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CS 362 Wk 2 Reading:

Introduction: Four perspectives on Organizational Communication and Behavior

Organization and Organization Design

A central issue in an era of fast economic, social and political change is the ability of organizational leaders at all levels to design work groups and organizations capable of coping with these changes and achieving high performance.

There are many definitions of organizations that can be separated into three categories:

1) Definitions that envision a stable, predetermined structure through goals, division of labor (specialization) and rules.

One example is the five features of organizations by Porter, Lawler and Hackman (1975). 

· They are comprised of a social system of people and groups.

· Cooperative efforts are used to achieve predetermined objectives.

· Functions are differentiated.

· Functions are rationally coordinated.

· Cooperative efforts are engaged in continuously over time.

2) Definitions that emphasize the role of information processing in integrating people and groups to adapt organization structure to changing conditions.

An example would be Galbraith’s (1977) concept of “integrated by information-based decision processes”.

3) Definitions that focus on the central role of human communication and perception in continually creating and changing the working relationships (structure) needed to get work done.

This is reflected in Schein’s (1970) definition: “the rational coordination of the activities of a number of people for the achievement of some common, explicit purpose or goal, through a division of labor and function and through a hierarchy of authority and responsibility”.

The important issue is that organization refers to all work units of varying sizes, ranging from work teams to entire organizations, applying to groups of almost any size.

Similarly, there are many definitions of organization design. The working definition that encompasses multiple perspectives is:

Organizational design is a decision process that requires communication among the individuals and/or groups involved to determine which of the twenty-one organization design components need to be put in place, maintained, or modified in order to achieve the organization’s goals or purposes.

Organization Design Components

Components, which can be arranged to create specific designs, make up organizations. The ultimate aim of any organization is to increase effectiveness by using communication to enhance organizational designs. There are 21 design components as shown below that lead to organizational effectiveness.

Figure 1: Organization Design Process


Multiple Perspectives on Organizational Communication and Behavior

There are four main perspectives of organizational communication provided by Bolman and Deal (1984). 

1) Rational/Classical – emphasizes organizational goals, roles and technology. Organizations are developed to fit organizational purpose and environmental demands. There is an emphasis on sending and receiving information in order to engage in decision-making communication.

Design components: structure, rules, information (gathering, disseminating and using) and decision-making processes.

2) Cultural/Symbolic – focus on problems of meaning in organizations. Organizations rely on images, luck and sometimes the supernatural to overcome organizational miscommunication and the lack of cohesion brought about by power or rational design. There is a concentration on how meanings are assigned to information and how people come to share meanings in the transaction of communication.

Design components: organizational values and priorities, cultural groups and communication practices.

3) Human resources – emphasizes the interdependence between people and organizations. There is a better fit between people’s needs, skills and values and the formal roles and relationships required to accomplish collective goals. The focus is on the creation of relationship climates that vary in openness, trust and commitment to the organization’s goals through communication.

Design components: reward systems, employee motivation, personnel policies and procedures, employee development and relationship climate. 

4) Power/Political – Power, conflict and the distribution of scarce resources are the central issues. Managers need to understand and manage power, coalitions, bargaining and conflict in organizational jungles. Communication serves to influence others to believe or act in predetermined ways.

Design components: power distribution, political strategies, conflict management and change strategies.

The rational and human resources perspectives are traditional ways of classifying organizational communication. The newer perspectives of cultural/symbolic and power/political help emphasize holistic leadership and change processes that view organizations as changing systems comprised of interacting components. 

There must be recognition of the importance of multiple perspectives and design components when making decisions to influence organization members’ communication and behavior aimed at improving organizational performance. All four perspectives can be integrated under the last four design components of planning, goals, management styles and organization development practices. 

The Central Role of Communication

Communication is a process in which people translate their own meanings into verbal symbols and nonverbal signs (messages) that they direct toward others with the intention of evoking similar meanings in the minds of others.

Therefore, meanings exist in people’s minds, not in messages, which can be sent and received via various communication channels. Also, signs represent things and events but symbols can only represent people’s responses to, or interpretations, of things and events. Lastly, a process is a phenomenon that happens over time and is continually changing.

Communication is important because 1) nonverbal communication means all behavior communicates; 2) communication is primarily used to influence behavior (such as maximizing performance) and 3) communication is important in the organization design process outline previously.

Organizational communication consists of communication transactions between individuals and/or groups at various levels and in different areas of specialization that are intended to design and redesign organizations, to implement designs and to coordinate day-to-day activities.

As identified previously, the four different perspectives differ in their emphasis on communication. This difference is reflected in Greenbaum’s (1974) analysis of four different organizational communication networks.

1) Regulative – strives for conformity through controls, orders and other forms of direction and feedback between superiors and subordinates concerning task-related activities.

2) Innovative – strives for adaptability to changing conditions by encouraging participation and creativity.

3) Integrative – strives for high employee morale by encouraging discussion of feelings for self, for co-workers and for the work.

4) Informative-instructive – aids in achieving conformity, adaptiveness and morale through institutionalization (procedures, goals and relationships become permanent parts of the way the organization functions) by collecting and disseminating information not associated with the other networks.

Transactional Nature of Communication

There are three main stages in communication.

1) Deriving meanings from the situation

A person’s perception of reality is a combination of what is there and what he puts there. A person assigns his own meanings to selected stimuli in terms of his unique life experiences. There is interplay of perceptions and life experiences that make up meanings. The ways which individuals interpret each other’s behavior will largely determine the success or failure of the communication needed to get work done.

This concept of life orientation, or the sum total of what a person is at any given moment, is important in communication transactions. The life orientations of both sender and receiver of communication are dynamically different and continually changing. 

Life orientation influences perception, the assigning of meanings to perceptions, the construction of messages to represent meanings, the manner of communication of these messages and the types of stimuli that will act as noise in communication.

2) Sending messages to others

After meanings are derived, they must be transformed into various forms of verbal and nonverbal stimuli or messages, which are intended to evoke meanings in others, before they can be sent.

This stimulus message interacts with all forms of internal and external stimuli that make up the communication situation, including the receiver’s life orientation. This life orientation filters the complete, accurate perception of a stimulus message by changing the message in some way, through editing out parts, adding new parts or distortion.

3) Verifying meanings evoked in others

The ultimate subjectivity of meanings creates uncertainty over the reception of messages by people and their responses. Feedback is needed to verify similarities and differences in meanings. 

Feedback is available in the nonverbal and verbal components of the receiver’s stimulus messages that follow the sender’s own messages. This helps determine how successful the sender is in moving toward his communication objectives. Basically, both verbal and nonverbal feedback over time can help communicators anticipate response, try messages, react to responses, revise subsequent messages and send out new stimulus messages. This process is ongoing, dynamic and engaged by everyone in a communication situation.

All parties can send stimulus messages simultaneously and receive their own messages. This is called self-feedback that consists of receiving and responding to the communicator’s own stimulus messages to determine the effectiveness of his communication even as he communicates. This form of feedback contributes to the transactional and interdependent nature of interpersonal communication where a person is at once generating and responding to messages, both his own and those initiated by the other party.

Ultimately, for an organization design to succeed, it must be accompanied by effective communication and feedback in all directions. This steers organizational members towards a shared understanding of how the organization and its subdivisions function. An organization’s leadership must communicate clearly their design perceptions downwards, while subordinates at all levels must feel free to clarify these messages and share their own design perceptions with superiors. Only then, can organizations fulfill their objectives of adapting to changes and maximizing performance.
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Organizational Newcomers – Acquisition of Information from Peers 
By Debra R. Comer 

Through organizational socialization, naïve non-performing newcomers acquire information that transforms them into contributing, organizational members. 

Louis, 1980 - Effective socialization has been linked to enhanced job satisfaction and performance and reduced turnover.

