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Organizational Behavior Summary of Key Terms

	Fundamental attribution error 
	Ascribe causality to personal characteristics when causality is actually within the organization.

Tendency to overemphasize importance of personal attributes and overlook situation factors.
	Blame problem on an individual in another division, when in reality, the problem is caused by the organizational structure.

	Threats of learning from experience: 1. Statistical Fallacies– bias due to lack of proper data

	Regression to the mean
	Tendency for people either above/ below average to increase/decrease to the average level.Performance will not exactly correlate to past extreme performance and people tend to ignore the fact that extreme events tend to regress to the mean on subsequent trials. 
	Instructor punishing poor performing pilots and rewarding good pilots. Thinks reward system is good, since poor pilots do well after. Actually just R to the Mean.

Rookie-of-the-Year does worse next year.

Short parents have taller children. 

	Biased data
	Selection of dependant variable - Looking only at failed or successful cases in order to make inferences about what makes something a failure or a success.

Dig into our memories for data.
	Carter Racing case (only looking at failures doesn’t say enough about successes – while failures were in every temp., successes were only in high temperatures. We don’t see the “entire picture”

	Assuming Conjunction implies Causation
	More likely to happen when individual’s action preceded a good outcome than a bad outcome (“it was a success because…”)
	Gene Webb’s daughter blinking at red lights; sports announcers explaining game outcome; assuming that punishment caused improved performance (in all these cases it may be that only time made a difference with no direct causation)

	Hawthorne Effect
	Improvement occurs only because of participation in experiment - watched, rather than content of experiment (the treatment caused the desired behavior but not for the initially theorized reason but because the experiment was held)
	Increasing light and then decreasing light at Hawthorne plant both made workers more efficient (it wasn’t the light but the fact that they were watched + the learning curve). Casual Day – people will work better on casual Friday because expected. 

	Placebo Effect
	Close to Hawthorne only the outcome occurs not because individual is watched but because he believes in the effect. 
	Placebo, Casual Day (they think Friday is more productive). 

	Confirmation bias / Retrospection bias
	Distort evidence to fit our ideas about why something happens. Remember only evidence that is consistent with our theory (seek confirmatory information for what we think is true and neglect to search for disconfirmatory evidence).

Outcome occurs because person wants treatment to have an effect – feels better because he thinks he should, not because it worked.

When we believe a change has occurred, we are apt to distort the past in the direction compatible with the change.
	Patients who think they should feel better will recall times before when they felt worse – and then think they are better now. Felt bad – had operation – feel better, even if operation wasn’t successful.

People in study skills class recall their abilities being significantly worse than they had initially reported, while wait-list people recalled skills the same as initially reported. As a result, class participants felt they improved from class participation.

	Functional bias / Identity bias
	Focus on data that is most relevant to background and find solution consistent with that background (“to hammer everything is a nail”).

Only diagnose problem with selective data that is relevant to identity. 
	Someone is at risk of heart attack. Surgeon only sees surgery as an option (not diet) because he is a surgeon.

Marketing person will see organizational problem as marketing problem. 

	Competence Traps

	Competence traps (facilitated by selection of dependant variable and regression to the mean fallacies). 
	Once a specific action solves a problem, individual turns to that solution to solve all problems similar to the first.

When something works once, keep on doing it (even if inappropriate).

Follows from notions of local search  - individuals search for solutions to problems they are used to consider because of bounded rationality – there is a limit to ability to our ability to process all relevant information. 
	Surgeon uses surgery to cure something that can be cured by other, better means.

In past, company is leader in industry because of cheap product. Now, as market share is decreasing, automatically thinks product needs to be made cheaper to solve problem (in reality, innovative products, or better marketing, could be solution.)

	Superannuation problem

(counter side to competence traps)
	Same actions in a different situation will not have the same consequences.

Past experiences are partially irrelevant in solving new issues.
	See competence traps for further understanding

	Local search
	Do not consider all solutions to a problem – consider only those that are similar to those you normally use.
	See competence traps for further understanding.

