can.

In Section 2 of this course you will cover these topics:
Motivation Concepts

Motivation: From Concepts To Applications

Emotions And Moods

You may take as much time as you want to complete the topic coverd in section 2.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.
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: Motivation Concepts

Topic Objective:

Definition/Overview:

Introduction

Motivation is a problem in the U.S. workforce. Poorly motivated workers express themselves

through detrimental behaviors such as absenteeism and high turnover. It is important that

motivational theories are understood and applied in the workplace.

Key Points:

1. Motivation

Motivation: the processes that account for an individuals intensity, direction, and persistence of

effort toward attaining a goal, specifically for OB, toward attaining an organizational goal.

 Intensity: how hard a person tries to meet a goal.

 Direction: efforts are channeled toward organizational goals.

 Persistence: how long a person maintains effort toward a goal.

2. Early Theories of Motivation

Maslows Hierarchy of Needs Theory: In this, perhaps best known (and least supported) of all

motivational theories, Abraham Maslow proposed that there are five levels of human needs. As

each of the lower level needs are satisfied, the next unsatisfied need becomes dominant. Satisfied

needs no longer motivate, only unsatisfied needs motivate people.

 Physiological: lower order need, includes hunger, thirst, shelter, sex, and other

bodily needs. Lower order needs are satisfied externally, through forces outside of the person.

 Safety: lower order need, includes security and protection from physical and

emotional harm.
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 Social: upper order need, includes affection, belongingness, acceptance, and

friendship. Upper order needs are satisfied internally, that is, from within the person.

 Esteem: upper order need, includes internal (self-respect, autonomy, and

achievement) and external (status, recognition, and attention) esteem factors.

 Self-actualization: upper order need, defined as the drive to be all one can be it

includes growth, achieving ones potential, and self-fulfillment.

McGregors Theory X and Theory Y: Douglas McGregors theory proposed that there were two

basic views of human nature, one essentially negative (Theory X) and the other positive (Theory

Y). Which view a manager believed was true would give that manager a pre-set series of

assumptions and related behaviors.

Theory X: In this negative view of human nature, workers are basically lazy and need firm

guidance. The assumptions related to Theory X are:

 Work Avoidance. Employees dislike work and so will try to avoid it.

 Need for Control. Since employees dislike work, they must be coerced,

controlled, or threatened with punishment to get them to achieve organizational

goals.

 Avoidance of Responsibility. Workers seek formal direction and dislike taking

responsibility.

 Security is Paramount. Employees value security above all else and display little

ambition.

In Maslows terms, a Theory X viewpoint means that lower-order needs dominate individual

needs. Theory X managers tend to be very directive, are seen as harsh and unbending, and will

often be accused of micro-management.

Theory Y: In this positive view, employees are willing workers who actively seek responsibility.

The underlying assumptions are:
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 Work as play. Work is as natural as play or rest.

 Commitment. When employees are committed, they will exercise self-direction

and self-control.

Accepting Responsibility: Workers accept, and will even seek, responsibility.

Innovation is Common. The ability to make innovative decisions is widely disbursed throughout

the population; it does not only exist in the managerial ranks.

In Maslows terms, a Theory Y viewpoint means that higher-order needs dominate individual

needs. Managers who hold to this view tend to use participative decision-making, create

responsible and challenging jobs, and build good group relations in an attempt to motivate

employees.

Unfortunately, as with Maslows theory, there is no research evidence that either view of human

nature is valid or that taking actions based on Theory Y will increase motivation in workers.

Herzbergs two-Factor (Motivation-Hygiene) Theory: Frederick Herzberg proposed that an

individuals relation to work is basic and that ones attitude toward work can very well determine

success or failure. In other words, things that people feel good about at work are motivating and

those things they dont feel good about are de-motivating.

In his research, Herzberg realized that the opposite of satisfaction is not dissatisfaction; rather

there are two different factor scales, one ranging from satisfaction to no satisfaction and the other

from dissatisfaction to no dissatisfaction. When he related a number of workplace factors against

these two scales, he realized they were very different concepts. He called the first set of factors

motivation factors and the second hygiene factors.

Hygiene Factors: These workplace factors, when not met, lead to job dissatisfaction. When they

are met, they do NOT lead to job satisfaction, but rather, to a lack of dissatisfaction. So, meeting

hygiene factors does NOT increase motivation, it merely placates the workers. Hygiene factors
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include quality of supervision, pay, company policies, physical working conditions, relations

with others, and job security.

Motivation Factors: These are intrinsically rewarding factors in the work environment such as

promotion and personal growth opportunities, recognition, responsibility, and achievement.

Meeting these factors will increase motivation by creating a satisfying work environment.

As with the other two main motivational theories, this very popular theory is also not well

supported in the research literature. There are many criticisms of the Two-Factor Theory, mostly

dealing with the methodology Herzberg used in his initial studies.

3. Contemporary Theories Of Motivation

Unlike the historic theories of motivation, these contemporary theories of motivation do have a

reasonable degree of supporting documentation. It is important to remember that these are still

theories. None of these has been totally proven to be true.

McClelland's Theory of Needs:

David McClelland created a theory based on three needs:

 Need for Achievement (nAch): the drive to excel and to achieve in relation to a

set of standards. Achievers seek rapid feedback on performance, they like tasks of

intermediate difficulty, and they accept personal responsibility for success or

failure.

 High achievers tend to be successful entrepreneurs. However, having a high need

for achievement does not necessarily mean the person would be a good manager

for larger organizations, as his or her desire for recognition supersedes his or her

concern for the organization.

 Employees with low achievement needs can be trained to increase their need for

achievement.
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 Need for Power (nPow): the need to make others behave in a way they would not

have behaved otherwise. People with high power needs feel they have to have an

impact or be influential with other people. They prefer to be placed into

competitive and status-oriented situations. High power people are more concerned

with prestige and gaining influence over others than with effective performance.

 Need for Affiliation (nAff): the desire for friendly and close interpersonal

relationships. Affiliates strive for friendship, prefer cooperative situations, and

desire friendships with a high degree of mutual understanding.

The best managers appear to be those with a high need for power, and a low need for affiliation.

Cognitive Evaluation Theory:

This theory proposes that the introduction of extrinsic rewards, such as pay, tends to decrease

overall motivation. This is because the intrinsic reward of the work itself declines in the face of

extrinsic rewards.

One of the implications of this theory is that a truism in management, pay or other extrinsic

rewards should be tied to effective performance, is false. This technique will actually decrease

the internal satisfaction the employee receives from doing the job. Therefore, the cognitive

evaluation theory suggests that an individual's pay should be non-contingent on performance, in

order to maintain maximum intrinsic motivation.

This is not a hard and fast rule, however. The type of rewards makes a difference. Verbal

rewards are intrinsic and can increase intrinsic motivation, while tangible rewards, such as pay,

undermine it. Managers should provide intrinsic rewards in addition to any extrinsic incentives in

order to make employees more motivated.

Goal-Setting Theory: This theory studies the effects goal specificity, challenge, and feedback has

on performance. The study of goal setting has created the following general rules:

 Specific goals produce a higher level of output than do generalized goals.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

35
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



 Typically, the more difficult the goal, the higher level of performance, assuming

that goal has been accepted by the employee. This is because:

 Difficult goals focus attention on the task and away from distractions.

 Difficult goals energize employees.

 Difficult goals tend to make people persist in efforts toward attaining them.

 Difficult goals force employees to discover strategies to help them perform the

task or job more effectively.

 Feedback is important in goal-setting theory, especially self-generated feedback.

 The question of whether participative goal-setting increases motivation has not

yet been resolved. The assumption is that when employees are involved in setting

the goals, they have greater buy-in and therefore will have a higher level of

commitment.

 Commitment: when an individual believes that he or she can achieve a goal and

wants to achieve it.

 Contingencies in goal-setting theory:

 Goal commitment increases when goals are made public, when the individual has

an internal locus of control, and when goals are self-set rather than assigned.

 Goals are better in terms of performance on simple rather than complex tasks,

when tasks are familiar, and when they are accomplished by a single individual.

 Goal-setting theory is culture-bound. It is important that the key components of

goal-setting theory match the culture traits.

Management by Objectives:. To formalize goal-setting theory into an organization one of the

more effective ways to do this is through management by objectives or MBO. Management by

objectives emphasizes participatively set goals that are tangible, verifiable, and measurable.

MBO operationalizes the concept of objectives by devising a process by which objectives

cascade down through the organization. The result of MBO is a hierarchy of objectives that build

toward organizational objectives. It also provides specific performance goals for individuals.
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 Four ingredients common to MBO programs:

 goal specificity,

 participation in decision-making,

 An explicit time period, and

 performance feedback.

 MBO and Goal-Setting. The primary difference between MBO programs and

goal-setting theory relates to the issue of participation. MBO strongly advocates

it, while goal-setting theory demonstrates that having managers assign goals is

usually just as effective.

 Primary Reasons for MBO Failure. MBO failure can come from cultural

incompatibility or the following internal organizational issues:

 unrealistic expectations regarding results,

 lack of commitment by top management, and

 an inability or unwillingness by management to allocate rewards based on goal

accomplishment.

4. Bandura's Self-Efficacy Theory

Bandura's Self-Efficacy Theory (also known as "social cognitive theory" or "social learning

theory"). Typically, people with high self-efficacy respond better to challenges and negative

feedback than those with low self-efficacy.

Goal-Setting Theory and Self-Efficacy Theory Complement Each Other:

When managers set difficult goals for employees, this leads employees to have a higher level of

self-efficacy and they set higher goals on their own. This is because when managers set difficult

goals for people, it communicates their confidence in those people.

Four Ways to Increase Self-Efficacy:

1. Enactive Mastery: gaining relevant experience with the task or job. The most

important source of increasing self-efficacy.
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2. Vicarious Modeling: becoming more confident, because another person is

observed doing the task. Most effective when the observer and the target are perceived to

be very similar.

3. Verbal Persuasion: confidence gained because another person convinces the target

individual of the target's abilities.

4. Arousal: an energized state, which may drive a person to complete a task. Not

always effective in tasks that require detail-orientation or finesse.

Personality and Intelligence:\ While not part of self-efficacy theory, intelligence,

conscientiousness, and emotional stability have all been shown to increase self-efficacy. In fact,

the relationship is so strong that some researchers believe that self-efficacy itself is merely a

reflection of the effects of a highly confident personality.

Adams' Equity Theory:

This view holds that motivation can be affected by the comparisons employees make of their job

inputs (effort, experience, education, confidence) and the job's outcomes (salary levels, raises,

recognition) relative to the inputs and outcomes of other employees. If the ratios of inputs to

outputs are roughly equal between employees, a state of equity is said to exist. The situation is

perceived to be fair.

However, when the ratios are seen as unequal, employees may experience tension and emotion.

Employees who believe they are under-rewarded may be angry, while those who feel they are

over-rewarded might feel guilty. This emotional tension provides the motivation to do something

to correct the situation.

Referent Comparisons: The individuals that the employees compare themselves to (their

referents) can vary widely. The four basic comparisons are:
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 Self-Inside: an employee's own experiences in a different position within the

current organization.

 Self-Outside: an employee's experiences in the situation or position outside the

current organization.

 Other-Inside: other individuals within the current organization.

 Other-Outside: other individuals outside the employee's current organization.

Four Moderating Variables: The selection of which referent to use in comparison will depend

upon four moderating variables.

1. Gender. Both genders prefer same-sex comparisons.

2. Lengths of Tenure. Employees with little experience in the current organization

will tend to use their own personal experiences, while employees of long tenure

will tend to use coworkers as referents.

3. Level in the Organization. Upper-level employees tend to make other-outside

comparisons more often than do lower-level employees.

4. Amount of Education or Professionalism. The higher the educational level of the

employees, the more likely they are to use other-outside comparisons.

Six Choices in Conditions of Perceived Inequity: When motivated to change an inequitable

situation, employees have six basic choices to relieve the tension.

 Change their inputs.

 Change their outcomes.

 Distort perceptions of self.

 Distort perceptions of others.

 Choose a different referent.

 Leave the field.

Equity Theory and Pay:

The following prepositions are based on equity theory under conditions of inequitable pay. The

purpose of each of the prepositions is to bring the ratios back into balance.
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 When paid based on time (hourly wages or salary), over-rewarded employees will

produce more than will equitably paid employees.

 When paid by quantity of output (piecework), over-rewarded employees will

produce fewer, but higher-quality, units than will equitably paid employees.

 When paid based on time, under-rewarded employees will produce less output or

output of poorer quality.

 When paid by the piece, under-rewarded employees will produce a large number

of low quality units in comparison with equitably paid employees.

Research has shown that overpayment does not have a very significant effect on behavior in

most work situations and that not all people are equally equity sensitive.

5. Justice and Equity

Equity is closely tied to a desire for fairness and fairness is normally associated with justice.

There are a number of views of justice that relate to equity theory.

 Distributive Justice. The historical type of justice used in equity theory, distributive

justice is the perceived fairness of the amount and allocation of rewards among individuals. This

form of justice is most strongly related to satisfaction with outcomes and organizational

commitment.

 Organizational Justice. In this, more recently accepted view of justice, justice is the

employees overall perception of what is fair in the workplace. The key element in organizational

justice is perception, and since we've already learned that perception is a highly individual

process, it should be obvious that judgments of fairness in organizations can vary significantly

between individuals.

 Procedural Justice. This view of justice focuses on the fairness of the process used to

distribute rewards. The two key elements of procedural justice are:
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1. Process Control: the opportunity to present one's point of view about desired

outcomes to decision-makers.

2. Explanations: the clear reasons given to a person by managers for the outcome.

 In the absence of distributive justice, research has shown that procedural justice

becomes more important to employees. This form of justice is most strongly related to

job satisfaction, employee trust, turnover, job performance, and citizenship behaviors.

 Interactional Justice. Defined as the individual's perception of the degree to which he or

she is treated with dignity, concern, and respect. This is a more interpersonal view of

justice, normally related directly between supervisor and employee.

To promote fairness in the workplace, managers should consider openly sharing information on

how allocation decisions were made, following consistent unbiased procedures, and engaging in

similar practices to increase the perception of procedural justice.

6. Vroom's Expectancy Theory. This widely accepted explanation of motivation deals with a

coupling of three beliefs. The belief that (1) effort will lead to a good performance appraisal, (2)

good appraisals will lead to organizational rewards, and (3) organizational rewards will satisfy

the employee's personal goals. The relationship between these three beliefs and the strength of

the links between them are the focus of this theory.

The Three Key Relationships:

 Effort-Performance Relationship. Defined as the probability perceived by

the individual that exerting a given amount of effort will lead to successful

performance. If the employee believes that effort will not result in successful

performance or that the performance will not be accurately reflected in the

performance appraisal, little effort will be expended.

 Performance-Reward Relationship. The degree to which the individual

believes that performing at a particular level will lead to the attainment of a

desired outcome. Unless the relationship between strong performance
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appraisals and rewards is clear, little effort will be expended to achieve those

high appraisal marks.

 Rewards-Personal Goals Relationship. The degree to which organizational

rewards satisfy an individual's personal goals or needs and the attractiveness

of those potential rewards for the individual. Unless organizational rewards

are tailored to individual employee wants and needs, they will not be very

motivational and little effort will be expended.

While the research results are mixed, there is some support for this theory. It may be considered

somewhat idealistic, considering the current realities of the workplace.

7. Motivation Theories are often culture-bound

It must be noted that most motivational theories have been developed in the United States; based

on, and for, Americans. Other cultures that do not share the cultural traits of the United States

may not find these theories very useful.

 Maslow's Needs Hierarchy. In cultures that do not share American traits, the hierarchical

order of needs may be out of sequence.

 McClelland's Three Needs Theory. The need for achievement presupposes certain

cultural characteristics such as moderate degree of risk acceptance and a concern with

performance. These two cultural characteristics are not universal, and therefore the need for

achievement may not be as powerful in other cultures.

 Adams' Equity Theory. This theory is very closely tied to American pay practices and

may not be relevant in collectivistic or socialistic cultures in which there is more of a sense of

entitlement or the desire to be paid based on need rather than performance.

 Hertzberg's Two-Factor Theory. This theory does show some cross-cultural consistency.

The desire for interesting work, growth, achievement, and responsibility, all intrinsic motivation

factors in Hertzberg's theory, do seem to be supported across a number of cultures.
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8. Implications for managers

An important consideration for managers when reviewing these motivational theories is to

determine their relevance, which outcomes they are measuring or influencing, and their relative

predictive power.

 Need Theories (Maslow, Hertzberg, and McClelland). In general, need theories are not

very valid explanations of motivation. Managers should use the more recent theories of

motivation.

 Goal-Setting Theory. This theory is very effective in explaining productivity. However, it

does not address absenteeism, turnover, or satisfaction.

 Equity Theory/Organizational Justice. While this theory does address a number of

managerial concerns, the primary aid to managers is an understanding of the concept of

organizational justice.

 Expectancy Theory. A relatively powerful tool to explain employee productivity,

absenteeism, and turnover. However, it may not be directly applicable as many of its

assumptions, similar to those of the rational model of decision-making, are not very realistic. The

theory is best used in explaining employee productivity increases in jobs that are at higher levels

of the organization and/or are more complex in nature.

