CHAPTER 1-2

A.  Organizational Behavior – The study of people in the workplace.

B.  What affects organizational behavior?  Biographical Characteristics…they are:

I. Age:

a. Perceptions:  (+) Loyal, Experience, Dependable, Strong work ethic

    (-)  Less likely to adapt to change




A study of 3 areas:





Turnover – older person is less likely to quit.





Absenteeism – older person is less likely to have avoidable absences.





Productivity – assumed that as you get older, you become less productive.

II. Gender:

a. Ways to get women:  Offer flex-schedule, $$, Glass ceiling.

III. Marital Status:

a. Married persons – less absenteeism, more satisfaction in job, and less turnover.

IV. Intellectual Ability:  That required to do mental activities.

V.
Physical Ability:  That required to do tasks demanding stamina, dexterity, strength, and similar



 characteristics.  (See 9 Basic Physical Abilities.  P38.  Exhibit 2-2).

C.  What do we want to “facilitate” with our employee?    Learning.


I.  
Learning – is any relatively permanent change in behavior that occurs as a result of experience.


II.
Principles of learning:




Repetition



Reinforcement




Whole vs. Part (break up tasks)




Distributed (break up time)



Knowledge of results (provide timely feedback)




Motivation (person must have ability and willingness)




Synergy – total is greater than sum of individual parts.  2+2=5

III. Schools of Learning:

a. Classical Conditioning:  A type of conditioning in which an individual responds to some


 stimulus that would not ordinarily produce such a response.

i. Automatic, Reflexive, No choices evaluated.

b. Operant Conditioning:  -A type of conditioning in which desired voluntary behavior leads to 

         a reward or prevents a punishment.

         -Likely hood of behavior being repeated is dependant upon 

         evaluation of consequences of initial behavior.

Operant Conditioning Strategies:  (Or methods of shaping behavior)




-     Positive Reinforcement – come to expect it; certain activity; upward, upward, spiral.





( + Behavior occurs (  + Reinforcement given )

· Negative Reinforcement or Avoidance – following a response by the w/drawal of something unpleasant.

· Punishment -  (- Behavior occurs (  - Reinforcement given )

· Extinction – eliminating any reinforcement that is maintaining a behavior.

Operant Conditioning Tactics:

· Chaining – group or link a number of activities to create a completed task. 

(whole vs. part).  

· Shaping – take an activity and through repeated effort, creating a desired response. 

Systematically reinforcing each successive step that moves an individual closer to the desired response.  (shaping is within chaining).



            Schools of Reinforcement:




Continuous – will establish behavior quickly; however, behavior doesn’t have deep roots.




Fixed Interval – predictable, defined time (extrinsic).




Variable Interval – change and fluctuation in time periods (intrinsic).




Fixed Ratio – predictable, defined production/sales or number of responses.




Variable Ratio – change or fluctuation in production/sales.

c.    Social Learning Theory:  (aka – Social Cognitive Theory)

Learning via observation.  People can learn through observation and direct experience.

CHAPTER 3

Values – What drive’s ones behavior.  Basic 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.

Do Values fluctuate?    No, they tend to be relatively permanent and stable.

Types of Values:

Terminal – Focus on desirable end-states.  The goals that a person would like to achieve during his/her lifetime.

Instrumental – Focuses on particular styles of behavior, or what must be done to achieve end (terminal) values.

What are the dominant work values in today’s workplace?  


Self Respect

Family Security

Freedom

Happiness


Hones


Responsible


Ambitious

Sense of Accomplishment

Dominant Work Values in Today’s Workforce:

I. Protestant work ethic – Hard Work, conservative, loyalty to the organization.

II. Existential – Quality of life, nonconforming, seeks autonomy, loyalty to self.

III. Pragmatic – Success, achievement, ambition, hard work, loyalty to career.

IV. Generation X – Flexibility, job satisfaction, balanced lifestyle, loyalty to relationships.

Do you think values vary across cultures?  Yes


Culture Variables:




Power Distance – extent to which a country accepts an unequal distribution of power.



Individualism – degree to which people prefer to act as individuals rather than a group member.