Theories of organizational entry (Feldman, 1976, 1981 ; Van Maanen & Schein, 1979; Wanous, 1980)

· Consider the impact of a gamut of variables on newcomers’ later adjustment to organizations and note the various stages which neophytes increasingly become members of the organization

· Shortcomings of this theory :

1. the wide-ranging accounts pay little attn to the specific processes by which newcomers acquire the 

information needed to become functioning employees.

2.    Organizational entry is its lack of focus on peers as socializing agents.

Peers as socializing agents!

· More relevant than comparing supervisors and subordinates

· As superiors are not available to bring newcomers up to speed.

· Only one manager but multiple peers, therefore influence by peers more powerful

· Manager too busy to consider the informational needs of a new staff

· Peers are more available and more helpful than superiors.

Past literature…

· Focus more on transactions between superiors and subordinates

· Also does not account for the mechanics of how newcomers come to acquire information during organizational socialization

· Does not delve into how they acquire information from peers

Present research….

· Narrower view—deeper understanding of the specific processes by which newcomers acquire information from their peers.

· Looks closely at the two areas as mentioned above, that are missing in the literature.

· Study 1 – oral interview data to explore initial ideas abt newcomers’ acquisition of info from peers.

· Study 2 – conclusions from Study 1 are tested and extended by analyzing responses to structured questionnaires

· Deals only with information that newcomers learn from peers abt their work units: the effect of formal orientation and education programs on newcomers’ acquisition of information abt organization-wide policies or practices is not addressed.

Study 1

Focusing on

· Two types of information :

1. “technical” skills and knowledge needed to execute tasks competently         both will affect

2. “social” knowledge of the people and norms of their new work unit             work performance

· Different channels through which information is acquired:

1. active explicitly (a newcomer asking for advice)

2. passive explicitly (a peer’s spontaneously offering instruction)

3. implicitly (no verbal indication)

Questions

1. Do organizational newcomers acquire technical and/or social information from their peers and do thry acquire equivalent amounts of the two types?

2. Do newcomers acquire information from peers through the active explicit, passive explicit and implicit channels and do they acquire information evenly across channels?

3. Is there a relationship between the type of information acquired from peers (technical or social) and the channel of information acquisition (active explicit, passive explicit or implicit)?

Results

· Types of information acquired

· Results show that technical and social info are acquired in similar quantities

· technical info can be factual, concerning a fact, skill, or bit of expert advice or a referral to go to a person or place to acquire such info OR procedural, pertaining to an organization-specific method or set of steps one follows to execute a task

· social info concerns norms of people either inside or outside a newcomer’s functional area.

· Channels of information acquisition

· the relatively high reported acquisition of info via the active explicit channel may be attributed to newcomers’ views that self-initiated searching is socially desirable, and/or to the greater likelihood of their encoding and subsquently recalling info acquired thru this most intrusive channel.

· Relationship between type and channel

· social info acquired evenly thro all three channels but, 

· more than twice as much technical info thru the active explicit than thru the passive explicit channel and hardly any thru the implicit channel

· newcomers may have used the explicit channel so much for technical info bcos they did not want to wait for comeone’s explanation or convenient behavioral display when it comes to performing their tasks properly.

· Social info is also critical bcos some of it is sensitive or confidential.

· Work interactions between newcomers and peers

· by allowing peers and newcomers to bcom acquainted and comfortable with each other, it enhances the likelihood of their speaking further and of newcomer’s ultimately acquiring more info.

Study 2

Focusing on 

· to establish the validity of the findings of Study 1

· to extend our understanding of the types of info newcomers acquire from peers, the channels thru which info is acquired and the relationship bet type & channel

Discussion
· concluded that newcomers from various org, occupations and experience levels procure task- and people-related info from their peers thru active explicit, passive explicit and implicit channels and they tend to obtain particular types of info via particular channels. 

· Info acquisition is affected by (a)org factors eg type of org, (b)gp factors eg newcomer-peer work interaction ann (c)individual factors eg newcomer occupation and experience level

· The findings enrich our understanding of org socialization by depicting what and how newcomers learn from peers abt the content and context of their positions, and suggesting factors contributing to their learning.

· The findings also have managerial implications – to orient new employees, managers should be apprised that work-based interactions bet newcomers and peers can facilitate newcomers’ acquisition of technical and social info needed to develop productive and satisfied employees.

· HR specialists can

a. select peers according to their technical expertise, org knowledge and willingness to work with employees 

b. advising these peers to act as info sources

c. holding them accountable by tying a portion of their rewards to their performance as socialization agents
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Haney (1992): Chapter 6: Perception and Communication: The Exceptionally Realistic Self-Image (ERSI)

Aim of an individual: to attain and maintain an ERSI

Advantages of the ERSI

1. Be a liberated person

a. You are comfortable with yourself and with what others say of you. Don’t need to waste energy in defending your self-image as it doesn’t need protection.

2. Maintain and increase self-image validity

a. As ERSI dispels defensiveness, one can be more open and receptive to feedback. Thus, he can update his self-image and reinforce its validity.

3. Read others validly

a. One who accurately understands oneself is able to understand others better.

4. Screen inputs accurately

a. Separate the valid from the invalid feedbacks and suggestions of others. A poorly ERSI person may impede his learning by responding negatively to feedbk.

5. Choose realistic personal goals

a. An effective ERSI person is able to use goals to aspire in a realistic sense and into his future.(eg. Career path).

b. Too challenging goals lead to failure and frustration

c. Unchallenging goals lead to psychological stagnation

Self-image is a programmed pdt. Therefore it needs reprogramming from time to time to improve.

Game Plan to Reprogramme Self-Image to Gain n Maintain ERSI 

1. Make a commitment—an effort to understand yourself

2. Identify and reduce your defenses—eg. What makes you defensive? Comments on the way you work? 

3. Receive and evaluate the inputs—not all inputs are valid.

Valid Cues (Input Sources)

Consist of internal and external cues

Cues from others-Johari Grid

· A model involving feedbk in the contest of a relationship.

· It portrays interpersonal relationships in terms of how one is willing to level and receive feedbk from others.

· Thus, it has relevance for self-image validity.

Leveling and Feedback Solicitation

Size and shape of the 4 sectors depend on 2 comm process:

1. Leveling—sharing, being honest and candid

2. Soliciting feedback—genuinely seeking feedbk, even negative ones, without being defensive.

Note: Reading states that all sectors can be resized but Dr. Chang says that the unconscious sector remains unchanged always.


	Public 

· Common grd both can relate to

· If problems arise, both can identify and solve them
	Blind

· Other person can hide it from you on purpose or because there are no chances to reveal to you

· Revealing depends on the other’s willingness to share and your willingness to receive the feedbk

	Hidden

· Some aspects one choose to conceal or hasn’t the chance to let others know abt
	Unconscious

· Can’t change the size of this section because you are unaware about an aspect of yourself and powerless to do so.


Interpersonal styles

1. Hermit style

a. Small public area, large unconscious area

b. Unwillingness to level and to solicit feedbk

c. Constraints the other party from giving feedback

d. Other party feels frustrated

e. The indiv don’t have a valid self-image. This can lead to unpredictable behavior as perceived by the other person. 

f. Poor interpersonal communicators

2. Pumper style

a. Larger hidden area, small blind area.

b. Suck info out of others but not revealing one’s weaknesses,vulnerabilities..etc

c. Pumper is often detectable. The other party grows wary, defensive, withdraw into hermit posture ie. avoid the pumper

d. Seek good relationship with others but unable to express their feelings

3. Blabbermouth

a. Larger blind self, small hidden self

b. Reason being the indiv is on an ego trip,truly arrogant..etc

c. Listen little because he don’t respect others’s views, don’t want to be challenged.

d. Not receptive to feedbk

e. Other party feels that the indiv is not concerned abt the former views, has little use for his contributions

f. Interested in their own ideas only

4. Open-receptive or O-R style

a. Large public area, small unconscious area

b. Balanced efforts of leveling and soliciting of feedback.

c. Other party forms an accurate image of the indiv.

d. Increase the indiv chance of getting ERSI

e. BUT, makes indiv vulnerable to the other party

f. Only used when there’s mutual trust and trustworthiness in relationships

g. Most effective interpersonal communicator

OPA= f(Y,O,C)

Your optimal public area is a function of 

1. you (how open or close-minded), 

2. other person (trusting, his trustworthiness)

3. organizational climate(cohesive or not…etc)

Suboptimal Public Areas

Public areas that are not sufficient in size.