	Bounded rationality
	Constraints on an individual’s ability to process all information and find the best solution.
	See competence traps for further understanding

	Superstitious learning
	Luck is determinant of outcome. However, we focus on the consequences of decisions we have made, as if they follow inevitably.
	Gambler wins on a roll of dice – and claims it was a good decision on his part to bet (even though it was total luck).

	Hindsight bias
	Our recall of initial prediction of event is skewed towards ultimate outcome of event.

Falsely overestimate the probability in which we would have predicted an event.
	Make a turn off road. Several minutes later you realize that you are lost. Think “I knew that was the wrong turn”.

After car manufacturer won car race, it recalled that it had originally predicted it to, regardless of what was actually predicted for the race.

	Solutions: Being aware of threats to valid inferences, retain data on both success and failure, careful about theories that bring poor performing outcome to mean, develop decision rules that undercut local search (devil’s advocate), ensure organizational structure that provides feedback is in place

Decision Making 

	1. Framing effect:

Prospect theory 
	Rewards and losses are evaluated relative to a “neutral” reference point.Frame decision in appropriate reference point to move an individual to desired alternative. If one wants to make a good decision, he must look from all aspects. If reference point is in the domain of gains, will most likely choose risk averse option, losses – will promote risk seeking.
	Union pushing to strike or negotiate (frames jobs lost/saved). Making decision based on lives lost, versus lives saved (data is the same, but question is asked with different reference point). Stock performance. 

	Prospect theory and (pseudo) certainty effect
	Individuals will “pay” in order to remove uncertainty associated with a negative outcome – so an issue can be “framed” as certain and they will “pay” more or be more willing
	Full coverage insurance, 50% success in operation

	Mental Accounting Process
	We put resources and time into mental categories and tradeoffs that we make depend on the category
	Losing ticket – we won’t buy another, losing money for the ticket – we will; higher value on time walking from plane to terminal than standing/waiting for luggage; sunk cost

	2. Heuristic
	Rule of Thumb used to make a decision (shortcut).
	

	Availability Heuristics
	Availability of something to the mind as a proxy for how frequently it will occur
	We create bias toward what we recognize  and is available 

	Ease of Recall (bias based on availability heuristic) – 
	Based on vividness and recency. A vivid event will influence the probability we assign to that event occurring again.

If we remember an event occurring, we will think it is more likely to occur than another, less vivid event.
	Reward on basis of performance close to review time; stock that fell will continue to fall, overestimate that disaster will repeat; people think dieing in a plane crash is more likely than a car crash because of media emphasis on plane crashes.  

	Retrievability (bias based on availability heuristic)
	Based upon memory structures.

We are biased to things that are easier to recall.
	Multiple gas stations at the same intersection (our minds associate gas with that corner and we will automatically go there to buy). More words begin with r than r in middle. 

	Presumed Associations (bias based on availability heuristic)
	Probability of the liklihood of two events occurring is based on retrievability of co-occurring in our minds, even if they are unrelated (because they occurred together previously).
	Marijuana use and delinquency (don’t necessarily go hand in hand although bias is to assume that they do because of recall of several delinquent marijuana users).

	Representative Heuristics
	Probability that something belongs to a category is a function of the extent to which that thing possesses some salient/strong attribute that represents the category.
	Stanford student must be smart

	Insensitivity to Base Rates (based on representative bias)
	Ignore the actual likelihood or rate that something occurs because of some specific info.
	Think it is more likely that an MBA with interest in the arts will work in mgmt. of the arts rather than consulting, even though more MBAs go into consulting.

We assume someone in top football program is likely to be a contender in pro football.

	Insensitivity to Sample Size (based on rep. Bias)
	Ignoring the role of sample size. Larger groups tend to stray less from mean than smaller groups (which are more likely to generate outliers).
	Four out of five dentists recommend gum. This is meaningless since we don’t know how many dentists were surveyed. If only 5 or 15 dentists were surveyed, results would not be generalizable to all dentists.