Collectivism – prefer groups and expect group to take care of them.



Quantity – degree to which materialism is important.



Quality – degree to which relationships are important.



Uncertainty Avoidance – how society perceives risk.



Long-Term Orientation – emphasizes future and persistence.

Short-Term Orientation – emphasizes past and present, respect for tradition, and fulfilling social obligation.

Attitude – a relatively permanent pre-disposition about and idea, object, or person.  3 Segments of attitude:


Cognitive – related to opinion or belief.  ---- foundation
(“I believe discrimination is wrong.”)


Affective – emotions or feelings.    ----- fire/intensity

(“I don’t like John because he….”)


Behavioral – intention to behave in a certain way.

(I might choose to avoid John because…)


Change in behavior?   (  Provide data to support our position





(  Use emotion as an ally instead of a foe.


Types of Attitude:



Job Satisfaction – individual’s general attitude toward his/her job.



Job Involvement – identify with your job, actively participate in it, and consider it important.



Organizational Commitment. – identify with organization and its goals.




Job Satisfaction is an attitude.




JS & Productivity – focusing on individual.  More productivity, more satisfaction.




JS & Absenteeism – a moderate (-) relationship.

JS & Turnover – stronger (-) relationship.  Labor market conditions affecting.  Job advancement opportunities.


Reponses to Job Dissatisfaction (Exhibit 3-6.  page 79)

CHAPTER 4

Personality – Relatively permanent pattern of the ways in which an individual acts and interacts with others.

What affects personality?

Heredity – (Nature) Studies of young children that there is distinct similarity between characteristics of offspring and parents.  

Environment – (Nurture) early environment and the shaping force of family in particular affects one’s personality.

Situation – personality can change based on situations we are placed in.

Personality – enduring characteristics that describe an individual’s behavior.

Types of Personality:

Type A – excessively goal driven, aggressive, competitive, impatient, productive, get results, performs better in competition.


Type B – more reserved, less aggressive, less competitive, goal driven as well.

Figure 4-3.  Holland’s Typology of Personality and Congruent Occupations.


6 Types:  Realistic,  Investigative,  Social,  Conventional,  Enterprising,  Artistic

Personality Dimensions:


Internal Locus of Control – control their own destiny;  risk takers.

External Locus of Control – what happens to them is controlled by outside forces such as luck or chance;  risk avers;  cautious to the point of freezing their behavior;  take a very situational perspective (pessimistic?).

Self-Esteem – degree of liking or disliking one’s self.

Self-Monitoring – how well does the individual adjust or adapt to uncontrollable variables.  Ability to adapt or adjust.

Machiavellianism – the degree to which an individual is pragmatic, maintains emotional distance, and believes that “the ends justify the means”;  Enron example…downsizing.

Authoritarianism Values – respects chain of command; organized.

Application of Personality Theory:


Job Matching – recruiting, selection, hiring process, finding right person for the right job.

CHAPTER 5

Perception – use of the senses to give meaning to one’s environment.  


[major application – image (of a company)]

Communication is 55% visual or non-verbal.

Perception is a process.  


Steps in Perceptual Process:

A) Selection (get their attention)

a. Characteristics of Stimuli:  Size, magnitude, intensity

        






  Uniqueness, novelty

        






  Motion

        






  Familiarity

        






  Value

b. Characteristics of Perceiver:  Past experiences of the individual establish a ‘frame of

  reference’

  Mood

  






     Attitude

  






     Expectations

c. Characteristics of Situation:  Culture

Cooperative – perceptual process goes much smoother.  Is supported by management.

Combative – perception is more of a problem.  Looking for alternative motive.

B) Organization – process of taking the stimuli chosen and drawing a meaningful conclusion about them.  (take perceptions and make a meaningful whole)

Organizing Principles:

- Figure and Ground – process of judging a figure based upon the background from which it came.



- Proximity – location to a certain individual or group.  



- Similarity – 

- Closure – one individual presents an incomplete stimuli, and allows the other individual to close the loop.