Eg. Person A too open. May become burnt and defenseless

Person B too closed up. May have too much negative feedback

Enlarging the Public Area

2 ways by

1. Progressive leveling. One person start sharing and increase his public self but decrease his hidden self. Same goes for the other party.

2. Progressive solicitation of feedback. One person start seeking the other for feedbk . Same goes for the other person. Public area increases, blind area decreases.

CS 362 Wk 5 Reading

Measures of Organizational Communication by Downs, DeWine & Greenbaum
Five organizational communication practices inhibit the possibility of a complete list of organizational communication instruments of measure:

· The subject of organizational communication has no clear boundaries; relevant measures can be found in a variety of disciplines

· The topic is very broad, with measures catering to exceedingly broad scope, while others cover narrow facets of a certain aspect of organizational communication (mix of micro- and macro-level measurements)

· Organizational communication encompasses other types of communication as well, such as interpersonal and group communication

· Not all instruments are reported; some are retained for proprietary uses

· Difficult to coordinate with researchers of other countries and disciplines

The various instruments can be grouped into 3 categories:

· Comprehensive Instruments

· Communication Process Instruments

· Organizational Outcomes Instruments

A. Comprehensive Instruments

· Examines communication throughout the entire organization

· Provides a comprehensive view of organizational communication

B. Communication Process Instruments

· Focuses on facets of organizational communication

· 5 most popular areas:

1) Conflict

· Team Building

· Organizational Groups

· Basic building blocks of an organization (Taylor and Bowers, 1972)

· A collection of three or more organization members who interact more or less regularly over time, are cognisant of one another, perceive themselves as a group, and are embedded within a network of interlocking tasks, roles, and expectations (Jablin and Sussman, 1983)

· Instruments under this area can be classified according to a systems model of group behaviour developed by Greenbaum, Kaplan and Metlay (1998)

· Input Instruments: focuses on contributions of individuals to a group’s effort

· Process Instruments: measures group process behaviours

· Input-Process Instruments: measures both input and process

· Multistage Instruments: examines more than one or two group process stages

2) Mentoring

· Defined as situations in which an older, more experienced person advises, supports, and encourages a younger or less experienced person (Collin, 1988)

3) Competence

· Examined mainly as an interpersonal construct

4) Load

· Defined primarily by transgression (when things are not going right); focus tend to be on overload or underload, but not optimum load

5) Management Communication

· Superior-subordinate relationship; the way managers communicate to subordinates

· Style

· Leadership

· Encompasses all the processes through which people in organizations structure their actions to accomplish their goals

C. Organizational Outcomes Instruments

· To relate communication phenomenon to organizational outcomes such as satisfaction, productivity, and commitment

Measurement Issues

· Some of the measurement problems which researchers face includes:

1) Conceptual Purity

· Labelling of instruments and of dimensions of instruments is often circular, leading to confusing conceptualisations

· There may be standard dimensions of organizational communication concepts, but the different instruments group the concepts in different ways and give them different labels

2) Instrument Overlap

· The lack of conceptual purity leads to considerable overlap across instruments

· Many of the instruments share a great many questions and dimensions, which may result in confusion when these measures are used together

3) Reliability

· Cronbach’s alpha generally used for internal reliability, but other means of testing reliability are not so common

4) Validity

· Three main types of validity:

· Face validity

· Criterion-related validity

· Construct validity

5) Triangulation of Data

· Use of triangulation to ensure external validity (using different instruments to research a topic)

6) Instrument Bias

· Some items on the instruments are heavily value laden, so researchers need to identify and perhaps modify the items to eliminate bias

· Care should also be taken to prevent biases arising from the instruments’ assumptions

7) Scaling

· Most common scale is the Likert scale

· Another popular scaling device asks respondents both how characteristic an item is of their organization, and how much there should be
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Message Flow and Decision Making

Importance of information reflected in two separate research streams:

	Message flow
	Decision making

	· Emphasis on process

· Field-setting methodologies

· Realistic

· External validity

· Lack of precision and consensus of definition: msg and concept of communication
	· Insight on how info is used in decision making

· Laboratory experiments

· Precision

· Not realistic

· Cannot be generalized


· Shortcoming of distinguishing message flow and decision making:

· A decision involves the use of info to assess the results of a future course of action, where some are more desirable than others

· In order to understand how people make decisions in an organization, we must understand how they acquire, process and use info.

· Information processing is a circular cycle of message transmission and decision making

· The distinction is not insightful enough for real organizational setting due to interactional effect between the two, thus there’s the need to integrate the two concepts

· Linking the two: some variables that have been researched: 

· Accessibility vs. distortion of msg - less accessible msg, due to difficulty in validating msg, thus sender’s interpretation may vary (according to the decision he/she hopes to see), resulting in msg distortion

· Decision outcome vs. status/role of sender - a ‘good’ decision may lead to enhanced credibility of sender, and a change in the type and pattern of msg around him/her thereafter

· Organization structure vs. organizational boundary spanner – network position of boundary spanners may in turn determine who among them has access to certain types of info

· Contextual effects on decision making in actual organizational setting

· Decisions usu made at higher level, and ideally, accurate, reliable and relevant information are needed to make the correct decisions

· Influence due to differing info (refer Ambiguity of info, varying info credibility, decision-makers’ pressures experienced during decision making 

· Efficient use of info? Quantity of info ( Quality of decision made

· Constant pressure in organizations on decision makers for uniformity, conformity and predictability

· Characteristics of organization that affect decision making:

1. Organizational structure

2. Incentive systems 



3. Group pressures


=> The characteristics ‘aim’ to secure conformity, and compliance from organizational participants

1. Organizational structure: restrict and channel info flow; establish sys of roles, authority and expertise

· Availability of information constrained or liberated by authority and specialization 

· Transmission of info from subordinates to superiors

a. Middle-level pple > willing to do self-disclosure upward than down

b. Trust btw sender and receiver

c. Even if important, negative info may be suppressed and subordinates send only positive info in order to present themselves in favorable light or favor their situation/status

d. Info that reflects well on subordinates tend to be send up, while the negatives ones are less likely transmitted

e. (Decision) outcomes can be predetermined due to availability of meeting agenda (refer to [c] and [d])

f. Roles and status: high status tend be viewed as credibility

2. Incentive systems

· Encourage pursuit of certain goals and discourage others => affect the types of information transmitted => reflect sender’s attempt to obtain rewards and avoid punishment or receiver’s desire for only certain info

· Narrow the focus of decision maker to only a few salient considerations, and thus excluding other better and more important outcomes (especially so if sys reward good decision n punish bad decision)

3. Group pressures

· Decision makers subjected to formal and informal norms => increased reliance on group for info => make decisions that are will be more accepted

· Decision making in organizations characterized by need to arrive at mutually acceptable decision than an optimal one

i. To avoid conflict

ii. Groupthink

· Thus, selective seek for supportive info for favored outcome, and actively avoid contradictory info

Decision makers: The info transmitted and decision makers’ framing of that info affect decision outcomes

· Biasness in obtaining info: constrained by accessibility

· Preference for short and oral info; credibility of info

· May judge validity of info on credibility of source, instead of facts


· Quantity of particular information may increased its importance due to its sheer load

· Time constraint and organizational pressures also affect effective use of ALL info

· Paradox: decision makers tend to overload information, even if it may impair performance, additional info increase their confidence

· Selectively seek info that supports (or oppose) a position, acquire as much of that info as possible, and be increasingly confident about their decision even if decision is substantially biased.
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Leadership

· Handbook of Leadership defines leadership as “an interaction between two or more members of a group that often involves a structuring or restructuring of the situation and the perceptions of and expectations of members”

· Burns defines it as “leaders inducing followers to act for certain goals that represents the values and motivations – the wants and needs, the aspirations and expectations – of both leaders and followers.”