: Motivation: From Concepts To Applications

Topic Objective:

Definition/Overview:

Introduction

Simply knowing about motivational theories is not enough to make managers effective.

Managers must be able to apply these theories in the workplace to increase worker motivation.
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Key Points:

1. Motivating By Changing the Nature Of The Work Environment

One of the most effective ways to increase motivation in the workplace is to design jobs with

motivational theories in mind.

Job Design: the way the elements in the job are organized.

The Job Characteristics Model (JCM): Designed by Hackman and Oldham, the JCM proposes

that any job can be described in terms of five core job dimensions:

 Skill Variety: described as the degree to which the job requires a variety of different

activities so the worker can use a number of different skills and talents.

 Task Identity: this is the degree to which the job requires completion of a whole and

identifiable piece of work.

 Task Significance: the degree to which the job has a substantial impact on the lives or

work of other people.

These first three characteristics make up the factor called experienced meaningfulness. If

experienced meaningfulness exists in a job, the model predicts that the incumbent will view the

job as being important, valuable, and worthwhile.

 Autonomy: the degree to which the job provides substantial freedom, independence, and

discretion to the individual in scheduling the work and determining the procedures to be

used in carrying it out. Jobs that possess autonomy give employees a feeling of personal

responsibility for the results.

 Feedback: the degree to which carrying out the work activities required by the job results

in the individual obtaining direct and clear information about the effectiveness of his or

her performance. Jobs that provide feedback lets employees know how effectively they

are performing.

1.2. Organizational Outcomes: According to the JCM model, designing jobs properly

with these five dimensions provides individuals with internal rewards. This occurs
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because feedback allows individuals to learn (knowledge of the results) that they

personally (experienced responsibility) have performed well on a task that they care

about (experienced meaningfulness). The more these three psychological states are

present, the greater will be the employee's motivation, performance, and satisfaction.

Well-designed jobs also tend to lead to lower absenteeism and turnover.

1.3. Growth as a Moderating Factor. The individual employees growth need (the

employee's desire for self-esteem and self-actualization) modifies the effects of these five

dimensions. Typically, workers with a high growth need respond better to JCM job

enhancements than those with low growth needs.

1.4. Motivating Potential Score (MPS). The core JCM dimensions can be combined

into a single predictive index, the MPS. The MPS is calculated by taking the value for

experienced meaningfulness (the average of the skill variety, task identity, and task

significance values) and multiplying it by the value for autonomy and the value for

feedback. Jobs with high motivating potential must be high on both autonomy and

feedback and on at least one of the three factors of experienced meaningfulness.

1.5. Research Results. Most evidence supports the general framework of the JCM model

and the theory that supports it: that the characteristics of the model affect

behavioral outcomes. In general, jobs that contain the five JCM dimensions tend

to be more satisfying and generate higher performance and job satisfaction, than

jobs that lack those characteristics.

 Job Redesign. Jobs can be redesigned using a number of different techniques.

 Job Rotation (or Cross-Training). This technique is the periodic shifting of an

employee from one task to another.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

45
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



1. Strengths. The strengths of job rotation are (1) it reduces boredom, (2) it increases

motivation through diversifying the employee's activities, and (3) it helps employees to

better understand how their work contributes to the organization.

2. Indirect Organizational Benefits. Job rotation has indirect benefits for the

organization as it allows management more flexibility in scheduling work, adapting to

changes, and in filling vacancies. However, it may diminish the effectiveness of the

organization in the short run.

 Job Enlargement. This is increasing the number and variety of tasks that an individual

performs in his or her job. Note: the primary difference between job rotation and job enlargement

is that in job enlargement the job itself is actually changed, while in job rotation the jobs are not

changed. Job enlargement efforts have met with very mixed results in terms of increasing

employee motivation.

 Job Enrichment. This refers to the vertical expansion of jobs. It increases the degree to

which the worker controls the planning, execution, and evaluation of the work.

1. Purpose. The purpose is to allow the worker to complete an entire activity, which

increases the employee's freedom, independence, and responsibility. In order for job

enrichment to work there must be sufficient feedback so employees will be able to assess

and correct their own performance.

2. Theoretical Basis. The basis of job enrichment is Herzberg's two-factor theory

(see Chapter 5) and its idea that increasing intrinsic job factors will increase motivation.

1.6. JCM Guidelines for Job Enrichment:

 Combining tasks: takes existing and fractionalized tasks and reforms them into a new

larger module of work.

 Framing natural work units: the tasks are combined to create an identifiable and

meaningful whole work unit for the employee.

 Establishing client relationships: creating a direct linkage between workers and their

clients. Note: this includes internal as well as external clients.
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 Expanding jobs vertically: allow employees some of the responsibilities and control

formally reserved for management.

 Opening feedback channels: allows employees to know how well they are performing

their jobs.

 Alternative Work Arrangements. Another means of increasing motivation in the

workplace is to alter the typical work arrangements. There are three major ways to accomplish

this.

 Flextime. Flextime refers to the use of "flexible work hours." Flextime allows employees

some discretion over when they arrive at work and when they can leave. Employees have to

work a specific number of hours per week, but they are free to vary the hours of work within

certain limits.

1. Core Period. Typically, there is a core period during which all workers must be in

the office. This core period may be as long as six hours, with the remaining two work

hours scheduled at the employee's convenience.

2. Benefits. Flextime has been credited for reducing absenteeism, overtime

expenses, hostility toward management, traffic congestion, and tardiness while increasing

productivity and job satisfaction.

3. Research Results. Most evidence seems to back up the listed benefits of flextime.

The use of this technique is not applicable to every job. It does work well for clerical

tasks, where interaction with outside individuals is limited, but is inappropriate for jobs

with comprehensive service demands during predetermined hours.

 Job Sharing. This scheduling innovation allows two or more individuals to split a single

traditional 40-hour-a-week job among them. While this technique is readily available, it seems to

be rarely used by employees. The greatest difficulty is finding compatible pairs of employees

who are willing to work part time. The potential benefit for the organization is a wider talent

base, and for the individuals involved, greater scheduling freedom.

 Telecommuting (or Working from the Virtual Office). This refers to employees who do

their work remotely for at least two days a week using a computer linked to their office.

1. Appropriate Jobs. The three most appropriate categories for telecommuting are

jobs that deal with (1) routine information-handling tasks, (2) mobile activities, and (3)

professional and other knowledge-related tasks.
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2. Benefits. For employees telecommuting can result in a great cost savings. The

hours and gas used commuting, dry cleaning bills for office clothes and the greater

efficiency due to the lack of interruptions from colleagues make telecommuting very

attractive.

3. Practical Results. Organizations have been reporting increases in productivity and

decreases in sick days and turnover. Telecommunication has also proved to attract a

much more skilled labor pool than was possible before. Additionally, as with the

employees, organizations may discover many cost savings as they can reduce office

space and power requirements.

Drawbacks

For organizations: managers with telecommuting workforces have far less direct supervision of

their employees. Telecommuting may make teamwork more difficult, although as the

technological advancements increase, this may be less of an issue.

For employees: employees with high social needs may feel isolated and have reduced job

satisfaction as result of telecommuting. There is also a danger that because they are not in the

office environment on a daily basis, they will be overlooked for promotions and perhaps receive

lower performance assessments.

2. Employee involvement

While effective, this technique is very culture specific. It does work in a number of Western

countries with low-power distance cultures, which do not accept large differences in authority.

Employee Involvement: a participative process that uses the input of employees to increase their

commitment to the organization's success.

The logic behind employee involvement is that by involving workers in decisions that affect

them and by increasing their autonomy and control over their work lives, managers will be able

to increase the motivational impact of the jobs.

There are two major types of employee involvement programs.
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Participative Management: Participative management is the use of joint decision-making in an

organization.

Requirements: In order for this type of decision making to work it requires the following

conditions to be met:

1. Relevance. The issues with which the employees get involved must be relevant to

their interests,

2. Issue Knowledge. Employees must have the confidence and knowledge to make a

useful contribution, and

3. Good Faith. All parties, management and employees, must have trust and

confidence in each other.

Research Results: The findings on the use of this technique have been mixed. It appears that

participation in decision-making only has a modest influence on employee productivity,

motivation, and job satisfaction.

Representative Participation: This technique from Western Europe is a legislated form of

participation. Representatives of employees are legally mandated to be placed on an

organization's board (or on councils tasked with personnel decisions) to represent the interests of

the workers.

Purpose: The desire to redistribute power within an organization by giving the interests of labor

a more of an equal footing with those of management and stockholders.

Research Results: Thus far, it appears that this mandatory form of employee involvement has

minimal impact on the employees. It may be motivational for those employees selected to

represent the other workers, but it does not appear to motivate workers in general.

3. Rewarding Employees

There are four strategic reward decisions that need to be made in order to establish an effective

pay and rewards system: (1) what to pay employees, (2) how to pay them, (3) what benefits to

offer and (4) how to recognize them.
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Pay Structure: Deciding What to Pay. Setting pay levels can be a complex activity and entails

balancing the following two values.

 Internal Equity: the worth of the job to the organization, usually established

through a technical process called job evaluation. Internal equity means that the relative

differences in pay in an organization are fair and make sense. These differences may be due to

dissimilarity in required skill levels for the job, seniority, education, or some other relevant

factor.

 External Equity: the external competitiveness of an organization's pay relative to

pay elsewhere in the industry, normally established through pay surveys. This variable measures

how fairly pay levels within an organization match up to those offered in referent jobs in other

organizations.

Establishing internal and external equity is important, because relative pay can

make a great difference in the skill level of employees that are attracted to the

organization, the turnover rate, and worker motivation, therefore affecting both

training and replacement costs.

Choosing a Pay Plan: How to Pay: There are two basic forms of pay plans, those that use a

form of variable pay and those that pay for skills.

3.1. Paying for Performance: Using Variable-Pay Programs. Formally only used for

salespeople and executives, variable pay programs have increased dramatically within

rank-and-file workforces. Organizations are very pleased to convert the typically fixed

cost of labor into a variable cost. This allows them to change their cost of labor much

more nimbly than would otherwise be the case.

Unfortunately, most employees still do not see a strong connection between pay and their

performance despite the use of these programs. There are a number of variants of this

technique:
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 Piece-Rate Pay Plans. In these individually based plans, workers are paid a fixed sum

for each unit of production completed. These plans may or may not have a base salary attached

to them. Those plans without a base salary are termed pure piece-rate plans. There are also

modified plans that pay a lower base hourly wage plus a piece-rate differential.

 Merit-Based Pay Plans. These individual plans modify pay based on performance

appraisal ratings.

 Advantage. The advantage of these plans is that employers can differentiate pay

based on performance, so that high performers are given bigger raises. Research has shown that

when employees can perceive a strong relationship between their performance and the rewards

they receive; they are more motivated toward their work.

 Disadvantages. However, it should be noted that these plans are based on annual

performance appraisals, and the validity of these appraisals has great impact on the usefulness of

merit-based pay. Additionally, the pay raise pool from which the merit pay monies are taken may

be too low to provide a sufficient level of incentive pay. Since this is outside the control of the

individual employee, it can be very disheartening. Finally, unions tend to resist merit pay plans.

 Bonuses. Bonuses, extra money paid for a specific event or organizational

achievement, are becoming more common even in the lower levels of organizations. One

advantage of using bonuses is that they reward employees for recent performance rather than

historical performance.

 Profit-Sharing Plans. These are organization-wide programs to distribute

compensation based on some established formula designed around a company's profitability.

Rewards can be given in the form of cash, or for top management, allocations of stock options.

 Gainsharing. This is a formula-based group incentive plan. Often tied to group

productivity increases, these productivity-based savings can be shared between the company and

the employees, typically in a 50/50 split. The focus of gainsharing is on productivity rather than

profits, thus rewarding specific behaviors that are less influenced by external factors.

 Employee Stock Ownership Plans (ESOPs). These are company-established benefit

plans in which employees can acquire stock, often at below-market prices. In order to be

motivational, employees need to be able to psychologically experience ownership through the

stock ownership provided by this plan. In other words, management must exhibit an open book
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style of leadership and allow employees to participate in the decision-making processes.

Research has shown that these plans do increase employee satisfaction, but their impact on

performance is less clear. In situations where the employees do feel like owners, the impact on

organizational performance can be quite dramatic.

 Variable-Pay Plans Assessment. Overall, variable-pay programs can increase

motivation and productivity. However, these programs can also create difficulties:

1. Employees may become unsettled by the variability of their pay from period-to-period.

2. External influences on the organization's profits (such as a recession) may reduce

employees pay, even though their performance level has increased.

3. When annual bonuses have been awarded for two or three years in a row, they may

become seen as an expected benefit, rather than a reward.

 Paying for Skills: Skill-Based Pay Plans. Also known as competency-based or

knowledge-based pay, these plans are an alternative to job-based pay. They pay workers for

increasing their skill set at the job, rather than for advancements in position or job titles.

 Flexible Benefit Plans: What Benefits to Offer. Flexible benefit plans (often known as

cafeteria-style benefit packages) allow each employee to put together a benefit package

individually tailored to his or her own needs and situation.

There are three basic types of flexible benefit plans:

 Modular Plans. Set packages of benefits, where each module is put together to

meet the needs of a specific type of employee, such as single parents, families with children, or

single individuals.

 Core-Plus Plans. These plans consist of a core of essential benefits and a menu-

like selection of other benefit options from which employees can select to add to the core.

Normally each employee is given a certain number of credits from which to purchase additional

benefits that uniquely meet his or her needs.

 Flexible Spending Plans. Allows employees to set aside a certain dollar amount

to pay for particular benefit services. The employees end up paying for their own premiums out

of this fund and can realize a tax savings by having the money taken out of their check before

taxes.
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Employee Recognition Programs: Providing Intrinsic Rewards. In addition to extrinsic reward

methods (compensation), intrinsic rewards are increasingly becoming more important in the

workplace. Not only are most recognition programs very effective in increasing motivation,

they're also relatively inexpensive, if not in fact, free.

It should be noted however, that these recognition programs are prone to misuse in situations

where employee performance is not easily determined. Managers can be accused of favoritism, if

it becomes obvious that praise is being directed toward an undeserving person. This perception

can lower employee morale and satisfaction.

4. Implications for managers

The following are some basic motivational guidelines:

 Recognize Individual Differences and Cultural Contexts.

 Use Specific Goals and Feedback.

 Allow Employees to Participate in Decisions That Affect Them.

 Link Rewards to Performance.

 Ensure the Reward System Is Equitable.

: Emotions And Moods

Topic Objective:

Definition/Overview:

Introduction

Emotions do have an effect on behavior. But until recently, OB has not given much research

attention to the subject. There are two primary reasons for this inattention. First, the myth of
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rationality has held sway over managerial thinking. In this myth, people were assumed to be

emotionless while at work and operating only out of rational self-interest. Second, there was a

wide-standing belief that emotions of any kind were disruptive in the work environment. Since

managers expended a lot of effort removing emotion from their organizations, researchers did

not delve into the subject of emotions. That viewpoint has changed. To develop a full picture of

organizational behavior, researchers and managers must bring the influence of emotions and

moves into the equation.

Key Points:

1. What are emotions and moods?

There are three closely related terms that must be defined before we can explore the subject.

1.1. Emotional Terminology:

 Affect: the generic term that covers a broad range of feelings that people experience. It's

an umbrella concept that encompasses both emotions and moods.

 Emotion: the intense feelings that are directed at someone or something. Emotions are

more fleeting than moods. Emotions tend to be clearly revealed through facial expressions and

are often action-oriented.

 Moods: the feelings that tend to be less intense than emotions and often lack a contextual

stimulus. Longer lasting than emotions, moods are not usually directed at a person or event.

Moods are more hidden and cognitive, meaning they cause us to think or brood about a subject

for a while.

 Moods and emotions are related to each other and exhibit a mutual influence. An

emotion, once it dissipates, can turn into a mood. Moods can affect the intensity of an emotional

experience; that is, the degree to which an emotion is expressed in a given situation. In reality,

the distinction between moods and emotions is often difficult to make.
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1.2. Some Aspects of Emotions. In order to understand emotions we have to examine their

fundamental aspects.

 The Biology of Emotions. Emotions originate in the brains limbic system. When the

system is relatively inactive, people are happy and when it is active, negative emotions tend to

dominate. When the limbic system is active, people's perceptions tend to be negative. The limbic

system is also associated with depression. Women's limbic systems tend to be more active than

mens are, which could explain the more frequent instances of depression in women.

 Intensity. The intensity of a response to emotion-provoking stimuli can vary based on

personality and job requirements. The effect of personality on intensity will be explored later in

the topic. When a job requires people to suppress their emotions in stressful situations (such as

air traffic controllers or military personnel) they will do so.

 Frequency and Duration. Some emotions occur more frequently than others do and they

differ in how long they last. An employee's ability to succeed in a job depends on its emotional

demands: not only which emotions must be displayed and their intensity, but also how frequently

and for how long they need to be expressed.