C) Interpretation  (drawing conclusions)

Distortions or Problems with Perception:


1)  Halo Effect – one (+) attribute outweighs all the other (-) attributes.

2)  Horn Effect – one (-) attribute outweighs all the other (+) attributes.


3) Primacy Effect – the first impression is dominant (55% non verbal).

4) Recency Effect – the last impression is dominant 

CHAPTER 6

Motivation – Trying to push the individual to pursue an outcome they previously had not considered.


(Sometimes motivate with emotion.  Sometimes with something of value.  Sometimes with a challenge)

Process:


Identify the need (unsatisfied need)   [Look for red flags.  Catch it here.]


Tension is increasing


Seek Relief

Attribution Theory:   Identifies causes for behavior…

	
	+ EVENT
	- EVENT

	ACTOR
	PERSONAL
	SITUATIONAL

	OBSERVER
	SITUATIONAL 
	PERSONAL


MASLOW’S HIERARCHY OF NEEDS THEORY:

I. Developed 5 universal needs:

i. Physiological – physical needs a person has (food, water, rest, sex).

ii. Safety – security and protection from physical and emotional harm.

iii. Social – need to feel a part of something (affection, belongingness, acceptance).

iv. Self-Esteem – ego needs;  needs for recognition (self-respect, autonomy, achievement).

v. Self-Actualization – the highest goals you aspire to achieve.

II.
Which level is most important?  The lowest level unsatisfied need is the most important.  

Pre-Potency – before the next level need becomes dominant, the previous level need must have been satisfied.

ALDERFER’S ERG THEORY:


Alderfer condensed Maslow’s 5 needs into 3 needs.




1) Growth

2) Relatedness

3) Existence

Frustration-Regression – as the individual is moving toward satisfying a higher level need, he or she may incur obstacles which frustrate their effort.  When this happens, he or she will regress to a lower level of need that they can satisfy (revitalize).

MCCLELLAND’S THEORY OF NEEDS (LEARNED-NEEDS THEORY):


Focuses on 3 needs:

1) Power (N pow) – need to make others behave in a way that they would not have normally.

2) Achievement (N ach) – drive to excel.

3) Affiliation (N aff) – desire for relationships.

These needs are learned through VICARIOUS LEARNING.

All 3 needs operate, but one will be dominant.

How do you determine what the dominant need is?  Themantic Apperception Test (TAT).

HERZBERG’S TWO-FACTOR THEORY:


2 Basic categories of Needs:

1)  Category One (1) – HYGIENE FACTOR – Factor that if present, doesn’t necessarily motivate, however, when not present proves highly dissatisfactory (things we take for granite).



Ex:  Pay, Working Conditions, Leadership, Interpersonal Relationships, Clear Policies, Security.



Must have these for any chance to motivate.



[Job Context]

2)  Category Two (2) – MOTIVATION FACTOR – a factor, that if present may indeed motivate.  However, if not present, isn’t necessarily dissatisfactory.  

Ex:  Job itself, Recognition, Responsibility, Advancement, Personal Growth.

[Job Content]

HYGIENE FACTORS ALWAYS COME FIRST (IN ALL SITUATIONS).


Maslow, McClelland, Herzberg, Alderfer:   All ‘Need Classification Theories’


VROOM’S EXPECTANCY THEORY:


Focal Point – individual will be motivated by the expectation of a future event.


Level of motivation that one experiences from this will be heavily influenced by this:

A) Expectancy  (E-P Index) – degree of confidence the individual has that his or her efforts will

lead to desired performance.   

*(AKA – Confidence Index).





*Feel confidence with pat on back encouragement.





*Don’t feel confident when under time pressures, lack of training, etc.





*E-P = Effort to Performance.

B) Instrumentality (P-O Index) – the degree of trust the employee has in their manager, that if 

desired performance is reached, promised outcomes will be given.  

*(AKA – Trust Index).

*P-O = Performance to Outcome.

*How can I as a manager develop trust…do what you say you are going to do.

C) Valence (Value Index) (v) – perceived value of the outcome or award.  

*How do you satisfy?  You must know your employees.

ADAM’S EQUITY THEORY:


For motivation to occur, there must be balance.