· Weber discussed three types of leadership.

· Traditional – leadership conferred by traditional descent. E.g. King

· Charismatic – based on some special aura (charisma) that one acquires often through religious or divine revelation.

· Bureaucratic – derived from one’s position in a rationally selected hierarchy.

Trait Theories of Leadership

· People initially believed that leaders are born for leadership.

· However they later realized that leaders can be educated for leadership. E.g. Research conducted by AT&T assessment center showed oral communication skills & human relations skills are most highly correlated to success.

· This is not to say personality traits do not contribute to the emergence of leadership. Research by AT&T assessment center also showed need for achievement, resistance to stress, tolerance of uncertainty, organizing and planning ability are also highly related to success.

Leadership Behaviors & Styles

1. Lewin, Lippit & White (1939)

	
	Authoritarian
	Democratic
	Laissez-faire

	Characteristics
	Highly directive. Determines the goals and methods for accomplishing the tasks.

Emphasizes on top down communication.

Supervise the followers’ actions all the time to ensure compliance & productive behavior.
	Allows for group discussion & workers to participate in setting goals and selecting methods for solutions.

Facilitates the discussion by suggesting lines of inquiry & tries to stimulate workers to find their own best solutions to the problem.
	Let workers set their own goals and decide how to reach them.

Will only provide suggestions or opinions when asked.


	
	Authoritarian
	Democratic
	Laissez-faire

	Pros
	Effective when the problems are fairly well-understood & the methods for solutions are well-known.
	More effective in dealing with complex problems in situations with lots of uncertainty.

Participative approach allows consideration of more points of view & novel ideas.

Members are more committed, more motivated (less need for supervision) and more satisfied (lower turn over rate).

Thus, the leadership style is cost-effective in the long run ‘cause companies save on recruiting & retraining costs.
	Most effective with highly motivated scientists or artists who are most productive in a non-directive setting.

	Cons
	Bad for group morale, commitment & satisfaction.

Group productivity drops drastically when the leader is not around to supervise them. Thus, this leadership style is costly & inefficient in the long run.
	Time consuming
	Least effective among the three leadership styles.

Why?

Leaders have little interaction with workers, thus there is dissatisfaction due to insufficient feedback regarding goals, performance & methods.

Leaders tend to avoid conflict which is actually the least satisfactory conflict mgt. style.


2. Ohio States studies

· Task leadership concerns with getting the task accomplished.

· Relationship leadership concerns with ensuring group cohesiveness, morale & commitment.

Concern for task

                                                       Ideal leadership: high on both concerns

Concern for r/s

· Leadership is seen in terms of handling 4 R – Resources, Relationships, Results & Reflection.

· Resources represent the various attributes, skills & knowledge that people can contribute to a problem solving situation.

· Results are outcomes in terms of production, profit etc.

· Relationships are the interactions among the people involved. 

· Reflection: People can learn where their style falls in the above grid and work towards the ideal leadership style.

· Therefore, the leader should achieve cooperation among his/her workers in order to maximize the application of their human resources to the problem at hand.

Contingency Theories of Leadership

The key to effective leadership lies in matching the variables of each situation with the requisite leadership style.

1. Fiedler’s Contingency Model (a.k.a. Least Preferred Co-worker, LPC)

· Assumed that a leader’s description of his/her least preferred co-worker is directly related to the former’s innate style of leading.

· Thus, leaders could either be high LPC leaders or low LPC leaders. 

· High LPC leaders are lenient even towards people they dislike working most.

· The appropriate type of leader depends on the favorableness of the situation.

· Favorableness of the situation depends on 3 factors: task clarity/complexity (task structure), legitimate power of the leader, the r/s of the leader with his/her subordinates.

· The task could be clearly structured/unstructured. The authority of the leader is strong. The leader’s r/s with his/her subordinates is good.

· Thus, combination of these variables results in 8 possible situations.

	Type of situation
	Most favorable situation
	Least favorable situation
	Intermediately favorable situations

	Description
	The task is clearly structured, the authority of the leader is strong.
	Opposite of “Most favorable situation”
	One or two factors are favorable.

	Appropriate leadership
	Task-oriented, low LPC leaders are more effective.

If the r/s between the leader and his/her subordinates is already good, the leader can dispense with working on r/s and concentrate on getting the task accomplished.
	Task-oriented, low LPC leaders are more effective. 

Even if the interpersonal r/s is bad, a task-oriented, low LPC leader would not be bothered by it but would concentrate in getting the task accomplished.
	R/s-oriented, high LPC leaders are more effective


2. Hersey and Blanchard’s Situational Leadership

· Focus on the maturity of the followers, both job maturity (job experience) and psychological maturity. These two types of maturity determine one’s readiness to perform effectively.

· Follower readiness can be low, moderate or high.

	Level of follower readiness
	Low
	Moderate
	High

	Description
	Followers lack the skills required for the task and are unwilling to perform adequate.
	Followers lack required skills but are willing to perform.
	Followers are equipped with the skills but are unwilling to perform.
	Followers are skilled and willing.

	Appropriate leadership style
	Telling

Direct guidance
	Selling

Sell them the idea that skills can be acquired
	Participating

Involve them in decision making in order to gain their commitment.

(Recall cognitive & affective models of PDM)
	Delegating

	
	Emphasize task behavior
	Emphasize r/s behavior

	Implication
	As followers ‘grow’ in maturity, leaders should increasingly stress r/s behavior.


3. Path-Goal Theory

· Based on expectancy theory – the greater the perceived likelihood (expectancy) that effort will be rewarded, the greater the motivation to expend that effort.

· Thus, leaders should explain clearly what the followers are expected to do (path) and stress on the rewards to be expected (goal) upon accomplishment of the task.

· This theory posits 4 possible leadership styles.

	
	Directive leadership
	Supportive leadership
	Participative leadership
	Achievement-oriented leadership

	Description
	Direct guidance
	R/s-oriented
	Involve followers in decision making
	Set high goals & convince workers that they have the abilities to reach them.

	
	Which leadership style is appropriate for a given situation depends on: the nature of the followers & the nature of the task environment.

	This style of leadership is appropriate when
	1. Uncertain about expectations & how to perform the task.

2. Lack experience

Why?

It clarifies what is expected of each person & points  to a direct r/s between performance & rewards
	Tedious, repetitive or unrewarding work

What can leaders do?

1. Make work more pleasant.

2. Enhance worker’s confidence & self-esteem, leading them to believe that they can perform a difficult task that is seemingly beyond their capabilities, by making them believe in the efficacy of the path to some goal.
	1. Unstructured tasks

2. Workers are unclear about their roles.

Why?

Participatory decision making would increase the workers’ understanding of the task, thus increasing their confidence in accomplishing the goal. 

It would also increase job satisfaction, making the effort more rewarding.


	Unstructured tasks that are neither boring nor repetitive.