 Do Emotions Make Us Irrational? While the common view is that emotions displayed in

the workplace will make people seem weak or irrational, research actually shows that emotions

are critical to rational thinking. The reason for this seems to be that our emotions provide

important guidance about how to understand the world around us. The best decision makers

employ both thinking and feeling when making choices.

 What Functions do Emotions Serve? In addition to helping people think rationally,

emotions help us solve problems and motivate us toward creating a solution.

 One field of study, evolutionary psychology, proposes that we must experience emotions

because they serve an evolutionary purpose: increasing the likelihood of reproduction or

survival. This perspective is not universally accepted.

1.3. Sources of Emotions and Moods

While this section primarily deals with the main sources of moods, many of these sources also

affect emotions.
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 Personality. Personality predisposes people to experience certain moods and emotions. In

other words, moods and emotions have a trait component to them: some people have built-in

tendencies to experience certain moods and emotions more frequently than others do.

 Affect Intensity. Defined as the individual differences in strength with which individuals

experience their emotions. People with high affect intensity tend to experience all emotions more

intently.

 Day of the Week and Time of the Day. Mood and emotion can be affected by the timing

of the stimulus.

 Day. People tend to be in their worst moods (highest negative affect and lowest positive

affect), early in the week in their best moods later in the week.

 Time. While we commonly think of morning or evening people, the majority of the

population tends to exhibit a similar pattern: moods start out low in the morning, peak during the

day, and then decline in the evening. No matter what time a person goes to bed or gets up in the

morning, the peak of a positive mood effect typically occurs midway between waking and

sleeping times.

 Weather. Despite the cultural view that weather has an effect on mood, research evidence

has not shown that to be true. This prevailing belief may be explained by illusory correlation, a

perceptual distortion that occurs when people associate two events that in reality have no

connection.

 Stress. Stress not only has an initial effect on emotions and moods, it has a cumulative

effect on them as well. Stressful job situations tend to increase the employee's strain at work,

worsen his or her mood, and cause the employee to experience more negative emotions.

 Social Activities. Social activities can have a dramatic effect on mood and longevity.

People in good moods tend to seek out social activities and interacting socially tends to cause

people to be in good moods. The type of social activity also has an impact on mood. Physical,

informal, and epicurean activities tend to increase mood more than formal or sedentary events.

 Sleep. Sleep does affect mood. Sleep-deprived people report greater feelings of fatigue,

anger, and hostility. Lack of sleep also impairs decision-making and makes it difficult to control

emotions.
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 Exercise. Researchers shown that exercise does enhance people's positive mood. This

effect is strongest in people who are depressed. But while consistent, the effect of exercise on

mood is not very strong.

 Age. Negative emotions tend to occur less often as people get older. Positive moods last

longer for older individuals and bad moods tend to fade more quickly. This may be due to the

increased emotional experience given by age.

 Gender. Researcher has shown that women show greater emotional expressions than men

do, experience their emotions more intensely, and display their emotions (except anger) more

often. Women report finding comfort through expressing emotion and were found to be better

than men were at reading nonverbal (body language) and paralinguistic (vocal qualities) cues.

 These gender differences may be caused by socialization, innate generic abilities, or

perhaps a greater need for social approval on the part of women.

1.4. External Constraints on Emotions

There are important cultural and organizational influences on the acceptable expression of

emotions.

 Organizational Influences. Organizations in the United States tend to be biased against

potential employees who frequently express negative or intense emotions.

 Cultural Influences. People may experience, interpret, or express emotions differently

depending on their native culture.

 Experience of Emotion. The frequency and intensity of emotional experiences does tend

to vary in some degree between cultures.

 Interpretations of Emotions. The interpretation of emotion appears to be relatively global.

However, some cultures value certain emotions more than do other cultures.

 Norms for Expression of Emotion. The acceptable expression of emotion varies

dramatically between cultures. Expressions of emotion that may be acceptable in one culture

may be extremely unusual or even dysfunctional in another.
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2. Emotional Labor

Emotional Labor is the employee's expression of organizationally desired emotions during

interpersonal transactions at work. Managers expect employees to be courteous in interactions

with both coworkers and customers. Emotional Dissonance: situation in which employees have

to project one emotion, while simultaneously feeling another. This dissonance can take a heavy

toll on employees, resulting in emotional exhaustion and burnout.

2.1 Felt Versus Displayed Emotions.

 Felt Emotions: an individual's actual emotions.

 Displayed Emotions: the learned emotions that the organization requires workers to show

and considers appropriate in a given job.

 Surface Acting. The hiding of one's inner feelings and foregoing emotional expressions in

response to organizational rules of appropriate emotional display (display rules). Surface acting

tends to be very stressful for employees.

 Deep Acting. Attempting to modify one's true inner feelings based on display rules.

3. Emotional intelligence

People who know their own emotions and are good at reading others' emotions may be more

effective in their jobs. The concept of EI is controversial in OB.

Emotional Intelligence (EI) is one's ability to detect and manage emotional cues and information.

3.1. Five Dimensions of EI.

1. Self-awareness: being aware of what you're feeling.

2. Self-management: the ability to manage your own emotions and impulses.

3. Self-motivation: the ability to persist in the face of setbacks and failures.

4. Empathy: the ability to sense how others are feeling.

5. Social skills: the ability to handle the emotions of others.
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3.2. Intuitive Appeal. It seems apparent that it would be a positive thing to have street

smarts and social intelligence. The ability to detect emotions in others, controlling your

own emotions, and handling social interactions well seems obvious as a way to business

success.

3.3. EI Predicts Criteria That Matter. Research evidence is increasing that high EI is

positively correlated to job performance.

3.4. EI Is Biologically Based. When people are physically unable to process emotions

they score significantly lower on EI tests, which suggests that EI is neurologically based

and is unrelated to standard measures of intelligence.

4. OB Applications of Emotions And Moods

It is important for managers to understand emotions and moods so they can improve their ability

to explain and predict a number of OB applications.

4.1. Selection. Employers should consider EI as a factor in the hiring process, especially

in jobs that demand a high degree of social interaction.

4.2. Decision-Making. People in good moods or experiencing positive emotions are

more likely to use heuristics, or rules of thumb, to help them make good decisions

quickly. The speed may come at the expense of accuracy, however. People experiencing

bad moods or negative emotions are more likely to take their time to make a decision and

may come up with a more accurate solution. In either case, the key seems to be the ability

to process information: rapid for people in good moods and very slow for those in bad

moods.
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4.3. Creativity. People who are in good moods tend to be more creative than are those in

bad moods. Supervisors who encourage and provide positive feedback to their employees

may end up with happier employees in good moods, who in turn become more creative.

4.4. Motivation. Organizations that promote positive moods at work, often through the

use of positive feedback, are more likely to have a motivated workforce.

4.5. Leadership. Effective leaders know that emotional content is critical in their efforts

to motivate employees. By arousing emotions and linking them to an appealing vision,

leaders increase the likelihood that managers and employees alike will accept change.

4.6. Interpersonal Conflict. Interpersonal conflict is quite often the result of emotions

that are surfacing in the work place. Effective managers have to be able to identify

emotional elements in the conflict and get the parties to work through their emotions.

4.7. Negotiation. Negotiations are emotional processes. But, the display of true emotions

may prove disadvantageous in most negotiations. The display of feigned emotions,

however, may be very helpful in completing successful negotiations.

4.8. Customer Service. A worker's emotional state influences customer service, which

influences levels of repeat business and levels of customer satisfaction. As mentioned

earlier, service situations may put employees in the state of emotional dissonance, which

can prove stressful, leading to burn out and higher turnover.

Additionally, the employees emotions may be transferred to the customer through

emotional contagion. This may be a positive thing, as when customer service contact
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personnel are expressing positive moods, which are reflected in their customers. When

personnel are exhibiting negative emotions, the opposite is true.

4.9. Job Attitudes. While employees do tend to take the emotional baggage of the

workplace home with them, the effects, at least at the workplace, do not appear to be

cumulative.

4.10. Deviant Workplace Behaviors. Many deviant behaviors can be traced to negative

emotions. Employees who feel negative emotions, especially anger or hostility, are more

likely to engage in deviant behavior at work.

5. Implications for managers

Managers who understand the role of emotions and moods will significantly improve their ability

to explain and predict their coworkers behavior. While leaders may be able to manage

employees' emotions to some extent control of their emotions is beyond the realm of possibility

on both a practical and ethical basis.

Emotions and moods do affect workplace performance. Negative emotions will hinder

performance. On the other hand, positive emotions can enhance performance by increasing

arousal levels. Should arousal levels become too high, performance will suffer.

Typically, the more complex a task, the less emotional a worker has to be before the emotions

interfere with performance.
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In Section 3 of this course you will cover these topics:
Foundations Of Group Behavior

Understanding Work Teams

Communication

You may take as much time as you want to complete the topic coverd in section 3.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

: Foundations Of Group Behavior

Topic Objective:

Definition/Overview:

Introduction

While understanding individual behavior is important, most work takes place in group settings. It

is important for an effective manager to understand how people work in groups, and how to

create effective teams.

Key Points:

1. Defining and classifying groups

1.1. Types of Groups. There are many different types of groups. Being able to accurately define

and classify the groups may help explain their behavior.

Group: two or more individuals, interacting and interdependent, who come together to achieve

particular objectives. The two basic types and their subtypes are:
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 Formal Groups: groups that are defined by the organization's structure with designated

work assignments that establish tasks. In these groups, acceptable behaviors are stipulated by,

and directed toward, organizational goals.

 Command Group: determined by the organization chart, composed of individuals who

report directly to a given manager.

 Task Groups: also organizationally determined, these groups are comprised of people

working together to complete a job task. This group's boundaries are not limited to its immediate

hierarchical superior; it can span multiple functional and command relationship lines.

 Informal Groups: alliances that is neither formally structured nor organizationally

determined. Informal groups are natural formations in the work environment that appear in

response to the need for social contact.

 Interest Group: people may affiliate to attain in a specific objective of shared interest. It is

the formation of a united body to further its own common interests.

 Friendship Groups: groups that form because the individual members have one or more

common characteristics. These social alliances, which frequently extend outside the work

situation, can be based on a similar demographic or sports/hobby interest.

 Group Joining Behavior. There is no single reason why individuals join groups.

Because people do belong to a number of different groups, it appears obvious that each group

provides different benefits to their members. Exhibit 8-1 provides some of the most popular

reasons people give for joining groups.

2. Group properties: roles, norms, status, size, and cohesiveness

In order to understand workgroups, it is important that we realize that the behavior of the

members is shaped by the properties of the workgroups. Those workgroup properties allow us to

explain and predict a large portion of individual behavior within the group as well as the

performance of the group itself.

Roles: the set of expected behavior patterns attributed to someone occupying a given position in

a social unit. Typically, people are required to play a number of diverse roles, both on and off the

job, which makes the understanding of role behavior more difficult. When these multiple roles

are incompatible, individuals experience conflict.
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2. 1. Role Identity: The attitudes and actual behaviors consistent with a given role. People

can shift roles rapidly when they recognize the situation and its demands clearly require

major changes.

2. 2. Role Perception: The view of how a person is supposed to act in a given situation. The

interpretation of how an individual believes he or she is supposed to behave will determine

behavior.

2. 3. Role Expectations: How others believe a person should act in a given situation.

Behavior is largely determined by the role as defined in the context in which a person is

acting.

 Psychological Contract. Role expectations can be explained through the idea of

psychological contracts. These are the unwritten agreements that exist between employees and

their employer. They set up mutual expectations and define the behavioral expectations that go

with every role.

 Conflict and Psychological Contracts. When the role expectations as implied in the

psychological contracts are not met; conflict results. If management does not fulfill their

expected portion of the contract, there may be labor unrest, lower employee performance, and

lower job satisfaction. If employees to not fulfill their part of the bargain, the results could

include disciplinary action and termination.

2. 4. Role Conflict: Exists when an individual finds that compliance with one roles

requirements may make it more difficult to comply with another role's requirements.
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3. Group Decision-Making

Groups versus the Individual: Whether or not a groups decisions are better than an individuals

decisions depends on a number of factors. To understand the group decision-making, we must

examine its strengths and weaknesses.

 Strengths of Group Decision-Making. The use of groups in decision-making provides the

following benefits:

 Generates information and knowledge that is more complete.

 Offers increased diversity of views.

 Increases the acceptance of the solution.

 Weaknesses of Group Decision-Making:

 Typically, it takes more time to reach a solution.

 Greater conformity pressures exist.

 Discussion can be dominated by one or a few members.

 Ambiguous responsibility decreases accountability.

4. Effectiveness and Efficiency.

4.1. Effectiveness. Whether or not group decisions are more effective than are those of

an individual depends on the criteria used for defining effectiveness.

 Accuracy: group decisions are generally more accurate than that of the average

individual in the group, but less accurate than the judgments of the most accurate group member.

 Speed: individual decision-making is much faster than group decision-making.

 Creativity: groups tend to be more creative than are individuals.

 Degree of acceptance: group decisions tend to be more readily accepted than are

those of an individual.

 Efficiency. Groups are far less efficient than are individual decision-makers. One

of the few exceptions to this is when a decision requires a large quantity of diverse input.
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4.2. Groupthink and Group-shift. These two phenomena of group decision-making

have the potential to affect the group's ability to appraise alternatives subjectively and to

arrive at quality decision solutions.

Groupthink: occurs when group members become so enamored of seeking concurrence

with the norm that the desire for consensus overrides the realistic appraisal of alternative

courses of action and limits the full expression of deviant, minority, or unpopular views.

It describes a deterioration of an individual's mental efficiency, reality testing, and moral

judgment as a result of group pressures.

Symptoms of Groupthink

 Group members rationalize away any resistance to the assumptions they have

made, no matter how strong the evidence may be that those assumptions are incorrect.

 Members apply direct pressures on those who momentarily express doubts about

any of the groups shared views or who question the validity of arguments supporting the

alternative favored by the majority.

 Members who have doubts or hold differing points of view keep silent about their

misgivings and may even internally minimize the importance of their doubts.

 The illusion of unanimity: unless a group member speaks out, his or her silence is

taken as concurrence.

Optimal Conditions for Groupthink

Not all groups experienced groupthink; it appears most often when these three conditions

are met.

 A clear group identity exists.

 Members hold a positive image of their group that they wish to protect.

 The group perceives a collective threat to this positive image.

Minimizing Groupthink: Groupthink is not a dissenter-suppression mechanism as much

as it is a means for a group to protect its positive image. To reduce the chance of

groupthink, managers use the following techniques.
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1. Keep group size below ten to maintain feelings of personal responsibility in group

members.

2. Encourage group leaders to actively seek input from all members and avoid

expressing their own opinions, especially in the early stages of the deliberation.

3. Appoint one group member to act as the "devil's advocate," that is, a person

whose role is to overtly challenge the majority opinion and offer diverse

perspectives.

Groupshift. A special case of groupthink, groupshift is a situation in which the discussion in

a group leads to a significant shift in the positions of its members toward more extreme

positions from those initially held by the members before the discussion. Thus, group

discussions tend to exaggerate the initial positions of the group members and of the group

itself.

Increased Risk-Taking: Often groupshift causes groups to be far less risk adverse than they

initially were. Some of the reasons for this increase in the acceptance of risk may be the

following.

 Discussion in a group creates familiarity among its members, which would

increase their comfort level with each other. As they become more comfortable in

expressing their opinions, they also tend to become more bold and daring.

 At a societal level, most developed countries value risk, and therefore value

individuals who exhibit risk-taking behavior. Group discussions may motivate members

to show that they are at least as willing to accept risk as are their peers.

 The most probable explanation for this increase is that group decision-making

diffuses responsibility. The lack of personal accountability allows for greater risk-taking.

 Group Decision-Making Techniques. One of the most common forms that groups

take when making decisions is that of interacting groups. The three techniques presented

below are designed to reduce many of the problems inherent in the traditional interacting

group.

Interacting Groups: groups in which the members meet face-to-face and rely on both verbal

and nonverbal interaction to communicate with each other.
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 Brainstorming. The technique designed to generate a list of creative alternatives. This

somewhat ineffective technique does not lead to a solution, and may in fact lead to fewer

creative alternatives than an individual could come up with, due to production blocking

(distractions to thought caused by the technique itself).

 Nominal Group Technique (NGT). This technique restricts discussion or interpersonal

communication during the decision-making process. This is why it is referred to as a "nominal"

(in name only) group technique.

1. Group members are all physically present, but operate independently.

2. A problem is presented and the following steps take place.

 Each member independently writes down ideas on the problem without discussing it in

the group.

 Sequentially, each member will present one idea to the group until all ideas have been

presented and recorded. No discussion is allowed until all ideas have been recorded.

 Group discusses ideas for clarity and evaluates them.

 Each group member silently and independently rank orders the ideas.

 The idea with the highest aggregate ranking determines the final decision.

5. Implications for Managers

Performance: A number of group properties show a relationship to performance.

 There is a positive relationship between role perception and an employee's

performance evaluation.

 When group norms support high output, managers can expect individual

performance to be markedly higher than when group norms aim to restrict output.

 Group norms that support antisocial behavior increase the likelihood that

individuals will engage in deviant workplace activities.