Equity (in balance) (  Outputs (i)     =      Outputs (o)





    Inputs (i)
         Inputs (o)


Outputs - Salary, Benefits, Awards, Office, (What we get from a job)


Inputs – Education, Experience, Certifications, Contacts, Work Ethic, (What we bring to a job)


*Do not want inequity…persons will not be motivated if they are in inequity.


*How do we know?  

1) Change in point of comparison - what we have that others don’t.

2) Distort inputs of others – use closure.  Character assassination.

3) Distort the output given – less the outputs.

4) They Quit.

LOCKE’S GOAL-SETTING THEORY:


If properly designed, goals can be motivational.



Goal – predetermined outcome.  Should be SMART.





Specific





Measurable





Attainable





Realistic





Time   (Completion Date & Periodic Review Dates)

CHAPTER 11

Leadership & Trust

Leadership – the use of influence to direct the activities of an individual or group toward a pre-determined goal.

Parameters of Leadership



Autocratic (-------------------------------------( Participative


Autocratic – (Authoritarian) – gives you very specific directives; does not seek employee input.



There has been a steady migration to a more participative type of leadership.


Participative – employee input is sought to be considered in decision-making.



Advantages:  Diversity, employees feel part of the group,  buy-in, economics (free information).

Q:  When would Autocratic be OK?  
When there are time constraints.  

With new employees.

In emergency or disaster situations.

Q:  Is one or the other better?  
No…depends on the situation.  

How does perception affect choice of leadership style?


McGregor – the perception of a particular employee will affect the leadership style used. 



2 Perceptions:

a) Theory X characteristics:

a. Does not like work.

b. Lazy

c. Avoids responsibility

d. Not very goal driven

e. Coercion may be necessary 
b) Theory Y characteristics:

a. Enjoys work

b. Seeks out responsibility

c. Goal driven

d. Self starter (or self motivator)

If manager perceives you to be Theory X ( then he will be Autocratic

If manager perceives you to by Theory Y ( then he will be Participative.

How do we convert X to Y?


Pygmalion Theory:

1) Improve climate – create a climate that is inviting and supportive.  (nonverbal comm.)

2) Provide input – provide clear direction.  Eliminate confusion.

3) Encourage – intrinsic “rose buds”

4) Challenge/Push

Pick up Leadership Theory in the mid-1940’s beginning with…

I.  Leader Behavior Category.


What are successful leaders doing?

A) Ohio State Studies – 2 basic behaviors led to success.

a. Initiating Structure (B1) – extent to which leader plans and organizes work for his employees.  Ex. Daily plans, quotas, staffing. 



Allows for better efficiency.

b. Consideration (B2) – extent to which leader develops mutual trust with his staff.  

Ex.  Share something of value  (  delegation.

B) University of Michigan Studies – Identified 2 behaviors:

a. Employee-Centered (C) – one who emphasizes interpersonal relationships.  Lower absenteeism; Higher job satisfaction; Higher productivity.

b. Production-Centered (Is) – one who emphasizes technical or task aspects of the job.

C) Managerial Grid – page 317

a. 9-9 team management is the most effective style of the grid.

From this, we enter into…

II.  Contingency Theory  (late 1960’s to Present) 

-Leadership style depends on the situation.  We must analyze the situation and examine the ‘Contingency Variables’ (CV’s).

A) Hersey Blanchard Maturity Model

a. Situation is defined by CV’s.  There is only 1 CV in this model… Employee Maturity – which is the ability and willingness of the individual to perform the task.

b. Such that leadership style depends upon employee maturity.

Job Related Maturity (Ability)

Employee Maturity= 

+




JRM+PM=EM







Psychological Maturity (Willingness)






4 Levels of Employee Maturity:


Style


High  
M4 = Able,  Willing



Delegating 
(S4)

M3 = Able,  Unwilling


Participating 
(S3)




M2 = Unable,  Willing



Selling 
(S2) 




Low
M1 = Unable,  Unwilling


Telling 
(S1)

Telling – providing specific directions to the employee on what should be done, how and when it should be done.  Unwillingness can be caused by inability.