Transformational leadership (a.k.a. ‘visionary leadership’)

· Leaders appeal to workers’ higher order motives and needs. (Recall Maslow’s hierarchy of needs)
Power

· Power is defined as the ability to persuade, induce or influence others to act in ways desired by the person exercising it.

1. Weber

· Positional power – derived from one’s position in the organization.

· Personal power – based on one’s knowledge, skills, popularity, interpersonal skills @ building coalitions. 

2. Etzioni

· Coercive power – obtained through threat or use of force. (physical means)

· Remunerative power – based on one’s control of desired resources & rewards. (material means)

· Normative power – rests on allocation and manipulation of symbolic rewards & deprivation (symbolic means) 

· Pure normative power 

· Exercised by superiors over subordinates.

· Represented by controlling signs of esteems, prestige & other symbolic rewards.

· Social power

· Exercise of cohesive or normative power in small, informal groups. (Paiseh. Neher never elaborates and I myself don’t really understand.)
3. French & Raven

· Coercive power – see above

· Reward power – see “remunerative power”

· Legitimate power – see “positional power”

· Expert power – refers to one’s expertise & special knowledge.

· Referent power

· One with such power is able to persuade, induce or influence others because he or she is someone others wish to be like or associated with.

· Referent power isn’t appropriate in the following scenarios

· People share similar background, ethnicity, culture & gender.

· Personal appeals to followers, when overused, can lose its effectiveness in the long run.

· Ethical concerns arise when followers are asked to identify with values or outcomes favorable to leaders but not to the best interests of the followers and the organization.

· Followers don’t respect the leader’s expertise or legitimate authority.

Power & Organizational Policies

· Why do people say organizations are political in nature?

· Decisions are made by choosing among competing alternatives, championed by competing groups and interests in the organization. Think Republicans vs. Democrats (US), Conservatives vs. Labor Party (UK) or closer to home, P.A.P. vs. whatever little opposition we have.
· Sources of personal power required to participate in institutional politics.

· Formal authority (positional power)

· Control of scarce resources (reward power)

· Control of technology and control of knowledge and info. (expert power)

· Interpersonal alliances, networks, and control of the “informal organization” (referent power) Catch no ball for this one, as in why is it similar to referent power?
· The following four sources of personal power are marginal on their own but when used together with the preceding ones, they can make a difference.

· Knowledge of the organization’s structure, rules or regulations. E.g., knowledge of what procedures or rules to follow in what situations.

· Control or influence over decision process. E.g., influence over meeting’s agenda, bring certain problems to people’s attention, offer alternatives.

· Ability to cope with uncertainty.

· Control of symbolism and management of meanings. E.g., business suit confers credibility upon the wearer.

Compliance-Gaining Strategies

· Some examples

· Positive altercasting

· Points out that a good person would do what you want the person to do.

· Negative altercasting

· Points out that only a bad person would not do what you want the person to do.

· Bargaining

· Agrees to do something for the other person if he or she comply to your wishes.

· Self-feeling

· Suggests that the members will feel better (or worse) about themselves if they do (or do not) comply.

· “Door-in-the-face” tactic

· Begins by asking for more than the other person can probably be expected to do. When this requests is refused, follow up with a more reasonable one, which is what you really want in the first place.

· “Foot-in-the-door” tactic

· Begin with a small request, then follow up with a bigger one.

· Can be positive or negative.

· Positive strategies include positive altercasting & appealing to positive moral values to obtain compliance.

· Leaders using positive strategies, are perceived as more competent and effective. It allows leaders to maintain good interpersonal r/s with workers.

· Negative strategies include positive altercasting & appealing to authority or potential harm if one doesn’t comply.

· Can be direct or indirect.

· Direct strategies involves spelling out exactly the consequences or rewards for compliances or otherwise.

· Indirect strategies involves hinting of the consequences or rewards by drawing analogies or citing past examples.

· One with legitimate authority is more likely to adopt direct strategies.

· Males are more likely than females to use direct strategies.
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Motivation Process

Definition of Feedback ( info abt the results of actions taken by individuals, groups or organisations

Feedback processes consist of behaviors that emphasise the 

1. Symbolic

2. Relational

3. Systematic aspects to feedback-motivation/performance relationships

· Context and manner which feedback is comm affect motivation and subsequent performance

Nature of feedback

1. Impersonal feedback ( feedback conveyed via receiver’s work environment not directly mediated by another person

2. Dyadic feedback ( feedback delivered to a receiver by another person

3. Group feedback ( feedback delivered to a group about its performance
Feedback concept: cybernetics

· Feedback as a method of controlling a system

· Negative feedback 

- 
prevents system from overshooting its mark and self-destructing

· corrective signal to stay on course

· deviation-correcting when related to normative standards

· self-correcting when related to factual point of reference

· Positive feedback

· system will self-accelerate and increase deviations from predetermined goal

· allow organisation to change basic structure and adapt to environmental changes

· deviation-amplifying when related to norms 

· self-reinforcing when related to facts

Feedback concept: behavioral science

· constancy loops in place of negative loops

· variety feedback loop in place of positive loops cos some rewards eg. money, may not be positive or negative but neutral

· effects of feedback on task group behavior ( feedback as info abt the actual performance or actions of a task group 

· used to affect subsequent changes in group member motivation and changes in group performance strategies

· on organisational level ( feedback as info abt the gap between the actual and reference level; feedback to tell you how to close the gap

FEEDBACK CHARACTERISTICS 

Feedback goals

1. reward ( strengthen habits of behavior

2. inform ( evoke already established habits

3. cue ( increase the probability of correct behavior

4. motivate ( increase the the perceived value of successful performance and vice versa

5. regulate ( keep goal-directed behaviors on course

6. learn ( increase strength of correct and decrease strength of incorrect expectations

Feedback types

· feedback ( talk abt past results, to increase knowledge

· feedforward ( scan environment to forecast trends and adjust to changes eg budget planning

· feedwithin ( monitor info throughout process eg closed-circuit TV

· outcome feedback ( knowledge of results (KR) eg test scores, numerical results

· cognitive feedback ( knowledge of performance index (KP); tells individual the reason why he or she perform the task this way. More complete type of feedback

Feedback dimensionality

· sign or valence

· positive and negative feedback ( connotes acceptance or satisfaction and vice versa

· neutral ( connotes detachment

· timeliness ( how quickly a feedback source provides feedback after performance

· action feedback ( given when still in process, can modify behavior immediately

· learning feedback ( tells you what you have done only after the process, what you should have done and what to do the next time

· specificity ( extent to whether feedback provides specific/detailed or general/nondetailed info abt performance

· frequency ( number of times or rate of occurrence at which feedback is given

· sensitivity ( whether or not the source exhibits concern for receiver’s feelings when giving feedback

Feedback source 

· Intrinsic KR ( naturally present and not subjected to manipulation eg. own perception when carrying out task

· Extrinsic KR ( stimuli, can be manipulated by outside source

Some categorisations of feedback sources (ppl just can’t agree on it!)