 Status inequities can increase frustration and adversely influence productivity and

turnover.

 Group size has an impact on both group effectiveness and efficiency.

 Group cohesiveness can play an important part in influencing a groups level of

productivity.
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Satisfaction

 High congruence between a boss and employee as to the perception of the

employee's job shows a significant association with high employee satisfaction.

 Job satisfaction is increased when the job minimizes interaction with individuals

who are lower in status than is the incumbent.

 The use of larger groups in the work environment also results in lower job

satisfaction

: Understanding Work Teams

Topic Objective:

Definition/Overview:

Introduction

Work teams have become commonplace. But work teams are not always the solution to

organizational problems, and managers must know how and when to utilize teams properly.

Key Points:

1. Why have teams become so popular?

Research evidence has suggested that teams typically outperform individuals when the tasks

being done require multiple skills, judgment, and experience. As organizations have reacted to

external pressures to restructure themselves to compete more effectively and efficiently, they

have turned to teams more and more often.

The use of teams has increased managerial flexibility. Additionally, teams are a means for

effectively democratizing organizations and increasing employee motivation.
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2. Differences between groups and teams

Work Group. A group is defined as two or more individuals, interacting and interdependent, who

have come together to achieve particular objectives. A work group is a group that interacts

primarily to share information and to make decisions to help each member perform within his or

her area of responsibility. Workgroups have no need to engage in collective work or joint efforts,

so no positive synergy is created.

Work Team. In contrast to work groups, work teams create positive synergy through coordinated

effort. Their individual efforts result in a level of performance that is greater than the sum of

those individual inputs. The use of work teams creates the potential for organizations to generate

greater outputs with no increase in inputs. This synergy is not guaranteed however. Effective

teams have certain common characteristics, (which will be discussed later in the topic), that

managers must ensure exist to achieve the desired synergy.

3. The four types of teams

Problem-Solving Teams. These are teams in which members share ideas or offer suggestions on

how work processes and methods can be improved; although they rarely have the authority to

unilaterally implement any of their suggested actions.

Self-Managed Work Teams. These are autonomous teams that were created to overcome some

of the shortcomings of problem-solving teams.

Typically made up of 10 to 15 employees who perform highly-related or interdependent jobs,

this team takes on many of the responsibilities of their former supervisors such as planning and

scheduling of work, assigning tasks to members, collective control over the pace of work,

making operating decisions, taking actions on problems, and working with suppliers and

customers.
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Fully self-managed work teams may even select their own members and have members evaluate

each other's performance. In these situations, supervisors become less important and supervisory

positions may be eliminated.

Research has indicated that the effectiveness of self-manage teams is situationally dependent.

While most individuals on these teams do tend to report higher levels of job satisfaction,

variables such as culture, team makeup, and reward structures can make self-managed work

teams less attractive.

Cross-Functional Teams. These are teams made up of employees from about the same

hierarchical level, but from different work areas, who come together to accomplish a specific

task. This type of team is an effective means of allowing people from diverse areas within the

organization to exchange information, develop new ideas and solve problems, and coordinate

complex projects. Cross-functional teams are somewhat difficult to manage and may take

significant time before they can become effective.

 Task Force: a temporary cross-functional team.

 Committees: when composed of members from different departments, these may

also be considered cross-functional teams.

Virtual Teams. Unlike the first three types of teams, virtual teams do not meet face-to face.

Virtual teams use computer technology to tie together physically dispersed members in order to

achieve a common goal.

 Primary Factors. The three primary factors to differentiate virtual teams from

face-to-face teams are:

 absence of para-verbal (tone of voice, inflection, voice volume) and nonverbal

(movement, facial expression, hand gestures, and other body language) cues;

 limited social context; and

 the ability to overcome time and space constraints.

 Orientations. Virtual teams often suffer from less social rapport and less direct

interaction among the members. They tend to be more task-oriented and exchange less social-

emotional information.
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4. Creating Effective Teams

A Model of Effective Teams. Team effectiveness is composed of objective measures of the

teams productivity, managers ratings of the teams performance, and aggregate measures of

member satisfaction. The components of this model build off many of the group concepts

introduced in Chapter 8. Two caveats:

Guidance Only. The model is fairly general: it should be used as a guide, not an inflexible

prescription.

Assumption. The models underlying assumption is that it has already been determined that

teamwork is preferable over individual work.

5. Turning Individuals into Team players

In many cultures and companies, employees have been trained to be fiercely individualistic.

Teamwork is not a natural state for them. Management's challenge, therefore, is to overcome the

individual resistance toward team participation.

 Challenge. To perform well as team members, individuals must be able to communicate

openly and honestly, to confront differences and resolve conflicts, and sublimate personal goals

for the good of the team. For many employees, this is a difficult, and seemingly impossible, task.

Managers must help employees overcome this difficulty.

 Shaping Team Players. There are a number of options that managers can take to turn

individuals in the team players.

 Selection. When hiring team members, managers should take care to ensure that

candidates can fulfill their team roles as well as technical requirements. When job candidates

don't possess team skills, there are three paths a manager can take.

 Training. New team hires can undergo team training.

 Transfer. If training does not work, or is not possible, transfer the individual to another

unit within the organization that does not utilize teams.

 Pass. Do not hire (or dismiss) this candidate.
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 Training. Many individualistic people can be trained to become team players. This may

require the use of outside consultants.

 Rewards. The organization's reward system needs to be reworked to encourage

cooperative efforts rather than competitive ones.

 Extrinsic Rewards. Promotions, pay raises, and other forms of recognition should be

given to individuals based on a balance of how effective they are as collaborative team members

and their individual contributions to the organization.

 Intrinsic Rewards. Managers should communicate the intrinsic rewards of teamwork:

increased camaraderie, satisfaction, and personal development.

6. Teams and Quality Management

Teamwork is a critical aspect of all quality management (QM) programs. QM focuses on process

improvement and employee involvement is absolutely necessary. QM will only work in

environments created by a superior work teams.

7. Teams Are Not Always The Answer

Teamwork takes more time and often more resources than individual work. Therefore, the

benefits of using teams must exceed the costs of having them. This may not always be the case,

and there are three tests that need to be applied to determine if the use of a team fits a given

situation.

 Complexity of Work. A good indicator of the need for teams is the complexity of the

work and the need for different perspectives for effective solution. Simple tasks, that do not need

diverse input, are probably best left to individuals.

 Common Purpose. For organizational outcomes that require multi-function interaction,

the common purpose created by a team may increase organizational effectiveness.

 Interdependence. Teams make sense when the tasks are interdependent and require a

great deal of coordination.
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8. Implications for Managers

The introduction of teams into the workplace is an important trend for managers. Effective teams

have: adequate resources, effective leadership, a climate of trust, and a performance and rewards

system that reflects team contributions. They are made up of individuals with both technical and

interpersonal skills and are typically fewer than 10 in number. By managing the environment and

composition, managers can create teams that are more effective.

: Communication

Topic Objective:

Definition/Overview:

Introduction

No group or organization can exist without communication (the transference and understanding

of meaning). One of the best ways to increase group and organizational effectiveness and to

reduce stress and conflict is through better communications.

Key Points:

1. Functions of Communication

Communication serves four major functions within a group or organization. All four of which

are important.

 Control. Formal and informal communication acts to control member behavior.

 Motivation. Communication increases motivation by clarifying what needs to be done,

how well it is being done, and what can be done to improve performance (see goal-setting and

reinforcement theories in Chapter 5).
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 Emotional Expression. Since for many employees the work group is the primary source

for social interaction, communication provides a release for the emotional expression of feelings

and for the fulfillment of social needs.

 Information. Communication facilitates decision-making by providing data needed to

identify and evaluate alternative choices.

2. The Communication Process

The Communication Model. Before communication can take place, it needs a purpose,

expressed as a message to be conveyed. The message passes between a sender and receiver. The

message is encoded (converted to a symbolic form) and passed by way of some medium

(channel) to the receiver, who retranslates (decodes) the message. Successful communication

results in the transference of meaning from one person to another.

Components of the Communication Process.

 Sender: the person who initiates a message by encoding a thought.

 Encoding: converting the thought into symbols and language.

 Message: the encoded thought which is to be transferred.

 Channel: the medium through which the message travels. There are two basic

channels for communication in organizations:

 Formal Channels. The path through which messages travel, as established by the

hierarchy of the organization. The messages sent by these channels are normally related to the

professional activities of the members of that organization.

 Informal Channels. Spontaneous channels that emerge as a response to individual

choices. Messages sent through these channels are often personal or social.

 Decoding: converting a message from symbols and language back into thought.

 Receiver: the person to whom the message is directed.

 Noise: communication barriers that distort the clarity of the message, such as,

perceptual problems, information overload, semantic difficulties, or cultural differences.

 Feedback: information sent from the receiver back to the sender to indicate how

successful the transference was.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

75
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



3. Direction of Communication

Communication can flow vertically or laterally. Vertical communications can be upwards or

downwards from a person's position in an organization.

 Downward Communication. Communication that flows from one level of a group or

organization to a lower level in that organization. Typically used by leaders and managers to

assign goals, provide job instructions, inform employees of policies and procedures, point out

problems that need attention, and offer feedback about performance.

 Upward Communication. Communication that moves upward through the organization's

hierarchy. Used provide feedback to organizational superiors, inform superiors of progress

toward goals, and to relay current problems. Such communication can be anonymous (e.g.,

suggestion boxes and surveys) or face-to-face and personal.

 Lateral. Communication that takes place among members of the same workgroup, among

members of workgroups of same level of the hierarchy, among managers at the same level, or

between any horizontally equivalent personnel. Such communications help to facilitate

coordination and save time. These lateral relationships may be formally sanctioned or, more

often, they are informally created to short-circuit the vertical hierarchy and expedite action.

4. Interpersonal Communication

There are three basic methods of communication: oral, written, and nonverbal.

 Oral Communication. This is the chief means of conveying messages. It may be in the

form of speeches, formal one-on-one and group discussions, or talk along the grapevine.

Advantages. Oral communications are quick and feedback can be received just as

quickly, making corrections relatively simple.

Disadvantages. Oral communications are subject to personal interpretation, and when

passed through a number of people, the message received at the final destination may not

be the one that was intended to be sent.
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 Written Communication. This form of communication includes memos, letters, fax

transmissions, e-mail, instant messaging, periodicals, notices, or any other means by which ideas

are transmitted through written words or symbols.

Advantages. Written communications are tangible and verifiable. They provide a record

of the communication and can be stored, making them available for future reference.

Because of the time and effort involved in creating written communications, they tend to

be better thought out, and more logical, and clearer than oral communications.

Disadvantages. Written communication can be time consuming, has slow or no feedback,

and may not be received and/or read by the intended recipient.

 Nonverbal Communication. This form of communication includes body movements, the

intonations or emphasis given to words, facial expressions, and the physical distance between the

sender and the receiver.

5. Forms of Nonverbal Communication:

 Body Language. Any movement of the body can have meaning. Such body language

conveys two important messages: the degree of like or interest in another and the perceived

status differences between people. Body language both enhances and complicates verbal

communication.

 Intonation. This is the emphasis given to words or phrases in verbal communication.

Changing the intonation of a set of words can completely change their meaning.

 Facial Expressions. As with intonation, facial expressions can change the meaning of the

words communicated. Facial expressions allow people to add an emotional component to the

words they use.

 Physical Distance. While highly dependent on cultural norms, the space between people

can convey meaning. Typically, the closer two people are, the more intimate they are. Formal

relationships are often demonstrated by a greater distance between two people.

 Relationship to Verbal Communication. For effective communication to occur, it is

important that the verbal and nonverbal communication messages are aligned.
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6. Barriers to Effective Communication.

 Filtering. Refers to senders purposely manipulating information so it will be seen more

favorably by the receiver. Upward communication, especially of bad news, is often filtered and

distorted to avoid the possibility of upper management killing the messenger.

 Selective Perception. Receivers in the communication process selectively see and hear

based on their own needs, motivations, experience, background, and other personal

characteristics. Human beings don't see reality; they interpret what they see and call it reality.

 Information Overload. Individuals have a finite capacity for processing data, and when

that capacity is exceeded, the result is information overload. When individuals are in this

condition, they tend to pass over, ignore, select out, or forget information, resulting in lost

information and less effective communication.

 Emotions. How a person feels when a message is received will influence how he or she

interprets it. When emotions are running high, most people tend to disregard rational and

objective thinking processes.

 Language. Despite sharing a common language, words do not always hold the same

meaning among members of the organization. This is becoming much more prevalent as the

workplace becomes more diversified.

 Communication Apprehension. Approximately 5 to 20% of the population is anxious

when put in a situation where they have to communicate to others. This apprehension may affect

all forms of communication, not just speaking in front of groups.

7. Current Issues in Communication

Communication Barriers between Women and Men

Sociolinguist Deborah Tannen has identified some general differences between men and women

in terms of their conversational styles.

 Men tend to talk to emphasize status, while women talk to create connection.

 Women tend to speak and hear a language of connection and intimacy, while men

tend to speak a language of status, power, and independence.

 Men are more often direct and more boastful than are women in conversation.
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 Women apologized more often and men criticize them for doing so. For many

women, I'm sorry is an expression of understanding and caring about the other person's feelings

rather than an apology.

Politically Correct Communication

Certain words can and do stereotype, intimidate, and insult individuals. In an increasingly

diverse workforce, people must be sensitive to the fact that their words might offend others.

However, in the quest to not offend others, communication effectiveness and efficiency may

suffer.

Cross-Cultural Communication

Differences between cultures can increase the difficulty of communication, both verbally and

nonverbally.

1. Cultural Barriers.

2. Barriers Caused by Semantics. Some culture-specific words have no literal

translation in another language.

3. Barriers Caused by Word Connotations. Words have culturally accepted meanings

(connotations) that do not always reflect the dictionary definitions (denotations).

4. Barriers Caused by Tone Differences. In some cultures, the acceptable tone is

linked to the context of the communication. Using the incorrect tone can diminish

communication effectiveness.

5. Barriers Caused by Differences among Perceptions. People who speak different

languages actually view the world in different ways, making it difficult to find

commonality in some cases.

6. Cultural Context. Cultures tend to differ in the importance to which context

influences the meaning that individuals take from what is actually said or written

in light of who the other person is.

7. High-Context Cultures. These cultures rely heavily on nonverbal and subtle

situational cues when communicating with others. What is not said may be more

significant than what is said. Communication in high-context cultures implies

more trust and stronger commitment than in low-context cultures. Credibility is
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heavily influenced by age, seniority, and rank in the organization. Managers tend

to suggest rather than give orders. Pacific Rim cultures are often high-context

cultures.

8. Low-Context Cultures. These cultures rely essentially on words to convey

meaning. Body language or formal titles are secondary to spoken and written

words. In low-context cultures, enforceable contracts tend to be in writing,

precisely worded, and highly legalistic. These cultures value directness and expect

managers to be explicit and precise in conveying their intended meaning.

European and North American cultures tend to be low-context.

A Cultural Guide: To assist in communication, it is helpful to follow these four general rules.

 Assume differences until similarity is proven.

 Emphasize description rather than interpretation or valuation.

 Practice empathy.

 Treat your interpretations as a working hypothesis.

8. Implications For managers

There is a relationship between communication and employee satisfaction: the less the

uncertainty, the greater the satisfaction. The greater the number of communications channels

used, the lower the level of uncertainty and the better group performance and satisfaction.

There is a positive relationship between effective communication and worker productivity.

Choosing the correct channel, being an effective listener, and using feedback may make for

communication that is more effective. The human factor in communication can never be fully

eliminated: misunderstandings and misinterpretations will occur.

Communication is an important element in employee motivation. Expectancy theory requires

that managers communicate with employees to highlight the linkages between performance and

rewards. It is important for managers to convey honest and accurate information about a job to

applicants during the recruiting and selection process to lower turnover rates.
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In Section 4 of this course you will cover these topics:
Leadership

Power And Politics

Conflict And Negotiation

You may take as much time as you want to complete the topic coverd in section 4.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

: Leadership

Topic Objective:

Definition/Overview:

Introduction

Good leadership is necessary for an organization's survival. This topic looks at some of the basic

theories of leadership (trait, behavioral, and contingency), as well as some of the newer theories

of leadership: charismatic and transformational leadership.

Key Points:

I. Leadership defined

Leadership and Management

While these two terms are used interchangeably in the workplace, in theory, they are two

different concepts.
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John Kotter's Definitions:

Management: management is about coping with complexity. It brings order and consistency to

an organization by drawing up formal plans, designing rigid organizational structures, and

monitoring results against the plans.

Leadership: leadership is about coping with change. Leaders establish direction by developing a

vision of the future; then they align people by communicating this vision and inspiring them to

overcome hurdles.

The Authors Definition of Leadership: the ability to influence a group toward the achievement

of a vision or set of goals. The source of this influence may be formal, such as a person's

managerial rank in the organization, or an informal (non-sanctioned) ability to influence that

arises outside the formal structure of the organization.

The Need for Both

Organizations need both strong leadership and strong management for optimal effectiveness.