	Misconceptions of Chance
	Inappropriate tendency to assume what data should random data. Individuals expect that sequence of data generated by a random process will look “random”’ even when the sequence is too short for those expectations to be statistically valid. 
	Hired 4 directors this year, none of which worked out. Assume that the next one (# 5) will, because 1-4 didn’t; consulting company modifies data so that fluctuations look reasonable. 

	Conjunction Fallacy
	Believe that a combined event is more likely than one of the events it is comprised of. Ad conjunction will be judged more probable than a single component descriptor when the conjunction appears more representative than the component.
	Judge Linda as a “feminist bank teller” as more probable than just a “bank teller” if she seems to fit description of a feminist. In reality it is not possible for her to more likely be a “feminist bank teller” over just a “bank teller” because a bank teller is a much wider definition and she could be all kinds of a bank teller (feminist or not).

	Anchoring & Adjusting:
	Use initially presented values when making judgments and adjust our estimates relative to those values.

Answers are biased on initial anchor, even if it is irrelevant.
	

	Insufficient Anchor Adjustment
	Focus on initial point – and judge next stages on that. Make insufficient adjustment to initial anchor when establishing a final value.
	In deal negotiations, when $100million is said in beginning, you focus on that number and adjust from it (although it may be arbitrary).First impression of someone does not completely adjust after we get to know person. Secretary said comp. Eng. Salary=150,000 we adjust from there although she doesn’t know. 

	Conjunctive Events Bias
	Tendency to overestimate the probability of conjunctive events – events that must occur in conjunction with each other.

When multiple events must occur together for an outcome to be realized, we overestimate the probability that they will occur together.
	Faculty children get free tuition. We assume the school will be full of them (we assume the multiple events – they have children, the children want to study here) will occur together frequently. In fact, most are juniors without children. 

	Disjunctive Events Bias
	When only one of many independent events must occur for an outcome to be realized, we underestimate the likelihood that the event will occur.
	Accident in complex system; All flights are sold out, but each has small probability that a seat will open up. We estimate that likelihood of getting on a flight is zero, even though there is distinct possibility that we may get on flight.

	Overconfidence
	Tendency to be most overconfident when asked to respond to questions of moderate to extreme difficulty.

As knowledge of a subject decreases, confidence does not (think we can make estimates).

No overconfidence and often some underconfidence is exhibited in subjects that are familiar.
	Don’t know anything about European History, but are confident that you know who was King of England in 1700. Are versed in chemistry, but are less confident that you know the weight of a mole (if we show people they are over confident it tends to improve the situation).

	Commitment Processes

	Cognitive dissonance
	Altering behavior to reduce gap between actions and beliefs.

Develop beliefs and values that are consistent with our behaviors. Because we have a strong desire to be consistent in our own eyes, we are uncomfortable with dissonance Most likely when action was freely chosen and conseq. were forseeable
	Goodrich case – initially think “break is faulty”. Alter opinion to “break is OK” because they were committed to producing break and needed to unite actions and beliefs.

Bad lifestyle of analyst job, however all analysts think they have fantastic job. Cognitive dissonance (bridge gap b/t what they are doing and how they feel about it).

	Escalation of commitment (creeping escalation)
	Situations in which losses have resulted form original course of action, but there is still a possibility of turning it around by investing more time / $ / effort.
	Final Cut case – in which they had to hire that female actress even though she sucked, because they flew to Paris, spoke to her and verbally committed to giving her a chance. All escalated into hiring her.

	Escalation most likely when: demand for rationality and consistency is high in org, public statements made, limited feedback/alternatives not considered, action framed in loss domain, individual personally committed because of: effort expended (sunk cost), irrevocability of plan, personal responsibility, prior similar success (competency trap). FOSTERING COMMITEMENT: allow greater participation in decision making, public recognition of personal effort, encouraging written statements of objectives/goals – they “last” - or public statement, insufficient external rewards, frame commitment in realm of losses, break down big commitment into smaller acts of commitment 

AVOIDING ESCALATION OF COMMITMENT: clear feedback, separate authority to make decision to start from decision to continue, devil’s advocate, diversify activities so as not so much ego in one project, insure cost of failure is limited, reward decision quality not outcome, don’t publicly pre-commit organizations

POWER: chance of “getting your way” without resistance(status, money charisma based); AUTHORITY: the subordinate doesn’t only do but also believes in what the power tells him – it is a legitimate power that creates an acceptance zone. 