A) 

1. Self

2. Task

3. Supervisor

4. Coworker

5. Company

B) 

1. sources higher in rank

2. nonhierarchical others

3. independent internal observations

4. work flow feedback

C)

1. formal organisational rewards

2. informal assignments from supervisor

3. immediate supervisor

4. coworkers

5. comparisons to others

6. task feedback 

D)

1. Other individuals

2. Task environment

3. The person himself

Feedback functions

1. Directional ( keeping goal directed behavior on course

2. Incentive ( stimulate greater effort by receiver

MOTIVATION AND PERFORMANCE

· Performance = ability X motivation
· Performance ( virtually any behavior a person exhibits directed towards the accomplishment of a task or goal
· Can be quantified in terms of ouput or qualified in terms of “how well” a person accomplishes task
· Ability ( how the person can perform the task at the present time
· Motivation ( choice to initiate, put in or continue effort on a certain task 
· Extrinsic motivation (EM)( performing an activity because of rewards external to or independent of the actual activity itself eg $$, work for rewards
· Intrinsic motivation (IM) ( a person desires to be a high performer because it is valued for its own sake; it is self-sustaining
· Computer-generated feedback ( a channel where people can track their performance but individuality, empathy etc are not taken into consideration; people focus on message rather than each other cos nonverbal cues are gone
· Context has an effect on feedback performance/ motivation relationship
· Social environment interacts with the feedback you receive
· Receiver is seen as active seekers of feedback, and degreee of activeness affects receptivity
DYADIC FEEDBACK

· Feedback directed to the task performer has been mediated by another individual

Goal-setting theory
1. Goals regulate effort
2. High goals produce high performance; goal difficulty, not task difficulty determines effort 
3. Specific goals are better than vague/general goals
4. Incentives don’t affect performance unless they lead to acceptance of goals
· Both goals and feedback will lead to higher performance

· Feedback and incentives only work if they can change a person’s goal and build commitment

Cognitive evaluation theory (CET)

· Intrinsically motivated behaviors are those that are motivated by the underlying need for competence and self-determination

· 2 processes by which extrinsic rewards can affect IM

1. changes person’s perceived locus of causality from within himself to certain features of the environment, IM decreases

2. alters person’s feelings of competence and self-determination

· every reward has 2 aspects

1. control reward-receiver’s behavior

2. inform the person about his competence and self-determination

· feedback source and manner it is given affects IM

· different people need different types of feedback eg. high performers need feedback about their performance while low performers want to know about the rewards they will get

· high expertise of feedback source enhanced IM

· evaluation or the expectation of feedback is frequently perceived as being threatening to one’s self-esteem, therefore likely to produce a defensive climate

Receiver/sender attributes and feedback

· attribution theory ( how individuals assign enduring traits or dispositions to themselves and other people, assumes that people have a need to understand and explain themselves and others

Leadership research

· when leaders become aware of poor performance, they attribute cause to either internal or external 

· internal attribution cause leader to change subordinate’s behavior through feedback, punishment or training

· external attribution will cause leader to change situation or task

· but supervisors more likely to see poor performance as internally rather than externally caused, blame people rather than environment

Performance appraisal

· emphasise need to provide employees with accurate info about job performance

· supervisors distort negative info when it must be given to low performers, make it sound better and they never get the true picture

· when performance is attributed to ability rather than effort, supervisors give less appropriate feedback

· not only feedback recipients are adverse to negative feedback, givers are similarly adverse

· even if person has poor performance, he may get rated more positively if he has high social or leadership skills ( other values can override performance

Rewards, punishments, warnings, reprimands 

· part of a feedback loop to give info about actual performance and control future actions towards predetermined goal

· rewards and punishments possess informational cues while feedback may encourage or discourage the continuation of an activity

· 6 propositions about effective use of punishment

1. more effective if delivered immediately after undesirable behavior

2. moderate better than low or high levels of punishment

3. administered by someone with close and friendly ties on offender

4. consistent punishment for bad behavior

5. clear reasons are given for punishment

6. alternative desirable responses available ( make amends

· rewards more effective than punishment

· punishment as a result of rather than a cause of poor performance

· managers usually will try a soft approach/problem-solving style but will give up and revert to punishment

GROUP FEEDBACK

3 types of feedback

1. individual 

2. individual feedback administered in a group

3. feedback to whole group

· person will wonder if feedback is targeted at him specifically or to whole group

· person may feel that even if he changes, it won’t be of much help to group’s performance

· positive feedback makes group feel good about itself eg increase group pride and involvement 

· peer feedback more effective than supervisor’s

· group feedback don’t improve group performance if group members do not need to depend on each other a lot

· favourable feedback seen as more desirable and effective though not necessarily more credible

· unfav feedback is needed to unfreeze habits or change problem behaviors

· less defensiveness to group than indiv feedback

· high initial motivation groups show more task-oriented behavior after unfav feedback while low motivation groups respond better to fav feedback

· Participatory Decision Making (PDM) enhance goal acceptance cos have greater feeling of control

· High need affiliators prefer group feedback

· Task-oriented groups want performance feedback and indiv feedback 
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Chapter 10 Miller: Conflict Management -- Conceptualization of Conflict Process

Introduction:

Conflict can be both destructive and productive. It can destroy work relationships or create a needed impetus for organization change and development. Communication is used to manage these conflicts either in functional or dysfunctional ways.

Definition of conflict:
Interaction of interdependent people who perceive opposition of goals, aims, and values, and who see the other party as potentially interfering with the realization of these goals.

The defining characteristics to note:

Incompatibility goals: 
Values, work benefits, etc. 

Interdependence: 
Behaviors are interdependently entwined.

Interaction:  

The expression of incompatibility.

Communication is instrumental in every aspect of conflict.

Levels of Organizational Conflict:
Interpersonal: 
Where individual members of the organization perceive goal incompatibility.

Intergroup: 

Involves aggregates of people within an organization.

Interorganisational:
Involves disputes between two or more organizations and this highlights the importance of the environment in which an organizations are embedded.

Phases of Organizational Conflict:
People move through phases as conflicts develop and subside.

Latent conflict:
Grounds for conflict exist because parties are interacting in interdependent relationships in which incompatible goals are possible.

Perceived conflict:
One or more parties perceive that their situation is characterized by incompatibility and interdependence.

Felt conflict:
Parties begin to personalize perceived conflict by focusing on the conflict issue and planning conflict management strategies.

Manifest conflict:
Conflict is enacted through communication. Interaction might involve cycles of escalation and de-escalation as various strategies are used.

Aftermath of conflict:
Conflict episode has both short-term and long-term effects on the individuals, their relationship, and the organization.

Managing Organizational Conflict
Conflict Styles (applicable only to interpersonal conflict):

[image: image1]
Critique and New Directions for the conflict styles framework:

1. The conflict styles approach treats the individual communicator as the sole benchmark for conceptualizing conflict and for determining how it will develop.

2. The conflict styles approach relies too narrowly on two dimensional theoretical models that may not be internally congruent, exhaustive, or representative of conflict-handling modes in organizations.

3. The conflict styles approach limits communication to verbal behaviors, especially those that are rational and uncomplicated, mutually exclusive across different styles, and static and unchanging.

4. The conflict styles approach treats the organization as being in the distant background rather than in the center stage of conflict activity.

Bargaining and Negotiation:
Bargaining is a form of unique form of conflict management in that participants negotiate mutually shared rues and then cooperate within these rules to gain a competitive advantage over their opponents.

Important characteristics of bargaining:

1. Often a formal activity in which disputants settle conflicts about scarce resources or policy disagreements. Hence there is often the clear understanding of rules of the negotiation situation.

2. Often involves individuals who serve as representatives for the parties in the dispute.

3. Often used to settle intergroup or interorganizational conflicts.

Distributive bargaining:

· Goals:

Maximize individual gains and minimize losses.

· Issues:

Fixed-sum issues with limited resources.

· Outcomes:

Compromises, trade-offs, and win-lose results.

· Communication:
Information seeking, withholding data, and deception in disclosures.

Integrative bargaining:

· Goals:

Maximize joint gains.

· Issues:

Variable-sum issues shaped by overlapping positions.

· Outcomes:

Creative solutions not attributable to specific concessions.

· Communication:
Open sharing of information, accurate disclosure of needs and
objectives.

Third-Party Conflict Resolution:
Managerial conflict resolution: Various roles.

Inquisitor
-
Third party exercise control over both the process and the outcome of conflict resolution.

Judge
-
Third party exercises control over the outcome but not the process of conflict resolution.

Mediator/adviser- 
Third party counsels parties who maintain control over both the process and the outcomes.