While a good leader may tell the organization where to go, it still takes good managers to ensure

they get there in one piece.

2. Trait Theories

 Background. Trait theories of leadership differentiated leaders from nonleaders by

focusing on personal qualities and characteristics. As one of the earliest forms of leadership

study, trait theories searched for any personality, social, physical or intellectual factors that could

describe leaders and differentiate them from nonleaders. This initial stream of research proved to

be relatively unproductive.

 The Big Five Personality Framework and Trait Theory. When the existing trait theory

research was organized around the Big Five personality framework (extroversion, agreeableness,

conscientiousness, emotional stability, and openness to experience - see Chapter 3), a clearer

picture began to emerge.
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 Extroversion. Two of the most common traits of leaders, ambition and energy, are part of

the definition for extroversion. This is one of the most important traits of effective leaders and

separates them from nonleaders.

 Conscientiousness and Openness to Experience. These two Big Five traits also showed

strong and consistent relationships to leadership, although not as strong as extroversion.

 Agreeableness and Emotional Stability. These last two Big Five traits were not strongly

correlated with leadership.

 Key Common Traits. Using the Big Five framework, leaders do appear to have key traits

in common: they are extroverted (individuals who like being around people and are able to assert

themselves), conscientious (disciplined individuals who keep the commitments they make), and

open (individuals who are creative and flexible).

 Emotional Intelligence (EI) and Trait Theory. The key component of emotional

intelligence, (see Chapter 7), for leaders appears to be empathy. Empathetic leaders can make

sense of other's needs, listen to what followers say (and don't say), and are able to read the

reactions of others. This trait may inspire followers. Research on this point is both light and

inconclusive.

 Trait Theory Summary.

 Predictive Ability. While the individual traits themselves did not prove to be predictive,

using the Big Five personality framework does tend to show that traits can separate leaders from

nonleaders.

 Leadership Success. While traits do differentiate leaders from nonleaders, they do not

distinguish between effective and ineffective leaders. Merely possessing the correct traits do not

make a leader automatically successful.

3. Behavioral Theories

Background: As a result of the presumed failures of early trait studies, researchers from the

1940s through the 1960s began studying behaviors exhibited by leaders as a means to separate

leaders from non-leaders.

Behavioral Versus Trait Studies: The primary difference between studying leadership

behaviors and traits is that traits cannot be taught. Thus, trait studies attempted to find the great
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man who had the natural characteristics necessary to be a good leader: the focus was on

selection. Behaviors on the other hand, can be learned. So behavioral studies attempt to find the

correct actions leaders take. By teaching these behaviors, anyone could be trained to be a better

leader: the focus is on what should be trained.

The Three Primary Behavioral Studies:

The Ohio State Studies

These studies, started in the late 1940s, attempted to find what behaviors substantially accounted

for most of the leadership behavior described by employees. Beginning with over a thousand

dimensions, researchers narrowed the list to two:

Initiating Structure. This dimension refers to the extent to which a leader is likely to define and

structure his or her role and those of employees in the search for goal attainment. It includes

behavior that attempts to organize work, work relationships, and goals.

Consideration. This dimension is the extent to which a person is likely to have job relationships

that are characterized by mutual trust, respect for employees ideas, and regard for their feelings.

People who are high in consideration show concern for followers comfort, well-being, status, and

satisfaction.

Ohio State Summary. Both factors were found to be associated with effective leadership.

Followers of leaders who are high in consideration were more satisfied with their jobs; more

motivated, and had more respect for their leader. Leaders who were high in initiating structure

typically had higher levels of group and organization productivity along with more positive

performance evaluations.

The University Of Michigan Studies

Roughly contemporary to the Ohio State studies, this set of studies had similar research

objectives: to locate behavioral characteristics of leaders that appeared to be related to measures
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of performance effectiveness. They also came up with two dimensions of leadership behavior

that were critical:

Employee-Oriented. Leaders who were employee oriented were described as emphasizing

interpersonal relations. They took a personal interest in the needs of their employees and

accepted individual differences among members.

Production-Oriented. These leaders tended to emphasize the technical or task aspects of the

job. Their main concern was in accomplishing their groups tasks and the group members were

seen as a means to that end.

University of Michigan Summary. The results of these studies were closely related to those

from Ohio State. Employee-oriented leadership is similar to consideration and production-

oriented leadership is similar to initiating structure. The Michigan researchers strongly favored

leaders who were employee-oriented in their behavior. Such leaders were associated with higher

group productivity and higher job satisfaction.

Blake and Mouton's Managerial/Leadership Grid

Building from the results of both the Ohio State and Michigan studies, Blake and Mouton created

a leadership assessment instrument that was based on the styles of concern for people and

concern for production. This tool is still very popular today and is used in both leadership

selection and training programs.

Behavioral Theory Summary. Leaders who display consideration and structuring behaviors do

appear to be more effective.

4. Contingency Theories

Background

Because of the perceived failure by researchers to obtain consistent results from either the

behavioral or trait theories, researchers began to focus on situational influences. The goal was to
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match leadership style with work conditions in order to achieve leadership effectiveness.

Isolating the situational conditions proved to be somewhat difficult. Three of the most successful

contingency theories are presented here.

The Fiedler Contingency Model

One of the first models of this type was developed by Fred Fiedler. It proposes that effective

group performance depends on the proper match between the leaders style and the degree to

which the situation gives control to the leader.

 Identifying Leadership Style. Fiedler created the Least Preferred Coworker (LPC)

questionnaire, which purports to measure whether a person is task- or relationship-oriented. High

LPC scores indicate a relationship-oriented leader; low LPC scores indicate a task-oriented

leader. Fiedler assumed that an individuals leadership style is fixed. If the situation and style are

not optimal, then the situation needs to be modified or the leader needs to be replaced.

 Defining the Situation. Fiedler identified three contingency dimensions that defined the

key situational factors that will determine the appropriate leadership style.

 Leader-member relations: the degree of confidence, trust, and respect members has in

their leader. Measured as good or poor.

 Task structure: the degree to which the job assignments are structured or unstructured.

Measured as high or low.

 Position power: the degree of influence a leader has over hiring, firing, discipline,

promotions, and salary increases. Measured as strong or weak.

 Eight Potential Situations. The combination of the measurements of these three

dimensions creates eight potential situations (octets) that a leader might face.

 Matching Leaders and Situations.

 Task-oriented leaders tend to perform better in situations that are either very favorable to

them or which are very unfavorable (category I, II, III, VII, or VIII).

 Relationship-oriented leaders perform better in moderately favorable situations

(categories IV through VI).
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 Recently Fiedler has condensed these eight situations down to three based on the degree

of control: task-oriented leaders perform best in situations of high and low control while

relationship-oriented leaders perform best in moderate control situations.

5. Inspirational Approaches TO Leadership

These contemporary leadership theories view leaders as individuals who inspire followers

through their words, ideas, and behaviors.

 Charismatic Leadership. Charisma, as defined by Max Weber, is a certain quality of an

individual personality, by virtue of which he or she is set apart from ordinary people and treated

as endowed with supernatural, superhuman, or at least specifically exceptional powers or

qualities. These are not assessable to the ordinary person, but are regarded as of divine origin or

as exemplary, and on the basis of them the individual concerned is treated as a leader.

 Houses Charismatic Leadership Theory. In this theory, followers are believed to make

attributions of heroic or extraordinary leadership abilities when they observe certain behaviors.

The charismatic characteristics identified by the research so far are: vision, a willingness to take

personal risks to achieve that vision, sensitivity to followers needs, and exhibiting behaviors that

are out of the ordinary.

 How Charismatic Leaders Influence Followers. This appears to be a four-step process.

 Vision. The leader must articulate an appealing vision: a long-term strategy on how to

attain a goal or goals. The vision must be inspirational possibilities that are value-centered and

realizable, with superior imagery and articulation. The vision provides a sense of continuity for

followers by linking the present with a better future.

 Communicate Expectations. The leader must communicate high performance

expectations and express confidence that followers can attain them. This enhances follower self-

esteem and self-confidence.

 Model Behavior. The leader must convey through words and actions a new set of values

and, by his or her behavior, set an example for followers to imitate.

 Express Dramatic Behavior. The charismatic leader must engage in emotion-inducing

and often unconventional behavior to demonstrate courage and convictions about the vision.
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There is an emotional contagion in charismatic leadership in which followers catch the emotions

their leader is conveying.

 The Dangers of Charismatic Leadership. So long as the focus of the charismatic leader is

toward organizational goals and those goals are aligned with the good of society, charismatic

leadership appears very powerful and positive. However, when the charismatic leadership

becomes ego-driven, there can be great dangers for the organization and society.

 Charismatic Leadership Summary. The effectiveness of charismatic leadership is well

supported in the literature. But its success is dependent upon the personal goals of the leader, the

situation, and the leaders vision.

 Transformational Leadership. While transformational leadership does divide leadership

into two categories, these are not opposites but complements. Transformational leadership builds

on top of transactional leadership and produces levels of follower effort and performance that go

beyond what would occur with a transactional approach alone. But the reverse is not true.

 Leadership Types. This theory of leadership divides leaders into two types, based on their

methods and outcomes:

 Transactional Leaders: those who guide or motivate their followers in the direction of

establish goals by clarifying role and task requirements. These leaders were described in the

other (non-inspirational) sections of this topic.

 Transformational Leaders: those who inspire followers to transcend their own self-

interests for the good of the organization and are capable of having a profound or extraordinary

effect on their followers.

 Transformational Leader Behaviors:

 Pay Attention to Followers. Transformational leaders pay attention to the concerns and

developmental needs of individual followers.

 Change Awareness. Transformational leaders change followers awareness of issues by

helping them to look at old problems in new ways.

 Inspire. Transformational leaders are able to excite, arouse, and inspire followers to put

out extra effort to achieve goals.

 Full Range of Leadership Model. This model lists seven different leadership styles

ranging from laissez-faire through idealized influence. These styles move from ineffective and

passive transactional styles to highly active and effective transformational styles. Generally,
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when leaders use transformational leadership styles, the results are extra effort from workers,

higher productivity, higher morale and satisfaction, greater organizational effectiveness, lower

turnover, lower absenteeism, and greater organizational adaptability.

6. Challenges to The Leadership Construct

While leadership is important, leaders cannot do everything. What follows are two perspectives

that challenge the widely accepted belief in the importance of leadership.

 Attribution Theory of Leadership. As discussed in Chapter 4, attribution theory deals

with the ways in which people try to make sense out of cause-and-effect relationships.

 Premise. This theory of leadership says that leadership is merely an attribution that

people make about other individuals. In effect, the theory states that appearance has more to do

with leadership than reality. When organization has extremely negative or extremely positive

performance, people are prone to make leadership attributions to explain the performance.

 Consistency. Effective leaders are generally considered consistent or unwavering in their

decisions.

 Appearance. Leaders who desire to be perceived as effective should focus on protecting

the appearance of being a leader rather than focusing on actual accomplishments.

 Substitutes and Neutralizers to Leadership. This theory holds that leadership actions are

often irrelevant when trying to explain organizational outcomes.

 Types of Environmental Variables. Certain individual, job, and organizational variables

can act as substitutes for leadership or neutralize the leaders influence on his or her followers.

 Neutralizers. These are variables that make it impossible for leader behavior to make a

difference in follower outcomes. They negate the leaders influence.

 Substitutes. These variables make a leaders influence not only impossible, but also

unnecessary. They act as a replacement for the leaders influence.

 Examples of Environmental Variables. Some of the variables that can either neutralize or

substitute for leadership include:

 Characteristics of the Employees. Employees with greater experience, training,

professional orientation, or indifference toward organizational rewards can substitute or

neutralize the effect of leadership.
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 Characteristics of the Job. Jobs that are inherently unambiguous and routine or that are

intrinsically satisfying may place fewer demands on leaders.

 Characteristics of the Organization. Organizations with explicit, formalized goals, rigid

rules and procedures, and cohesive workgroups, may also replace formal leadership.

 Substitutes and Neutralizers Summary. It would be simplistic to assume that the leader is

the only variable that affects organizational outcomes. Supporters of the leadership concept often

place an undue burden on this single variable for explaining and predicting organizational

behavior. It is important therefore to recognize explicitly that leadership is merely another

independent variable in the overall OB model. In some situations, the leadership variable may

have a great impact and on others, a minimal one. This theory is controversial and difficult to

study because of its complexity and the blurring of the line between neutralizers and substitutes.



7. Finding and Creating Effective Leaders

 Selection. Filling a management position often entails trying to identify a potential leader.

 Testing. Personality and other OB tests can be helpful in the selection process when used

to look for traits and behaviors associated with leadership.

 Interviews. Situation-specific experience is relevant when selecting leaders: interviews

can be used to determine if the candidates prior experience fits well with the job vacancys

situation. Interviews also allow for the identification of leadership traits such as extroversion,

self-confidence, verbal skills or a charismatic physical presence.

 Situational Factors. OB professionals should attempt to match a potential leaders style

with the situation that candidate may face.

 Training. Training effort should be focused on individuals who are the highest self-

motivators, as these individuals have the greatest flexibility when it comes to changing their

behavior. Training should focus on general leadership skills development, but emphasis should

be placed on both charismatic leadership behaviors and transformational leadership skills as

these seem to have the most impact on an organization's outcomes.
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8. Implications for managers

 Leadership and Groups. Since leaders normally provide direction toward goal attainment

for groups, focusing on the leaders behaviors may be valuable in improving performance.

 The Right Stuff. Individuals who possess the correct traits and behaviors for effective

managers are likely to be perceived as such.

 Leadership and the Situation. The proper match of leader to situation is critical for

effectiveness.

 Transformational Leadership. Organizations are looking for leaders with vision and the

charisma to carry that vision out. These transformational leadership skills can be taught and have

a direct impact on leadership effectiveness

: Power And Politics

Topic Objective:

Definition/Overview:

Politics: Power in Action. Politics occurs when employees convert their power into action.

Employees with good political skills have the ability to use their bases of power effectively.

Power Tactics

Unlike bases of power, which are relatively fixed (at least in the short run), power tactics are

methods any one could use in any situation to influence others. Power tactics are not necessarily

linked with any given basis of power.

Similarities

The concepts of leadership and power are closely intertwined. Leaders use power as a means of

attaining group goals.
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Power

Power is a capacity that one person has to influence the behavior of another so that the other acts

in accordance with the first person's wishes.

Key Points:

1. Power is a capacity that one person has to influence the behavior of another so that the other

acts in accordance with the first person's wishes.

 Two Facets of Power. When it comes to power:

 Potential. Powers potential need not be actualized to be effective. It may exist even if not

used.

 Dependency. Power requires a dependency relationship: the greater the dependency, the

greater the power that exists. Dependence is based on alternatives and desirability.

 Alternatives. Dependence is increased as a number of alternatives decrease. Control over

an alternative gives power.

 Desirability. The more desirable an alternative is, the more dependent a person (target) is

on the person (controller) who controls the alternative and therefore the more power the

controller has.

2. Contrasting Leadership and Power

 Similarities. The concepts of leadership and power are closely intertwined. Leaders use

power as a means of attaining group goals.

 Differences. Power and leadership differ in three major areas:

 Goal Compatibility. Power does not require goal compatibility, merely dependence.

Leadership requires some congruence between the goals of the leader and those being led.
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 Direction of Influence. Leadership focuses on the downward influence over one's

followers. It minimizes the importance of lateral and upward influence patterns. Power is

concerned with all directions of influence.

 Research Emphasis. Leadership research tends to emphasize the style leaders take.

Research on power is a broader topic and focuses on tactics for gaining compliance. Power

research looks at the power exerted by individuals, as well as that used by groups.

3. Bases of Power

 Groupings. There are two general groupings of power sources: formal and personal.

 Formal Power. This source of power comes from an individual's position in an

organization. It is based on the ability to coerce or reward, or from formal authority.

 Coercive Power. This power base is driven by fear. A target reacts to this power out of

fear of the negative results that would occur if one fails to comply. It rests on the application, or

threat of application, of physical sanctions (pain, frustration, or threatening lower order needs).

Sexual harassment is a form of coercive power that is likely to occur when there are large power

differentials in the organization.

 Reward Power. The opposite of coercive power, this source of power is based on

producing positive benefits for the target who complies. Rewards can be financial or

nonfinancial (recognition, interesting assignments, or preferred work shifts).

 Legitimate Power. In formal groups and organizations, this common base of power is the

formal authority to control and use organizational resources based on structural position. It is

based on member acceptance of the position, not of the person filling the position.

 Personal Power. This power stems from an individual's unique characteristics. There are

two bases of personal power:

 Expert Power. This is influence wielded as a result of expertise, special skill, or

knowledge. This has become a powerful source of influence as the world becomes more

technologically oriented.

 Referent Power. This power is based on identification with a person who has desirable

resources or personal traits. It develops out of admiration of another and the desire to be like that
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person: followers wish to please a person with referent power. This source of power is closely

aligned with charisma.

4. Power Tactics

 Unlike bases of power, which are relatively fixed (at least in the short run), power tactics

are methods any one could use in any situation to influence others. Power tactics are not

necessarily linked with any given basis of power.