Selling – the leader communicates (or sells) the benefits of participating in some type of employee development.

Participating – reason they are unwilling is because they have low self-confidence.  Seek input from the employee to be considered in the decision-making.  Slowly bring out self-confidence.

Delegating – sharing of responsibility.  Leader trusts employee with authority for 2 reasons:

1. Ethical obligation to develop talent under you.

2. It will make your job easier.

B)  House’s Path – Goal Theory:
1. Identify mutually beneficial Goals.

2. Choose the *path of least resistance to allow employee to achieve his/her goal  (*Path being the Leadership style used).

3. Leadership style of House is dependency.  2 Contingency Categories:

a.  Employee:  

i. Ability

ii. Locus of Control

iii. Authoritarianism Values (Low or High) Hi=Structured, Organized








     Lo=Creative, “Free-Spirit”, Unstructured.



b. Environment:

i. Task: 

1. Routine – Predictable, Structured

2. Non-Routine – Non-Predictable, Ambiguous

ii. People: 

1. Ability

2. Willingness

3. Education

4. Experience

iii. Authority System:

1. Centralized – authority and decision-making at the top

2. Decentralized – authority and decision-making performed throughout org.

Based on evaluation of Contingency Variables, we must choose a Leadership Style:


Directive – Same as Telling.


Supportive – recognizing the employee as a person.




Participative – 

Achievement-Oriented – a challenging type.  Leader sets challenges and goals, and supplies enthusiastic support for employee.


Leader Member Exchange Theory (LMX)

Proposes that leaders tend to establish a special relationship with a small group of their employees.  Called the “In” group.  Tend to be trusted more and get more of the manager’s time.  This theory leaves for an “Out” group.   Reason these two groups are created is due to time pressures.  Employee attitude and personality are very important also.

Fiedler’s  Least Preferred Coworker Model (LPC)

Leadership style is permanent and does not change.  So, we should identify our leadership style and match to appropriate situations.  Robbins says we are more flexible than that.

How do we determine your relatively permanent style?    Use LPC analysis.  This uses a psychological technique called PROJECTION – 



Low LPC Score:  58 and below = indicates more of a task oriented leader



High LPC Score:  64 and above = indicates more of a relationship oriented leader

Leader-Member Relations – degree of confidence, trust, and respect subordinates have in their leaders.

Task Structure – degree to which job assignments are procedurized (clarity or ambiguity).

Position Power – influence derived from one’s formal structure position in the organization; includes power to hire, fire, discipline, promote, and give salary increases.

1. Neo Charismatic – symbolic, emotional.

2. Strong follower commitment

3. Not much weight on theory; based on emotion.

Charismatic Leadership


Key Characteristics:

1. Vision

2. Personal Risk

3. Environmental Sensitivity

4. Sensitivity to Followers Needs

5. Unconventional Behavior

Same thing as transformational leader

Transactional vs. Transformational


Effective leader will exhibit both.

CHAPTER 12

Power & Politics

A)  Power – ability to influence the behavior of an individual to conform to you wishes.


Same as leadership?  Similar, but few defining characteristics:



-Leadership is goal-oriented



-Leadership is a downward path  (power can come in any direction).

B)  Contrast Power to Authority:


Power is the ABILITY to influence


Authority is the RIGHT to influence



Where do we get the right?

2. Organization (title or position)

3. Followers (respect)

C)  Types or Bases of Power:

Reward Power – ability to provide a reward (raise, promotion, nicer office, etc).  Do not overuse this.

Coercive Power – ability to give a punishment (docking pay, suspend, etc). Supposedly does not have significant impact on behavior.

Referent Power – respect employees have for you.

Expert Power – you knowledge.

Legitimate Power – position in org chart.

Dependency & Power


Power will not occur unless there is some type of dependency relationship.

Factors contributing to dependency:

1. Importance

2. Scarcity

3. Non-Substitutability

Determining where the power is?

1. Department:

a. How many of the top level managers came up through that department.

b. Representation on key committees

c. How does salary of dept compare with other depts.

d. Where is the dept located in the building.