Motivator
-
Third party uses threats and incentives to encourage resolution of the conflict.

Investigator
-
Third party ferrets out facts of dispute and presents them to relevant authority.

Restructurer
-
Third party uses authority to redesign the organization in such a way that will resolve the conflict.

Problem solver
-
Third party attempts to discover underlying conditions that have led to the conflict.

Procedural marshall -
Third party describes and enforces rules for conflict resolution.

Outside conflict resolution:
Mediator
-
Attempts to help the parties facilitate the dispute but holds no 
decision power.

Arbitrator
-
Makes decisions (often binding) based on the proposals and 
arguments of the parties involved in the conflict.

Four tactics used by a mediator:

Directive tactics

-
Mediator initiates recommendations.

Nondirective tactics
-
Mediator attempts to secure information and clarify 




understanding

Procedural tactics

-
Mediator establishes an agenda and protocol for conflict



resolution.

Reflexive tactics
-
Mediator regulates the tone of interaction by developing rapport 

with participants, using humor and speaking the language of the
each side.

Factors Influencing the Conflict Management Process
Personal factors:
Research found that personality and gender of a person have limited impact on conflict management tactics.

However it was found that the way an individual frames a conflict a conflict will influence the manner in which the conflict is managed. Individuals who frame conflict in terms of losses will be much more likely to take risks than those who frame conflict in terms of gains. 

Individuals using a frame in terms of loss are also more likely to reach an impasse and seek arbitration. 

Negotiators who were overconfident were less likely to be successful in resolving the conflict.

Relational Factors:
Power and hierarchical position of individual:

· Dealing with subordinates
-
Competitive styles

· Dealing with superiors

-
Accommodating or Collaboration styles

· Dealing with peers

-
Accommodating or Avoidance styles

Aspects of Perceptual congruence or Co-orientation: Different permutations of these aspects can influence conflict management.

1. Agreement
-
X’s opinion on issue= Y’s opinion on issue

2. Accuracy
-
X’s guess of Y’s opinion of issue = Y’s actual opinion of issue

3. Perceived Agreement-
X’s opinion of issue = X’s guess of Y’s opinion of issue 

Parties who are accurate are more likely to use friendliness and bargaining as alternative strategies, whereas parties who are not accurate are more likely to choose assertive tactics.

Conflict parties in high-accuracy dyads were more satisfied with the process and outcome of the conflict discussion.

Group and Organizational Factors:
Influence of communication network (system approach):

· Low conflict organizations were characterized by strong communication ties between subgroups within the organization. 

· Conflict might be effectively managed by integrating the structure of the organization and managing open channels for communication flow between organizational departments.

Cultural approach:

· Conflict can be understood by looking at the “negotiated order” that emerge through the interplay of social structures and individuals’ symbolic interaction.

· Culture built around power relationships, technology and the interests of organizational groups can influence both perceptions of conflict and the ways in which it is managed.
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Managerial activities among top and middle managers: self versus other perceptions

Aspects of managerial activities:

1. communication

2. traditional mgmt

3. networking behavior

4. human resource mgmt

Literature review

· Freq of mgmt activities do not always correlate significantly with effectiveness.

· Ability to motivate and make decisions correlate with perceived competence.

· People are able to distinguish between quantity and quality of mgmt behavior.

· Power of a leader dpds on how they are perceived by others.

· Effective mgr can be identified with high quality and quantity of performance, employee’s satisfaction and commitment, spending time on communication and HR mgmt.

· Successful mgr make rapid promotions in org, spending more time on networking and seek to get shorter time results.

H1: Top mgrs report spending more time on and consider traditional mgmt and networking activities 2b more impt than middle mgrs do.

· Importance of and time spent on all activities are positively correlated (r=.40 to .61, p<.001).

· Both mgrs report that socializing, disciplining, staffing, interacting with outsiders, monitoring and managing conflict are least impt activities.

· Furthermore, developing ideas, motivating people, planning and decision making are most impt… they also spend more time on them.

· Thus, majority of activities consist of traditional mgmt (developing ideas, planning, etc) and managing people (motivating).

· H1 confirmed… top mgrs consider traditional mgmt and networking slightly more impt and spend more time on these activities than mid mgrs do.

H2: There are more mismatches between self-reports of mid mgrs and perceptions of top mgrs than between self-reports of top mgrs and perceptions of mid mgrs.

· With regards to the importance of most activities (less staffing, managing conflict, etc), top mgrs underestimate mid mgrs or mid mgrs overestimate themselves (p=.06).

· Same for actual time spent (p<.001).

· Self-reports of mid mgrs are slightly more positive than perceptions of top mgrs abt them.

· Mid mgrs think that top mgrs attach less importance to activities than top mgrs report themselves, esp with respect to activities generally regarded as impt (p<.05).

· Mid mgrs think that top mgrs spend less time on impt activities and more time on unimpt activities than top mgrs report themselves (p<.01).

· Self-reports by top mgrs are more positive than perceptions of mid mgrs.

· H2 not supported… no. of mismatch not much diff, cos both seem to underestimate the other or overestimate themselves.

Reducing mismatches (Tsui & Ashford, 1994): Mgrs can…

1. alter their behavior

2. try to influence constituents to change expectations, w/o mgr changing his behavior

3. get constituents to alter their opinions of mgr’s performance or behaviors

4. follow pre-specified courses of action and explain the reason for the actions

5. alter their constituent set in some way so as to create constituent demands with which the mgrs behavior is consistent.

Discussions/implications

· Top mgrs are more successful as well as more effective than mid mgrs.

· Both internal and external networking are related to advancement. 

· Networking provides chances to promote a mgr’s reputation, but having a gd network does not automatically result in effective problem solving or successful impression mgmt.

· Perceptions abt each other (top vs mid mgrs) are more negative than self-reports.

· People are naturally motivated to present themselves in a favourable light…egotistical!

· Mismatches btw self-reports and perceptions can be problematic cos…

· Decisions to obey or follow a leader are based on perceptions of the leader.

· Difficult to predict behavior and performance on basis of incorrect perception.

· Subordinates tend 2b more satisfied if less mismatches exist.

· When mgrs get fdbk abt other’s views, their self-views changed (Atwater & Yammarino, 92).

· Extra effort and explaining decisions are +ly related.

· Trying to change other’s expectations and avoidance are –ly assoc’d with perceptions of mgmt effectiveness.

· Limitations: low response rate 50% & social desirability
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Miller Chp 12: Diversity Management Process

Problems encountered by people of color and women:

1. Glass ceiling – is a concept popularized in the 1980s to describe a barrier so subtle that it is transparent, yet so strong that it prevents women and minorities from moving up the management hierarchy. – Morrison and Von Glinow (1990).

2. Reward differentials – Differential career tracks for “career-primary” and “career-and-family” women.

3. Restricted access to power and sub-optimal task assignments.

I.e. access and treatment discrimination in organizations (Greenhaus, Parasuraman & Wormley, 1990).

Explanation 1: Actual differences (Causal Impetus)

· Actual differences lead to differential access and treatment.

· These hypothesized differences are not necessarily innate or natural differences between sexes or among ethnic groups.

· Might be the result of early socializaion experiences, educational background, or cultural values.

· Differences only due to stereotypical thoughts.

· Compelling research evidence that NO actual differences between men and women exist, as well as ethnically (less research).

Explanation 2: Systemic Barriers (Situation)

1. Limited access to or exclusion from informal communication networks – associated with limited mobility and glass ceiling. 

2. Women have difficulty establishing mentor-protégé relationships. This is a close relationship that involves both career and psychosocial benefits, so women prefer to develop such a r/s with another woman. But there is often a shortage of women in upper-mgt ranks to serve as mentors. – Cross gender relationships (Noe, 1998)

3. Tokenism 

a. Women and people of color in managerial positions are often “tokens” or highly visible representatives of their gender or ethnic minority. 

b. Systemic Pressure implied. “Tokens’ performances are hindered because of the pressure to which their visibility subjects them and because members of the dominant group exaggerate differences according to stereotypes” -- Morrison and Von Glinow (1990).