Nine Influence Tactics:

 Legitimacy. Relying on one's positional authority or stressing the request is in accordance

with organizational policies and rules.

 Rational Persuasion. Presenting logical arguments and factual evidence to demonstrate

the request is reasonable.

 Inspirational Appeals. Developing emotional commitment by appealing to a targets

values, needs, hopes, and aspirations.

 Consultation. Increasing the targets motivation and support by involving him or her in

deciding how the plan or change will be done.

 Exchange. Rewarding the target with benefits or favors in exchange for following a

request.

 Personal Appeals. Asking for compliance based on friendship or loyalty.

 Ingratiation. Using flattery, praise, or friendly behavior prior to making the request.

 Pressure. Using warnings, repeated demands, and threats.

 Coalitions. Enlisting the aid of other people to persuade the target or using the support of

others as a reason for the target to agree.

 Tactic Effectiveness. Not all tactics are equally effective.

 Effective Tactics. Rational persuasion, inspirational appeals, and consultation tend to be

the most effective tactics. Typically, these softer tactics are more effective than harder tactics

(exchange, coalitions, and pressure).

 Ineffective Tactics. Pressure is the least effective of all nine tactics.

 Combining Tactics. Effectiveness is increased by using more than one type of tactic at

the same time or sequentially, so long as the tactics are compatible.
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 The Impact of Influence Direction. Tactic effectiveness is modified by the direction of

the influence.

 Downward. Inspirational appeals and pressure work best as downward influencing

tactics.

 Lateral. Personal appeals and coalitions are most effective as lateral influence attempts.

 Upward. The only tactic that is effective across all organizational levels is rational

persuasion.

 Other Influences. The sequencing of tactics, a persons skill in using a tactic, a person's

relative power, the type of request and how the request is perceived, the culture of the

organization, and country-specific cultural factors all impact the effectiveness of power tactics.

Power tactics are more likely to be successful if the target perceives it to be a socially acceptable

form of influence behavior.

 Sequencing of Tactics. The most effective method to use is to begin with the softer tactics

that rely on personal power (personal inspirational appeals, rational persuasion, and consultation)

before moving to harder tactics that emphasize formal power and involve greater risks and costs

(exchange, coalitions, and pressure).

5. Power in Groups: Coalitions

 Coalition: defined as an informal group bound together by the active pursuit of a single

issue. Successful coalitions have been found to contain fluid membership and are able to form

swiftly, achieve their target issue, and quickly disappear. Coalitions are often formed when

personal power is lacking.

 Predictions Regarding Coalition. There are number of predictions that can be made about

the creation of coalitions.

 Size. Coalitions in organizations often seek to maximize their size. It is necessary for

coalitions in organizations to seek a broad constituency to support the coalitions objectives from

decision through implementation.

 Degree of Interdependence. More coalitions are likely to be created when there is a great

deal of task and resource interdependence.
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 Routineness of Task. The more routine the groups tasks are, the greater the likelihood

that coalitions will form. Because tasks are routine, workers are easily substituted for one another

and thus the greater their dependence upon the organization. To offset this increased dependence,

workers often form coalitions such as labor unions.

6. Politics: Power in Action

 Politics occurs when employees convert their power into action. Employees with good

political skills have the ability to use their bases of power effectively.

 Political Behavior. Defined as activities that are not required as part of one's formal role

in the organization, but that influence, or attempt to influence, the distribution of advantages and

disadvantages within the organization. This definition includes three

: Conflict And Negotiation

Topic Objective:

Definition/Overview:

Introduction

This topic examines conflict, the conflict process, and ways to effectively handle conflict. One of

the ways to handle conflict is through negotiation and bargaining.

Key Points:

1. Conflict

There are many definitions for conflict. But there are three common themes: Conflict must be

perceived by the parties to it, if no one is aware of a conflict, then generally it is agreed that no

conflict exists. The parties must be in opposition or have incompatible goals or desires in order

for conflict to exist. In order for there to be conflict, the parties must be able to interact with each

other.
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Conflict is a process that begins when one party perceives another party has negatively affected,

or is about to negatively affects, something that the first party cares about.

This definition is purposely kept broad to encompass the wide range of conflict that people

experience in organizations: incompatibility of goals, differences over interpretations of facts,

and disagreements based on behavioral expectations.

The heart of this definition employs the term process to denote that conflict should be viewed not

as an isolated event, but as an ongoing activity with causes, motivations, and resolutions.

This definition is flexible enough to cover the full range of conflict levels, from overt and violent

acts to subtle forms of disagreement.

2. Transitions in Conflict Thought

There are three schools of thought relating to conflict in organizations. These have developed

historically from the view that all conflict in organizations is inherently bad (the traditional view)

through the idea that conflict is natural and inevitable (the human relations view) to the most

recent idea that conflict is absolutely necessary for groups to perform effectively (the

interactionist view).

The Traditional View

In the earliest approach (1930s through 1940s) to conflict in organizations, it was assumed that

all conflict was harmful and needed to be avoided. Conflict was seen as a dysfunctional outcome

resulting from poor communication, a lack of openness and trust between people, and the failure

of managers to be responsive to the needs and aspirations of their employees. This somewhat

simplistic view of conflict allowed for relatively easy solutions: seek out the sources of conflict

and correct those malfunctions. While still commonly held in the workplace, this view is not

aligned with modern research findings.
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The Human Relations View

This view dominated conflict theory from the late 1940s to the mid-1970s. The belief was that

conflict is a natural occurrence in all groups and organizations and as such, should be accepted

rather than removed. Proponents claimed that conflict may even benefit a groups performance.

The Interactionist View

This most recent view of conflict moves beyond accepting conflict in groups and organizations

to actively encouraging it. It is believed that encouraging group leaders to maintain an ongoing

minimum level of conflict keeps groups viable, self-critical, and creative. Not all conflict is to be

encouraged however, there are two main categories:

1. Functional Conflict. These are conflicts that support the goals of the group and

improve its performance: it is constructive.

2. Dysfunctional Conflict. These are conflicts that hinder group performance: it is

destructive.

Assessing Conflict. In order to determine if conflict is functional or dysfunctional, managers

must examine the type (or relevant types) of conflict in the situation.

1. Task Conflict. This type of conflict relates to the content and goals of the work.

High levels of task conflict become dysfunctional when they create uncertainty

about task roles; increase the time needed to complete tasks; or lead to members

working at cross-purposes. Low-to-moderate levels of task conflict are functional

as they consistently demonstrate a positive effect on group performance.

2. Relationship Conflict. This type of conflict focuses on interpersonal relationships.

Almost all conflict of this type is dysfunctional.

3. Process Conflict. This final type of conflict relates to how the work is

accomplished. Low levels of process conflict are functional, while moderate-to-

high levels of process conflict are dysfunctional.

www.bsscommunitycollege.in   www.bssnewgeneration.in  www.bsslifeskillscollege.in

98
www.onlineeducation.bharatsevaksamaj.net        www.bssskillmission.in

WWW.BSSVE.IN



3. The Conflict Process

There are five stages in the conflict process.

Stage I: Potential Opposition or Incompatibility

This indicates the presence of conditions that create opportunities for conflict to arise. These

conditions do not need to directly lead to conflict, but one of these causes is necessary for

conflict to surface. There are three general categories of these causes or sources of conflict.

This source of conflict arises from barriers to communication such as semantic difficulties,

misunderstandings, and noise in the communication channels (see Chapter 10). Semantic

difficulties may be the result of differences in training, selective perception, and inadequate

information about others. The choice of communication channel, the filtering process, and the

divergence of communications from formal channels all increase the likelihood of conflict.

The potential for conflict increases when:

 Communication barriers exist.

 little or too much communication takes place.

 Structure. This includes variables such as size, degree of specialization in the

tasks assigned to group members, jurisdictional clarity, member-goal compatibly, leadership

styles, reward systems, and the degree of dependence between groups.

 The potential for conflict increases when:

 Groups are larger or more specialized.

 Group members are younger.

 Turnover is high.

 A close style of leadership (high control over members behaviors and close

observation of the members by the leader) is used.

 There is too much reliance on participation in the group.

 Reward systems are designed so that one member gains at another's expense.

 The group is dependent upon another group.

 One group can gain at another groups expense.
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 Personal Variables. Personality types, values (including cultural values), and

emotions can lead to conflict.

 The potential for conflict increases when:

 Conflict-oriented personality types, such as highly authoritarian or dogmatic

personalities, exist in the work group.

 There exist differences in values among the group members or between group

members and leaders.

 Members are highly emotional in the work environment (no matter what the cause

of those emotions might be).

Stage II: Cognition and Personalization

If the antecedent conditions of the first stage negatively affect something one party cares about,

then the potential for conflict becomes actualized in the second stage. One party must be aware

of this antecedent condition in order for the conflict to become actualized (perceived conflict).

Merely being perceived does not make conflict personalized. It is when individuals become

emotionally involved, that conflict becomes personalized and the parties experience anxiety,

tension, frustration, or hostility. This is known as felt conflict.

Stage III: Intentions

Intentions are decisions to act in a given way. People's perceptions and emotions are focused by

their intentions into their overt behavior. But behavior does not always accurately reflect a

person's intentions. Because one party must infer the other partys intent in order to know how to

respond, intentions are critical in the management of conflict. Many conflicts become escalated

because one party attributes the wrong intentions to the other party.

The Primary Conflict-Handling Intentions

This model uses two dimensions; cooperativeness (the degree to which one party attempts to

satisfy the other partys concerns) and assertiveness (the degree to which one party attempts to

satisfy his or her own concerns) to understand the five basic conflict-handling intentions.
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1. Competing. Assertive and uncooperative intentions exhibited when a person

strives to achieve his or her goal at the expense of the other party.

2. Assertive and cooperative intentions in which a person tries to find a win-win

solution that makes both parties happy.

3. Unassertive and uncooperative intentions evidenced by attempts to avoid conflict

based on the hope it will go away. Unassertive and cooperative intentions shown

when someone caves in to please another.

4. Midrange on both intentional scales, this person acts to ensure that neither party

wins nor loses.

5. Use of Intentional Strategies. While many people have a preferred strategy when

dealing with conflict, the intentional approach will often vary by the situation.

Stage IV: Behavior

This is the visible stage of conflict. It includes statements, actions, and reactions made by the

conflicting parties. These behaviors are usually overt attempts to implement each party's

intentions. The conflict behaviors themselves act as a stimulus to the other party, often in

unintended ways.

1. Functional Conflicts. Conflicts can be functional when confined to the lower

range of the conflict continuum: characterized by subtle, indirect, and highly

controlled forms of tension.

2. Dysfunctional Conflicts. Conflicts become dysfunctional when they move to the

upper range of the conflict continuum, which includes highly destructive activities

such as strikes and riots.

Stage V: Outcomes

The behaviors given in Stage IV result in consequences, i.e., functional or dysfunctional

outcomes.

Functional Outcomes. Normally associated with low-to-moderate levels of task and process

conflict, these outcomes result in an improvement in the group's performance.
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Functional Outcome Indicators. Conflicts can be considered to have functional outcomes when

any of the following end-conditions exist:

 The quality of decisions is improved by allowing multiple points of view to be

considered.

 Creativity and innovation are stimulated by challenging the status quo.

 Interest and curiosity among group members is encouraged.

 Problems are aired and tensions are released.

 An environment of self-evaluation and change is created.

Research Results. Studies in diverse settings confirm the functionality of conflict and its ability

to increase group performance. Additionally, heterogeneous groups (those with a greater

likelihood for conflict than homogenous groups) were also found to produce higher-quality

solutions.

Dysfunctional Outcomes. Uncontrolled opposition breeds discontent, which acts to dissolve

common ties, and eventually leads to the destruction of the group.

Dysfunctional Outcome Indicators

 Group effectiveness is reduced.

 Group communication is retarded.

 Group cohesiveness is reduced.

 Group goals are subordinated to infighting among members.

 The group is threatened with destruction.

Research Results. A substantial body of the literature has shown dysfunctional conflict to

reduce group effectiveness.

Creating Functional Conflict. If the interactionist view of conflict is accepted, what can be

done to encourage functional conflict in organizations? This is not an easy goal to achieve. There

is a prevalent culture in American business that still holds to the traditional view of conflict and

those managers who have succeeded often have learned to avoid conflict. This is a dangerous

culture for organizations in today's dynamic environment. Methods for creating functional

conflict include:
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Reward Systems. Functional conflict can be created when organizations reward dissent and

punish conflict avoiders.

Accepting Bad News. Managers must learn to take bad news without sending verbal and

nonverbal cues that conflict is unacceptable.

Building Formal Systems. Organizations that desire functional conflict can often build systems

that encourage dissension (e.g., formal positions for devils advocates).

4. Negotiation

Negotiation is often the means to resolve conflict. Negotiation is becoming far more common at

all levels: it has been said that life itself is a series of small negotiations.

Negotiation is a process in which two or more parties exchange goods or services and attempt to

agree on the exchange rate for them. It is synonymous with bargaining.

Bargaining Strategies: There are two general approaches to negotiation: distributive bargaining

and integrative bargaining.

Distributive Bargaining

This type of bargaining operates under zero-sum (or fixed pie) conditions: one partys gains

reflect losses by the other.

Distributive Bargaining Zones

This model reflects zero-sum distributive bargaining positions. Each party is a negotiator.

Each has a unique target point (what he or she would like to achieve) and resistance point (the

lowest acceptable outcome before negotiations are broken off).

The area between each negotiators target and resistance points is that negotiators aspiration

range. If the two ranges overlap, this common area is referred to as the settlement range.

Existence of a settlement range indicates the possibility of a successful negotiation.
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If there is no settlement range, the negotiations cannot be satisfactorily completed.

 The goal for both negotiators is to move the final settlement point as close to his or her

target point as possible within the settlement range.

Distributive Bargaining Tactics:

 Persuade the opponent of the impossibility of getting to his or her target point and the

advisability of accepting a settlement near yours.

 Arguing that your target point is fair, while your opponents is not.

 Attempting to get the opponent to feel emotionally generous toward you and thus accept

an outcome close to your target point.

Integrative Bargaining

This type of bargaining operates under the assumption that one or more settlements can create a

win-win solution. In order to bargain integratively, the organizations (or individuals) true

interests must be disclosed to the other party, which requires a certain amount of trust.

Additionally, both parties must be aware of the other party's interests and sensitive to their needs.

Because of these requirements, integrative bargaining is not as common in business as perhaps it

should be.

Negotiation Process. This simplified model of the negotiation process is composed of five steps.

Preparation and Planning

Negotiators must prepare for the conflict by:

 Research. Negotiators must research to determine the nature of the conflict, the history

behind the conflict, and who the other negotiators are as well as their perceptions of the conflict.

 Internal Assessment. Negotiators must be aware of what their own goals are before

starting negotiations. It is often helpful to develop a range of acceptable outcomes and commit

these to writing.

 External Assessment. Negotiators must assess what they believe the other party's goals to

be and what negotiating positions they may take. Knowing what the opponent may ask for prior

to negotiations allows a negotiator time to develop strong factual counter-arguments.
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5. Implications for Managers

While this topic has shown that conflict can be helpful in increasing organizational outcomes,

managers may be faced with excessive conflict and need to reduce it. These are some guidelines

for handling conflict:

 Competition. Use this method when:

 Quick, decisive action is vital (emergencies).

 Deciding important issues for which unpopular actions need to be implemented

(such as cost cutting and discipline).

 Deciding issues vital to the organization's welfare when you know you are right

and your opponents are wrong.

 Negotiating with people who take advantage of noncompetitive behavior.

 Collaboration. Use this method when:

 There is a need to find an integrative solution when both sets of concerns are too

important to be compromised.

 Your objective is to learn.

 The desire is to merge insights from people with different perspectives.

 Wishing to gain commitment by incorporating concerns into a consensus.

 Working through feelings that interfered with the relationship.

 Avoidance. Use this method when:

 The issue is trivial, or when issues that are more important are pressing.

 You perceive no chance of satisfying your concerns.

 The potential disruption outweighs the benefits of resolution.

 You desire to let people cool down and regain perspective.

 Gathering information supersedes the need for an immediate decision.

 Others can resolve the conflict more effectively.

 Issues seem tangential or symptomatic of other issues.

 Accommodation. Use this method when:

 You find you are wrong and wish to allow a better position to be heard in order to

learn and to show your reasonableness.
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 Issues are more important to others than to yourself and you wish to satisfy others

and maintain cooperation.

 You wish to build social credits for later issues.

 You desire to minimize loss when you are outmatched and losing.

 Harmony and stability are especially important.

 You wish to allow subordinates to develop by learning from their mistakes.

 Compromise. Use this method when:

 Goals are important but not worth the potential disruption caused by approaches

that are more assertive.

 Opponents have power equal to yours and they are committed to mutually

exclusive goals.

 Desiring to achieve temporary settlements to complex issues.

 Wishing to arrive at expedient solutions under time pressure.

 Needing a backup when collaboration or competition is unsuccessful.

Improving Negotiation Skills

The following recommendations should improve your effectiveness in negotiating:

 Set Ambitious Goals. Make an aggressive first offer.