2. Individual Manager:

a. Ability to intercede favorably on behalf of someone.

b. Ability to get approval expenditures beyond budget.

c. Access to top decision makers.

Tactics for creating / acquiring power in an organization:

1. Reason – using facts / data to present info.  Ex: expert power.

2. Friendliness – creating good will between parties.  Ex: referent power.

3. Coalition – informal alliances among people in an organization.  (you vote for mine, I’ll vote for yours).  Ex: Politics.

4. Bargaining – negotiate for things of value for each party.  Ex: reward power.

5. Assertiveness – direct and forceful; demanding approach.  Ex: coercive power.

6. Higher Authority – gaining support of higher levels.  Ex: legitimate power.

Politics – Intentional acts of influence, designed to enhance or protect the self-interest of an individual or a group.

or

Politics – Self-interests usually at the expense of the organization.


Examples:  Nepotism

Affirmative Action



       Coalitions

Positioning



       Gossip

Brown-nosing

Some politics may serve a constructive purpose.

Characteristics of Political Behavior in Organizations:

1. Normally outside legitimate systems of influence

2. Self-Interests

3. Usually conflictive or divisive in nature.

Factors influencing Political Behavior:

1. Individual Factors:

a. High Self-Motivators

b. Internal Locus of Control

c. High Machiavellianism

d. Organizational Investment

e. Perceived Job Attractiveness

f. Expectations of Success

2. Organizational Factors:

a. Reallocation of Resources

b. Promotion Opportunities

c. Low Trust






Culture






d. Role Ambiguity

e. Unclear Performance Evaluation Systems

CHAPTER 13

Conflict
Conflict (Dysfunctional) – is an interaction of inter-dependant people or groups who perceive incompatible goals and interference from each other in achieving these goals.


Functional Conflict – will have a positive (+) impact.  Ex: quotas, competition, deadlines.

Dysfunctional Conflict – will have a negative (-) impact.  Ex: decline in perf, ‘Talking’ (gossip), Turf-protecting, Absenteeism, Turnover.

Interaction – must be > 2

Inter-Dependant – depending on each other

Perceive – conflict occurs without merit because of perception.

Incompatibility – 

Interference – 

A)  Stages of Conflict:

Stage 1 - Incompatibility -When there are conditions present which create opportunity for conflict.



3 Conditions:

a. Communication – semantics, jargon, too much/ too little information

b. Structure - ??

i. Size and Specialization – increase in each contributes to conflict

ii. Age and Tenure – inversely related

iii. Personal Variables – ex: personality types…dogmatic or authoritarian.

Stage 2 - Cognition – When a person is aware of and possibly affected by conditions contributing to conflict.  2 Notes:



Perceived Conflict ( awareness



Felt Conflict ( emotional involvement (i.e. anger, anxiety).

Stage 3 – Intentions – How the person intends to respond.  See exhibit 13-2 in book.

Stage 4 – Behavior – Conflict becomes visible (intensity continuum – page 391).

Stage 5 – Outcomes – Functional or Dysfunctional

a) How will we choose to deal with the conflict?

b) Should we do anything?

B)  Resolving Conflict

1. Avoidance Strategies – ignore it; physical separation

2. Power Intervention Strategies – authoritarian decree; political maneuvering

3. Diffusion Strategies – smoothing; compromise

4. Resolution Strategies – collaboration; super-ordinate goal; “all parties want it, all must work together to achieve it”

CHAPTER 13

Change
Change – any alteration in people, structure, or technology.

How do people respond to change?


25% actively accept


25% actively reject


50% passively reject

7 deadly signs of resistance to change:

1. Using old rules to play new game.

2. Ducking new assignments.

3. Trying to slow things down (1. Sabotage efforts.  2.  Pride).

4. Working hard to control the uncontrollable (can only control your effort).

5. Playing the role of the victim.

6. Hoping someone will make things better for you.

7. Absolutely paralyzed; Like a deer in headlights.

Basing decision on single variable.





Based on timing.





Self-Actualization


Self-Esteem


Social 


Safety


Physiological








Growth





Relatedness





Existence