4. Types of work experiences available to women and minorities may hamper their ability to advance in organizations. Tendency for men to be concentrated in “line” positions and women in “staff” positions.

Explanation 3: Discrimination 

Prejudice refers to negative attitudes towards an organization member based on his/her culture group identity, and discrimination refers to observable behavior for the same reason. – Cox, 1991.

Morrison and Von Glinow (1990) observe that … ambiguity or lack of specific information about an individual contributes to bias against women and minorities because judgments are based on negative stereotypes of the group as a whole.

The Multicultural Organization

3 phases of workplace devt in the area of gender and cultural diversity:

1. First generation affirmative action – legally mandated requirements for diversity.

2. Second generation affirmative action – affirmative action goals in terms of numbers, and emphasis shifts to supporting female and minority employees.

3. Finally, a multicultural organization 

a. moves beyond concept of support to the institution of policies that deliberately capitalize on cultural and gender diversity. 

b. According to Cox (1991), This is marked by a full structural integration of women and color. (Proportionately represented at all levels of organization and in all works groups. Full informal integration.)

Dimensions for Describing a Multicultural Organization (Cox, 1991)

	Dimension
	Definition

	1. Acculturation
	Modes by which 2 groups adapt to each other and resolve cultural differences.

	2. Structural Integration
	Cultural profiles of organization members, including hiring, job placement, and job status profiles.

	3. Informal Integration
	Inclusion of minority-culture members in informal networks and activities outside of normal working hours.

	4. Cultural Bias
	Prejudice and discrimination

	5. Organizational Identification
	Feelings of belonging, loyalty, and commitment to the organization.

	6. Intergroup Conflict
	Friction, tension, and power struggles between cultural groups.


3 processes in which differences between dominant and minority cultures can be treated. – Cox, 1991

1. Assimilation: Unilateral process by which minority culture members adopt the norms and values of the dominant group in org.

2. Cultural separatism – little adaptation on either side.

3. Pluralism – a process by which both minority and majority culture members adopt some norms of the other group.

The Diverse organization: Opportunities

Opportunities Realized through Diversity – Cox & Blake (1991)

	1. Cost Argument
	As org becomes more diverse, cost of poor job of integrating workers will increase.

	2. Resource- acquisition argument
	Orgs dev reputations as prospective employers. (attract best personnel)

	3. Marketing argument
	Insight and cultural sensitivity – local and abroad

	4. Creativity argument
	Diversity of perspectives and less emphasis on conformity to norms of the past.

	5. Prob-solving argument
	Better choices through a wider range of perspectives and more critical analysis of issues.

	6. Systems flexibility argument
	To react to environmental changes fast and cheaper.


The Diverse Organisation: Challenges

1. Instituting diversity mgt programs – self-view of competence, may be stigmatized as incompetent, and those who feel unfairly bypassed may feel injustice.

2. Sexual Harassment 

a. Not a purely objective phenomenon but one based on an individual’s perception of another’s behavior, which may be affected by any of a number of factors that make up a situational context – (York, 1989).

b. Sexual harassment is an expression of power, not of sexuality. “It is the antithesis of intimacy, self-knowledge and growth. (Taylor & Conrad, 1992)

3. Organizational Romance

Myth 1: Occurs primarily because of job-related motivations. Many more motivated by true love and ego-gratification needs.

Myth 2: Detrimental to work performance. Some evidence that it improves, if r/s motivated by love.

5 steps to Manage Cultural Diversity

1. Leadership – commitment to diversity.

2. Training – awareness and skill-building training.

3. Research – identify problem areas in org culture

4. Analysis and change of culture and HR mgt systems

5. Follow-up.

Please refer to reading for approaches to Org Diversity.

CS 362 Week 12 Reading: Diversity

Have Times Changed? Career Barriers and the Token Woman Manager

Introduction:

· 1976: women were severely under-represented in middle management and none had top management jobs.

· Now: situation for women managers in US and UK have improved.

· But: despite increases in no. of women entering labour market, women still face inequalities in pay, status and level.

· Men outnumber women in hierarchy and it gets worse higher up.

· Glass ceiling- exists with various barriers limiting women’s progress up the corporate hierarchy.

‘Token’ women: stereotyped creates boundaries between male and female groups.

- 
Token women are very much in the minority in their groups.

· Through a system of contrast, boundaries are heightened and maintained leading to emphasized dominant male culture and token women are isolated and highly visible.

· Women forced into stereotypical ‘role traps’: Mother role, seductress, pet, iron maiden

· Each role defines the nature of relationship she will have with male colleagues, undermine level of power she has in work role and as individual. 

· ‘Men’s Club’: exclusion at informal level and barrier to women’s career progress.

· As a result, women are excluded from informal channels of communication.

*Opportunity 2000- an initiative that is based on liberal feminist idea: If opportunities are made available and women try hard enough, inequalities at work place can be largely eradicated.

Research:

· Sample: female MBA grads, been in labour market for at least 2 years

· Token women: Those who work in organizationss and form less than 20 % of total (form a small minority)

· Non-token women: Those who work in organizations and ratio is higher

Findings:

MBA grads at work-

· Women MBA grads tend to be concentrated in public sector

· Less well represented than men at higher levels of management

· Men move more rapidly into higher pay scales 

· Average number of promotions the same for both sexes

· Women who were interviewed said they switch jobs because they felt blocked in their previous positions

Token women-

· 43% of women in sample falls into ‘token women’ category

· Smaller proportion of tokens in senior management positions than non-tokens

· Token women face barriers to career progression

MBA grads and career barriers-

· Barriers for men: personal or individual factors (e.g. Lack of confidence, lack of training, lack of career guidance)

· Barriers for women: Men’s club network, prejudice from colleagues

Token women and career barriers-

· 75% of tokens found Men’s club a barrier

· 40% of token and non tokens found prejudice a barrier

· 2/3 non tokens, ¼ tokens felt their org. had positive attitude to women

· More negative attitude on the part of women working in male-dominated organizations

· Studies show that women’s lack of access to informal networks with male colleagues, constraints in getting info- is significant factor in their career development

· Existence of Men’s club may be part of group culture, but this supports the fact that the dominant culture is not only det. by dominant group but is exaggerated in skewed groups and barriers heighten as a result.

Male resistance to women managers intensifies in skewed groups, and this hostility influences women’s perceptions of the organization.

Interview results:

Formal and informal structures within male-dominated env-

· Conflict and pressure experienced in both formal and informal contexts

· Informal setting males women feel more vulnerable

· Formal org. affords some protection- rules of behavior protect women from tactics of exclusion which were commonplace in the informal setting

· Formal structure: Meetings- women felt their credibility as experts in their field was recognized and respected

· Informal environment afforded no such protection

· Women managers pressured to perform well

The Men’s club-

· It is an informal structure in which women are often excluded

· Common function of club: cementing group solidarity among the men, exclude women and acts as a mechanism for demarcation along gender lines.

· Access highly restricted for women, depended on male invitation

· Women subject to jokes, some sexist in nature

· Sexual innuendo- men isolate and exert their dominance over women

· Cleveland (1994): women in male-dominated orgs are highly visible and viewed as representatives of their entire sex

· Minority status may highlight the perceived difference between a woman’s sex role and work role

Conclusion:

· Women who work in evenly mixed or female-dominated environment form friendships with men and women

· Culture is experienced as gender-neutral

· Token women in male-dominated environment have different experiences

· They experience culture that is male-dominated, and they are excluded and marginalized
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