 Pay Little Attention to Initial Offers. Stick to your goals.

 Research Your Opponent. This knowledge will help you better understand your

opponent's behavior, predict responses to your offers, and help you frame

solutions in terms of your opponent's interests.

 Assess the Problem, Not Personalities. Concentrate on the negotiation issues not

on the personal characteristics of your opponent: separate the people from the

problem.

 Be Creative and Emphasize Win-Win Solutions. If conditions are supportive, look

for an integrative solution. Try to invent options that may make both parties

happy.
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In Section 5 of this course you will cover these topics:
Foundations Of Organizational Structure

Organizational Culture

Organizational Change And Development

You may take as much time as you want to complete the topic coverd in section 5.
There is no time limit to finish any Section, However you must finish All Sections before

semester end date.

If you want to continue remaining courses later, you may save the course and leave.
You can continue later as per your convenience and this course will be avalible in your

area to save and continue later.

: Foundations Of Organizational Structure

Topic Objective:

Definition/Overview:

Introduction

Organizations are made up of more than one person. In order to be effective, these people must

be able to work together in such a way that each adds to the work of the other without taking

anything away. The solution to this problem is structure.

Key Points:

1. Organizational Structure

An organizational structure defines how job tasks are formally divided, grouped, and

coordinated. There are six key elements used to determine the proper structure for an

organization: work specialization, departmentalization, chain of command, span of control,

centralization and decentralization, and formalization.
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2. Four Key Structural Elements.

Work Specialization. Also known as division of labor, this is the degree to which activities in

the organization are subdivided into separate jobs. The essence of work specialization is that an

entire activity is broken down into a number of steps, with each step (job) being completed by a

separate individual, rather than one individual completing the entire activity.

Benefits of Increasing Work Specialization: Breaking activities into the smallest and simplest

tasks and combining these into jobs provided a number of benefits like:

 Greater work efficiency: workers could be matched to jobs based on their skill levels.

Employee skills gained by performing a task successfully increased through repetition. Less time

was spent switching from task to task in a given job.

 Lower costs: organizations do not have to pay for higher-level skills that are not utilized

on the job.

 Greater training efficiency: it is easier and less costly to find and train workers for

specific and repetitive tasks. This is especially true of highly sophisticated and complex

operations.

 Encourages the creation of specialized equipment: the increased efficiency and

productivity gained through work specialization freed up capital. That allowed for the creation of

labor saving specialized equipment and inventions.

Costs of Increasing Work Specialization. When work specialization is carried too far, the

human costs of specialization, (boredom, fatigue, stress, low productivity, poor quality, increased

absenteeism, and high turnover), more than offset the economic advantages.

Job Enlargement. In situations where increased work specialization had decreased productivity,

organizations found that adding new or various tasks, even to the point of complete work

packages, to a jobs scope increased productivity. When workers with interchangeable skills were

placed on work teams, they often achieved significantly higher output and increased employee

satisfaction.
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3 Common Organizational Designs

Simple Structure

The structure has a low degree of departmentalization, wide spans of control, authority is

centralized in a single person, and there is little formalization. Simple structures tend to be flat

organizations, with only two or three vertical levels. Often used for small organizations and

organizations in times of temporary crises.

Advantages. The strength of the structure is its simplicity: it's fast, flexible, and expensive to

maintain. Accountability is clear.

Disadvantages. The structure is difficult to maintain for anything other than small organizations.

The focus of all decision-making on one person can result very quickly in information overload

as the organization increases in size.

Bureaucracy

Standardization is the key concept that underlies all bureaucracies. Bureaucracies are

characterized by routine operating tasks achieved through specialization, formalized rules and

regulations, tasks that are grouped into functional departments, centralized authority, narrow

spans of control, and decision-making that follows the chain of command.

Advantages. Bureaucracies can perform standardized activities in a highly efficient manner due

to economies of scale, minimum duplication of personnel and equipment, and specialized

employees. They do not require talented low- to mid-level managers: the formalized rules and

procedures are substitutes for managerial discretion.

Disadvantages. Bureaucracies tend to create subunit conflicts due to specialization of workers

and departments. Functional unit goals can override the overall goals of the organization. There

tends to be an obsessive concern with following the rules and little ability to react to unique

situations.
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Matrix Structure

This organizational structure combines two forms of departmentalization: functional and

product. The most obvious structural characteristic of a matrix is that it breaks the unity-of-

command concept. Employees in a matrix have two bosses, (their functional department manager

and their product manager), thus making a dual chain of command.

Advantages. The matrix attempts to gain the strengths of both functional and product

departmentalization while avoiding each of their weaknesses. A matrix facilitates coordination,

especially when organizations have a multiplicity of complex and interdependent activities. The

direct and frequent contact between different specialties in the matrix can make for better

communication; faster data flow; more flexibility; and enhanced focus on organizational goals

instead of departmental ones. It also facilitates the effective allocation of specialists.

Disadvantages. This type of structure tends to create confusion, foster power struggles, and place

undue stress and insecurity on individuals. Ambiguity is significantly increased, which often

leads to the greater potential for conflict.

4. New Organizational design options

Team Structure

The primary characteristics of the team structure are that it breaks down departmental barriers

and decentralizes decision-making to the level of the work team (see Chapter 9). Often in larger

organizations, the team structure complements the overall bureaucratic structure.

Virtual Organization

Also known as a network or modular organization, this highly flexible structure typically

features a small core organization that outsources major business functions. It is highly

centralized with little or no departmentalization. The structure allows for the employment of

highly skilled workers only for as long as they are needed (thus reducing costs while improving

quality), reduces long-term risks, and minimizes bureaucratic overhead. This organizational

option is often used by large firms who contract out the manufacturing process or other business
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functions in which they do not have a competitive advantage. Managers in virtual organizations

spend most of their time coordinating and controlling external relations, typically by way of

computer-network links.

Boundaryless Organization

Also known as the T-form organization, based on its necessary and heavy reliance on

technology, this type of organization seeks to eliminate vertical and horizontal boundaries and

break down the external barriers between the company and its customers and suppliers. The goal

is to reduce internal boundaries by eliminating the chain of command, having limitless spans of

control, and replacing departments with cross-functional and cross-hierarchical empowered

teams. External barriers are removed by globalization, strategic alliances, customer-organization

links, and telecommuting.

5. Forces That Determine Appropriate Structure

 Models of Organizational Design. There are two extreme models of organizational

design, the mechanistic and the organic, which may aid in the discussion of these forces.

 The Mechanistic Model. Generally synonymous with bureaucracy, in that it has extensive

departmentalization, high formalization, a limited information network (normally downward

communication), and little participation by low-level members in decision-making.

 The Organic Model. Similar to the boundaryless organization, this structure is flat, uses

cross-hierarchical and cross-functional teams, has low formalization, possesses a comprehensive

information network (using lateral and upward communication as well as downward), and

involves high participation in decision-making.

 The Four Forces That Influence Structure. An organizations strategy, size, use of

technology and environmental uncertainty all have an influence on the appropriate structure for

the organization.

 Strategy. An organization's structure is a means to help management to achieve its

objectives. Because objectives are derived from an organization's overall strategy, strategy and

structure are closely linked. Structure should follow strategy. There are three strategic

dimensions that affect structural design: innovation, cost minimization, and imitation.
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 Innovation. The degree to which an organization plans to introduce new products or

services. Organizations pursuing an innovation strategy need to create flexible and organic

structures.

 Cost Minimization. These organizations tightly control costs, refrain from incurring

unnecessary innovation or marketing expenses, and cut price by selling a basic product. Firms

following this strategy need the efficiency and stability of the mechanistic structure.

 Imitation. These organizations try to capitalize on the best of both of the previous

strategies. Imitators try to minimize risk, while maximizing the opportunity for profit. These

firms are market followers who move into new products or new markets only after viability has

been proven by the innovators. Imitators, combine both the mechanistic and organic structures:

keeping the tight control and low cost of the mechanistic structure, while creating organic

subunits to pursue new undertakings.

 Organizational Size. The size of an organization significantly affects its structure. Larger

firms tend to be more mechanistic. They develop more specialization, departmentalization,

vertical levels, and rules and regulations. But size affects structure at a decreasing rate: once an

organization has become fairly mechanistic (around 2,000 employees), additional increases in

size have little effect on organizational structure.

 Technology. This generic term refers to how an organization transfers its inputs into

outputs. Technologies become focused on either routine or nonroutine activities.

 Routine Technologies. Characterized by automated and standardized operations. These

technologies tend to be associated with taller and more departmentalized structures. There is

strong evidence that routine technologies are linked to highly formalized organizations that

include rules, manuals, job descriptions, and other formalized documentation

 Nonroutine Technologies. These technologies are customized and associated with more

informal or organic organizations.

 Environmental Uncertainty. An organization's environment is a key determinant of

structure.

 Static Environments. These environments have no new competitors, no new

technological breakthroughs by current competitors, or little activity by public pressure groups to

influence the organization. There is little uncertainty in these environments. Organizations in

static environments tend to take the mechanistic form.
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 Dynamic Environments. These environments are characterized by rapidly changing

government regulations affecting business, new competitors, difficulties in acquiring raw

materials, continually changing product preferences by consumers, and other unstable elements.

Managers are forced to contend with great deals of uncertainty in these environments. Firms in

dynamic environments require flexibility, and therefore organic structures, in order to gain

organizational effectiveness.

6. Organizational Designs and Employee Behavior

It is impossible to generalize any link between organizational structures and employee

performance and/or satisfaction due to the high variance caused by individual differences. These

individual differences must become the focus of the discussion.

 Work Specialization. Work specialization contributes to higher employee productivity at

the price of reduced job satisfaction, but not for everyone. While the point at which the human

costs of specialized work overtakes the economies of specialization seems to be reached more

quickly now than in the past, there are still those who enjoy routine labor. The negative

behavioral outcomes from high specialization are most likely to surface in professional jobs

occupied by individuals with high needs for personal growth and diversity.

 Span of Control. There is no evidence to suggest a relationship between span of control

and employee performance or satisfaction. Individual differences may be confounding the results

of research in this area. One assumption, based on several the contingency theories (presented in

Chapter 11), is that factors such as employees experience and abilities along with the degree of

structure in their tasks, would explain when wide or narrow spans of control are likely to

contribute to performance and job satisfaction.

 Centralization. There is fairly strong evidence that the degree of centralization is linked to

job satisfaction. Decentralized organizations tend to have a greater amount of participative

decision-making, which is positively related to job satisfaction. This relationship is strongest

with employees who have low self-esteem.
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7. Implications for Managers

 Shaping Attitudes. Structure does contribute to explaining and predicting employee

attitudes. Structure reduces ambiguity and clarifies relationships. It may also shape attitudes and

motivate workers to higher levels of performance.

 Behavioral Constraints. Structure constrains employee behaviors to the extent that it

limits and controls what they do. Mechanistic structures significantly restrict acceptable

employee behaviors, while organic structures provide employees a much greater freedom of

action.

: Organizational Culture

Topic Objective:

Definition/Overview:

Organizational Culture

Organizations also have personalities, which are referred to as cultures. Organizational cultures

govern how that organizations members behave.

Key Points:

1. Organizational Culture

A system of shared meaning held by members that distinguishes the organization from other

organizations. There are seven primary characteristics that capture the essence of an

organization's culture. These characteristics are measured on a scale of high to low and provide a

composite picture of an organization's culture. This becomes the basis for the feelings of shared

understanding that members have about the organization, how things are done in it, and the way

members are supposed to behave.
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 Innovation and Risk Taking. The degree to which employees are encouraged to be

innovative and take risks.

 Attention to Detail. The degree to which employees are expected to exhibit precision,

analysis, and attention to detail.

 Outcome Orientation. The degree to which management focuses on results or outcomes

rather than on the techniques and processes used to achieve those outcomes.

 People Orientation. The degree to which management decisions take into consideration

the effect of outcomes on people within the organization.

 Team Orientation. The degree to which work activities are organized around teams rather

than individuals.

 Aggressiveness. The degree to which people are aggressive and competitive rather than

easy-going.

 Stability. The degree to which organizational activities emphasize maintaining the status

quo in contrast to growth.

2. Organizational Culture versus Job Satisfaction.

Organizational culture describes how employees perceive the characteristics of an organizations

culture, not whether or not they like those characteristics. It is a descriptive term.

Job satisfaction seeks to measure affective responses to the work environment: it is concerned

with how employees feel about the organization. It is an evaluative term.

Layers of Organizational Culture

Culture is a system of shared meaning, therefore individuals of dissimilar backgrounds or at

varying levels in the organization should describe the organization's culture in similar terms

despite their differences. This doesn't mean however that an organization's culture is completely

uniform.

Dominant Culture

This is the overall organizational culture as expressed by the core values held by the majority of

the organization's members. When people are asked to portray an organization's culture, they
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normally describe the dominant culture: a macro view that gives an organization its distinct

personality.

Subcultures

These subsets of the overall culture tend to develop in larger organizations to reflect the common

problems, situations, or experiences that are unique to members of certain departments or

geographical areas. The subculture retains the core values of the dominant culture but modifies

them to reflect their own distinct situation.

Strong versus Weak Cultures

Strong cultures have a greater impact on employee behavior and are more directly related to

reduce turnover.

Strong Culture

This exists when an organization's core values are both intensely held and widely shared. The

greater the number of members who accept the core values and the greater their commitment to

these values, the stronger the culture is. A strong culture creates an internal climate of high

behavioral control and builds cohesiveness, loyalty, and organizational commitment.

Weak Culture

In this case, the organization's core values are not widely held or intensely felt. These cultures

have little impact on member behavior.

3. Organizational Culture versus National Culture.

National culture has a greater impact on employee behavior than does an organization's culture.

There may be self-selection biases during the hiring process whereby companies hire people

most likely to fit into their organizational culture, rather than a person who more accurately
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reflects the national culture, which may make employees more likely to follow the organizational

culture than a typical person from own national culture.

4. Functions and Liabilities of Organizational Culture.

Overall, culture benefits organizations by increasing organizational commitment and the

consistency of employee behavior. It also aids employees by reducing ambiguity. There are five

basic functions of culture that help achieve these benefits:

 Defines Boundaries. Culture creates distinctions between one organization and another.

 Identity. Culture conveys a sense of identity for its members.

 Commitment. Culture generates commitment to something that is larger than one's own

self-interest.

 Social Stability. Culture is the social glue that helps hold the organization together by

providing appropriate standards for socially acceptable employee behavior.

 Control Mechanism. Culture serves as a control mechanism that guides and shapes the

attitudes and behavior of employees. It helps employees make sense of the work environment: it

defines the rules of the game. In today's organizations, where direct and close managerial control

appears to no longer be an option, culture is one of the ways to enforce organizational standards

and to maintain effectiveness.

 Culture as a Liability. Because culture is difficult to change in the short run and defines

proper behavior, it may create barriers in the organization.

 Barrier to Change. When the cultural values are not aligned with those that will increase

an organizations effectiveness in dynamic environments, they can create a barrier to

implementing the necessary organizational changes.

 Barrier to Diversity. There is a managerial conflict that exists because of culture.

Organizations seek to hire people of diverse backgrounds in order to increase the quality of

decision-making and creativity. But strong cultures, by their very nature, often seek to minimize

diversity. Balancing the need for diversity with the need for a strong culture is an ongoing

managerial challenge.
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 Barrier to Acquisitions and Mergers. One of the primary concerns in mergers and

acquisitions in recent years has been the cultural compatibility between the joining firms as the

main cause for the failure of these combinations has been cultural conflict.

5. Creating and Sustaining Culture

The ultimate source of an organization's culture is its founder(s). Founders have a vision of what

the organization should be and they are unconstrained by previous customs or ideologies. The

new organization's small size facilitates the founders imposition of his or her vision on all

organizational members. Founders create culture in three ways:

 Employees Selection. Founders hire and keep only those employees who think and feel

the same way the founders do.

 Socialization. Founders indoctrinate and socialize their employees toward the founders

way of thinking and feeling.

 Modeling. The founder acts as a role model and encourages to employees identify with

him or her and to internalize the founders beliefs, values, and assumptions. Any organizational

success is attributed to the founders vision, attitudes, and behavior. In a sense, the organization

becomes an extension of the founders personality.

 Sustaining Culture. Once a culture exists, OB practices within the organization serve to

maintain it by giving employees a similar set of experiences. These practices include the

selection process, performance evaluation criteria, training and development activities, and

promotional procedures: those who support the culture are rewarded and those who do not are

penalized.

The selection process needs to identify potential employees with relevant skill sets; one of the

more critical facets of this process is ensuring that those selected have values that are consistent

with those of the organization. Employees whose values and beliefs are misaligned with those of

the organization tend to not be hired, or self-select out of the applicant pool.
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Actions of Top Management

The verbal messages and actions of top management establish norms of behavior throughout the

organization. These norms include the desirability of risk taking, level of employee

empowerment, appropriate attire, and outlining successful career paths.

Employee Socialization

New employees must adapt to the organizational culture in a process called socialization. While

socialization continues throughout an employee's career, the initial socialization is the most

critical. There are three stages in this initial socialization. The success of this socialization will

affect employee productivity, commitment, and turnover.

1. Prearrival. This encompasses all the learning that occurs before a new member joins the

organization. Each individual arrives with his or her own unique set of values, attitudes,

and expectations both surrounding the work and the organization. That knowledge, plus

how proactive their personality is, are the two critical predictors of how well the new

employees will adjust to the new culture.

2. Encounter. This is when the new employee sees what the organization is really like and

confronts the possibility that expectations and reality may diverge. If the employee's

expectations prove to be reasonably accurate, the encounter stage merely provides a

reaffirmation of the perceptions gained earlier. But when expectations and reality differ,

new employees must undergo socialization that will detach them from their previous

assumptions and replace them with another set the organization deems desirable. At the

extreme, a new member may become disillusioned with the actualities of the job and

resign: an indication of the failure of the selection process. The greater the number of

friendship ties a newcomer has in the organization, the more likely he or she is to be

committed.

3. Metamorphosis. In this final stage, relatively long-lasting changes take place as the

employee has adjusted to the work itself and internalized the workgroups values and

norms. The more management relies on socialization programs that are formal, collective,

fixed, serial, emphasize divestiture, the greater the likelihood that the newcomers

differences and perspectives will be stripped away and replaced by standardized and
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predictable behaviors. Successful metamorphosis should have a positive effect on new

employee productivity, organizational commitment, and turnover.

Culture Creation Model provides a simple model of this cultural creation process. The original

culture is derived from the founder's philosophy, which in turn strongly influences the criteria

used in hiring. The actions of top management set the general climate of what is acceptable

behavior. How well employees are socialized will depend on managements selection of

socialization method and the closeness of the new employees values to those of the organization.

6. How Culture is Learned

 Transmission. Culture is transmitted to employees in a number of forms: stories, rituals,

material symbols, and language.

 Stories. Stories typically revolve around key events such as rule breaking, unlikely

successes, workforce reductions, reactions to past mistakes, and methods of organizational

coping that involve the organization's founders or other key personnel. These are morality tales:

the stories are designed to teach lessons of how things should be done in the organization.

 Rituals. These are repetitive sequences of activities that express and reinforce the key

values of the organization. These rituals run the gambit from simple public attaboys to formal

retirement ceremonies.

7. Managing Cultural Change

The Difficulty of Cultural Change. Culture is relatively stable and rooted in the deeply held

values to which employees are strongly committed. Culture is embedded in every aspect of the

organization. While changing an organization's culture may be difficult, there are times when it

is necessary. Four conditions indicate when the organizational environment is ripe for change:

A Dynamic Crisis Exists or Is Created. Crises such as a surprising financial setback, the loss of a

major customer, or a dramatic technological breakthrough by a competitor may act as a shock

that undermines the status quo and calls into question the relevance of the current culture. Some

executives purposely create a crisis in order to stimulate cultural change.
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A Turnover in Leadership

Replacing top leadership with people from outside the organization can provide an alternative set

of key values and is likely to increase the chances that new cultural values will be introduced.

Younger and Smaller Organizations

These organizations have less-entrenched cultures; their cultures are easier to change than are

those of larger and better-established organizations.

Weaker Cultures

The stronger a culture of the more difficult it will be to change. Weak cultures are relatively easy

to change.

Cultural Change Timeline

Even if these factors are favorable, cultural change is a lengthy process should be measured in

years rather than months.

8. Creating an ethical organizational culture.

 Favorable Conditions. A strong organizational culture that is high in risk tolerance, low-

to-moderate in aggressiveness, and focuses on means as well as outcomes is the one most likely

to shape high ethical standards.

 Practices that Encourage Development of an Ethical Culture. Top management can:

 Be a Visible Role Model. When senior management is seen as taking the ethical

highroad, it provides a positive behavioral guideline for all employees.

 Communicate Ethical Expectations. The creation and use of an organizational code of

ethics helps reduce ethical ambiguities and enforce the organization's primary values.

 Provide Ethical Training. Training acts to reinforce the organizations standards of

conduct, clarifies ethical practices, and addresses possible ethical dilemmas.

 Visibly Reward Ethical Acts and Punish Unethical Ones. Performance appraisals must

include the means taken to achieve goals as well as the ends themselves. Employees tend to act
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in ways that will gain them the greatest rewards (see Expectancy Theory in Chapter 5): tie ethical

actions into the reward structure to modify behaviors.

 Provide Protective Mechanisms. Organizations must create formal mechanisms that allow

employees to discuss ethical dilemmas or report unethical behavior without fear of reprimand

(such as ethical counselors, ombudsman, or ethical officers) to facilitate the change to an ethical

culture.

9. Creating a customer-responsive culture

 Purpose. Creating an organizational culture that builds a strong and loyal customer base

is generally rewarded with revenue growth in better financial performance.

 Key Variables in Shaping Customer-Responsive Cultures.

 Type of Employees. Successful, service-oriented organizations hire employees who are

outgoing and friendly.

 Low Formalization. Service employees need to have the freedom to meet changing

customer-service requirements. Rigid rules, procedures, and regulations make this difficult.

 Widespread Use of Empowerment. Related to low formalization, employees need

discretion to do what is necessary to please the customer.

 Good Listening Skills. Employees must have the ability to listen and understand

messages sent by the customer.

 Role Clarity. Service employees act as boundary spanners between the organization and

its customers. They have to please both management and customers, which may lead to role

ambiguity and conflict, reducing job satisfaction and hindering performance. Managers should

clarify employee roles as to the best way to perform the jobs and activities.

 Organizational Citizenship Behavior. Employees should be conscientious in their desire

to please the customer. They need to be able to take initiative to provide service beyond

customer expectations.

 Suggested Managerial Actions. To create a more customer-responsive culture, managers

should do the following:
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 Selection. Building a customer-responsive culture starts with hiring the correct service

contact people. Organizations should seek personalities and attitudes consistent with a high

service orientation.

 Training. Organizations with large numbers of existing employees should focus on

training. The training should encompass improvement of product knowledge, active listening,

showing patience, and displaying emotions.

 Structural Design. Organizations that wish to become customer-oriented should reduce

the numbers of rules and regulations so that employees are empowered to change their behavior

to meet the needs and requests customers.

 Empowerment. Employees should be given discretion to make day-to-day decisions

about job-related activities. As with structural design, this allows customer service

representatives to satisfy consumers completely and immediately.

 Leadership. Leaders must model customer-centric behaviors if they wish their employees

to act responsively toward their customers.

 Performance Evaluation. Behavior-based performance evaluations are consistent with

improved customer service. The focus of such appraisals is based of how employees behave or

act (effort, commitment, teamwork, friendliness, and problem solving) rather than on measurable

outcomes.

 Reward Systems. Organizations that wish to deliver good service need to reward

employees who provide it. Pay and promotions should be contingent on outstanding customer

service.

10. Implications for managers

 New Organizations. Creating the desired cultures in organizations is relatively easy: the

founder merely needs to model the behaviors desired and select appropriate employees.

 Existing Organizations. Changing organizational culture is a time-consuming activity.

Strong cultures are relatively stable and have permanent characteristics, which may be either a

benefit or detriment to the organization depending on how dynamic their environment becomes.

Change is possible, but it takes great effort and a long-term focus.
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: Organizational Change And Development

Topic Objective:

Definition/Overview:

Introduction

Change is an environmental constant for modern organizations. Managers must be able to help

organizations change, understand the reasons for resistance of change, and move organizations in

new relevant directions.

Key Points:

1. Forces for change

Six Specific Forces That Act As Stimulants for Change.

 Changing Nature of the Work Force. The environment is steadily becoming more

multicultural and the work force is aging. Skill sets of employees are in constant need of

updating, increasing training costs.

 Technology. Computers are now fundamental to almost every organization. Data has

become digitized, raising issues with accessibility and privacy.

 Economic Shocks. Monetary crises, fuel prices, stock market fluctuations, and

historically low interest rates all create a much more dynamic environment than existed in the

recent past.

 Competition. The global economy also means global competition. Low labor cost

countries are performing more and more of the manufacturing processes for the world while high

labor cost countries shift to a service-based economy. Speed of development and implementation

is increasing. Successful firms must be nimble.

 Social Trends. The way people perform typical daily actions has changed dramatically in

a short period of time. Larger numbers of people interact and shop over the Internet, changing

the existing social dynamic.
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 World Politics. Large segments of the globe that were historically closed off for

investment and development have now opened their doors. Terrorism, war, and religious

intolerance are on the rise. All of which have dramatic impacts on organizations.

2. Change Agents

These are managers or non-managers, current employees of the organization, newly hired

employees, or outside consultants who act to initiate or implement change in organizations.

Outside Consultants

Unlike internal staff specialists and managers who may be more thoughtful and cautious because

they have to live with the consequences of their actions, outside consultants are prone to

initiating changes that are more drastic because they don't have to live with the consequences.

Outside consultants do however provide an objective perspective often unavailable to insiders.

3. Two Views of Change:

The Calm Waters View

This has been the prevalent view of change for most of recorded history. End-points were known

and the path to achieve them was relatively clear. This view of change is no longer appropriate.

Lewin's Three-Step Change Process

This model treats change as a break in the organization's equilibrium state. The status quo has

been disturbed and change is necessary to establish a new equilibrium state.

 Unfreezing. Pressure is required to overcome the inertia of the current status quo.

Pressure can be exerted on organizations in three ways:

 Driving Forces. The forces the direct behavior away from the status quo can be increased.

 Restraining Forces. The forces that hinder movement from the existing equilibrium (or

maintain the current status quo) can be decreased.
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 Combination Approaches. Pressure can be exerted by increasing the driving forces and

decreasing the restraining forces.

 Changing (Reforming). Once the organization is fluid, (that is, the forces maintaining the

status quo have dissipated), managers can reform the organization to meet the new conditions.

 Refreezing. Instituting a change is insufficient to make it permanent. Forces need to be

applied to make the changed state into the new equilibrium state. Organizational systems need to

be realigned around the new reality and managers need to ensure employees accept it.

 Applicability. This view of change and Lewins model has little applicability in the

modern environment where change is the norm rather than the exception.

 The White Water Rapids View. Aligned with our dynamic environment (see Chapter 14),

this view of change believes that changing conditions and uncertainty are the norm. Periods of

stability (status quo) are the exception and should be avoided. Organizations under this view of

change must be ready to act instantaneously to new conditions with few guidelines and

insufficient data.

 Assessment of the Views of Change. While the world has become much more dynamic,

not all managers and organizations face a world of constant and chaotic change. But their

number is dwindling rapidly.

4. Resistance to change

 Causes. Individuals and organizations tend to resist change. In doing so, they provide a

degree of stability and predictability to behavior. Resistance to change can be a source of

functional conflict, which may create better decisions. But resistance, if taken too far, can hinder

adaptation and progress. There are both individual and organizational reasons for resistance to

change.

 Individual Reasons for Resistance. While an individual's level of resistance to change can

be based on his or her characteristics (such as personality), there are some general reasons.

 Habit. People tend to be comfortable in a routine. They like to reduce complexity and

habitual actions do just that. When confronted with change people tend to use their programmed,

or habitual, responses, which become a source of resistance.
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 Security. People wish to feel. Change often threatens perceived security. Individuals,

resist change to avoid insecurity.

 Organizational Reasons for Resistance. Like people, there are forces within organizations

that cause them to resist change.

 Structural Inertia. Organizations have built-in mechanisms to produce stability, including

the selection, training, and socialization processes and the degree of formalization given by rules

and regulations. Organizational culture can be a very powerful source structural inertia.

 Limited Focus of Change. Organizations are made up of interdependent subsystems. The

change in one subsystem has potential impacts throughout the organization. The effects of

changes in subsystems may be nullified by forces in the larger system.

 Overcoming Resistance to Change. There are five actions that can be taken by change

agents to lessen the resistance to change.

 Education and Communication. Resistance can be reduced by communicating with

employees to help them see the logic of the change. Doing so reduces misinformation and can

help managers sell the need for the change.

 Participation. Involving people in the change decision builds buy-in and reduces

resistance. This may come at a cost of a lower quality solution and a greater consumption of

time.

 Building Support and Commitment. To combat employees fear and anxiety, change

agents can utilize counseling, therapy, new-skills training, or provide a leave of absence. If the

emotional commitment to change can be raised it will reduce resistance.

 Selecting People Who Accept Change. Organizations that have selected individuals

whose personality easily accepts and adapts to change have far lower levels of resistance than

organizations that have not used this criterion for selection. Personalities that accept change are

those that are open, risk-taking, flexible, and have a high self-concept.

5. Managing change through organizational development

Organizational development (OD) is a generalized concept. It encompasses a collection of

planned-change interventions built on humanistic-democratic values that seek to improve

organizational effectiveness and employee well-being. OD values human organizational growth,
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collaborative and participative processes, and a spirit of inquiry. OD holds to the following

underlying values:

 Respect for People. People are believed to be responsible, conscientious, and caring and

should be treated with dignity and respect.

 Trust and Support. Effective organizations are characterized by trust, authenticity,

openness, and supportive climate.

 Power Equalization. Effective organizations deemphasize hierarchical authority and

control.

 Confrontation. Problem should be openly confronted.

 Participation. Involving people in decision-making regarding a change increases their

commitment to implementing the change.

 Five OD Interventions for Change.

5.1. Sensitivity Training. Also known as, laboratory training encounter groups or T-

groups (training groups), all refer to a method of changing behavior through unstructured

group interaction. This is a process-oriented activity, where individuals learn by

observing and participating rather than by being told. The objectives are to provide

subjects with increased awareness of their own behavior and how others perceive them,

greater sensitivity to the behavior of others, and increased understanding of group

processes. Specific results include the ability to emphasize with others, improved

listening skills, greater openness, increased tolerance of individual differences, and

improved conflict-resolution skills.

5. 2. Survey Feedback. This tool assesses attitudes held by organizational members and

helps identify discrepancies among member perceptions and in solving differences.

Surveys can be done on almost any topic within the organization. The data from the

questionnaires are tabulated and broken down by the most effective level. The survey

results can help find problems and clarifying issues. The surveys themselves help
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organizational members determine if the people within the structure are listening to their

inputs.

5. 3. Process Consultation. This refers to the use of an outside consultant to assist a

manager to perceive, understand, and act upon process events such as workflow, informal

relationships, and formal communication channels. Process consultation (PC) is task-

directed and assumes that organizational effectiveness can be improved by dealing with

interpersonal problems and increasing involvement. Consultants guide managers to

jointly diagnose problem areas; consultants do not provide the answers themselves.

5. 4. Intergroup Development. Seeks to change the attitudes, stereotypes, and

perceptions that groups have of each other. Its focus is the functional conflict that exists

between groups. Intergroup development uses problem solving in group settings to help

clarify the nature of the conflict.

5. 5. Appreciative Inquiry. Appreciative inquiry (AI), unlike other OD approaches,

accentuates the positive aspects of situations rather than looking for problems. AI focuses

on a forward-looking approach rather than a blame-setting backward-looking approach

typically associated with problem solving.

6. Contemporary issues in organizational change.

 Technology in the Workplace. While technology itself has changed the way that people

work, there are two specific issues related to process technology and work that are important

here: continuous process improvement and process reengineering.

 Continuous Process Improvement. Quality management seeks constant attainment of

customer satisfaction through the continuous improvement of all organizational processes. The

goal is to reduce variability. By doing so, you increase the uniformity of the product or service,
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which results in lower costs and higher quality. This search for continuous improvement can be

stressful on employees.

 Process Reengineering. This is a process whereby management rethinks and redesigns

existing processes from scratch. Process reengineering tends to be very stressful on the

employees who stay in the organization and for those who are forced out due to restructuring.

There are three key elements:

1. Managers must identify an organization's distinctive competencies (things an

organization does better than do its competitors and which makes it unique from its

competitors).

2. Managers must assess core processes that add value to the organization and its customers.

A process is anything that converts an input to an output.

3. Organizations must reorganize horizontally based on process. This involves the use of

cross-functional and self-managed teams. The focus is on the process itself and not the

business functions. May result in the loss of middle management positions.

 Work Stress. Stress is a dynamic condition in which an individual is confronted with an

opportunity, demand, or resource related to what the individual desires and for which the

outcome is perceived to be both uncertain and important. Stress has been increasing dramatically

in the work in environments.

Types of Workplace Stress:

 Challenge Stress. This type of stress, associated with challenges in the work environment

(such as having many projects), may help performance to some extent.

 Hindrance Stress. This stress comes from having to deal with obstacles to achieving goals

such as red tape and politics. It has more negative implications than does challenge stress.

 Stressors. Stress often results from demands and resources.

 Demands. These are the responsibilities, pressures, obligations, and even uncertainties

that individuals face in the workplace. The greater the number of demands, typically the greater

the stress level.

 Resources. Things in an individuals control that can be used to resolve the demands. The

scarcer the resources, the higher the stress, given the same level of demands.
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7. Implications For Managers

Change is inherent in the modern workplace and successful managers must learn to deal with

change and to successfully implement changes in their organizations. The world is a constantly

changing place, and managers must seek to act as change agents.
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