Roles: cultural expectation , for the role occupant is a script and a powerful external constraint on behavior

	Role sending
	To the extent you want someone to take on a role, “send” it through expectations (cues).

Can be conveyed through words, props (clothes, office space), enactment of complimentary roles.
	Put person in a corner office, to have him/her take on managerial role.

Uniforms (like at Disney) for different people – janitors, ride leaders, etc. – which reinforce their expected roles. Ask someone a question treating him as an “expert” – he will take the role. 

	Complimentary roles
	A pair of roles in which the playing out of one role implies behavior on the part of another.
	Boss and subordinate. Teacher and student. One stops playing will collapse it for the other. White robes have power and must be obeyed but when one loses status obedience stops

	Roles and rewards
	Role is self reinforcing (fulfill role is an end for itself) no significant external reward or punishment required
	White robes – role players were played very little and weren’t punished but still fulfilled roles

	Change in attitude as result of role
	As a result of role 
	Union reps while in duty, administrator creates rules and becomes bureaucrat (exceptions not fair), “rebel” will cooperate if put on “committee”. 

	Role conflict
	If individual occupies multiple roles, they can receive conflicting expectations regarding behavior.

See below for more detailed types.
	Employee torn between two bosses, or between company and client – usually in boundary of org. Can cause socioemotional and performance (increased turnover) probs 

	Intersender conflict
	Demands of one member of the individual’s role set conflict/are incompatible with the demands of another person in the set.
	

	Intrasender conflict
	The demands of a single member of the role set are contradictory.
	

	Interrole conflict
	Demands on one role occupied by an individual, such as an employee, conflict with the demands of another role, such as a family member.
	

	Person-role conflict
	Expectations associated with fulfilling a role conflict with an individual’s moral or ethical beliefs or self-conflict.
	

	Role overload
	Demands of the role are not contradictory, per se, but are so extensive and time-consuming that the individual cannot cope with the role expectations.
	

	Role ambiguity
	Lack of clarity regarding role occupant’s behavior.Causes dysfunctional behavior and unhappiness of employee. Sometime, especially when conflicting roles, is needed
	No direction given to new employee – unclear what role he/she should take on. Needed – mission statement – so the focus won’t be on teaching or research but both.  

	Role distance
	Usually implemented when role expectations cause discomfort. Individuals will engage in various activities, including: physical distance, role-inappropriate dress, ambivalence. Sometimes is needed as creates space for individuality and “releases valve”, allowing to conform when really needed
	Distance = sitting in the sky deck in class (which we all do).Role-inappropriate dress = miniskirts at the office, dressing casual when it’s business.Ambivalence = varying behavior in different situations.

	The problem for managers: in harness the ability to respond in a predictable way to role expectation but when change is needed they dislike people’s reluctance to give up old familiar ways. 

Stereotypes / Expectations

	Self-fulfilling prophecy
	Our expectations often induce confirming behavior. Therefore, initial behavior has significant snowball effect. 
	Teacher thinks a student is gifted – and student performs better as a result.

Co-workers think a woman cannot do job – therefore she doesn’t work out.

	Stereotypes
	Categorize people into different groups. Oversimplification and generalization of categories. Tend to do this more to out-groups than in-groups – more aware of diversity in own group
	Labeling all engineers as socially-inept and unable to make management decisions because of their lack of socialization skills. All Harvard MBA’s are the same but at Stanford we are aware of the differences. 

	Token
	A member of a group that is a distinct numerical minority (<15%).
	Woman or minority hired in an all-male, white dominated organization.

	Pressures on tokens: Status leveling
	When a token’s job status is misinterpreted, leading to the undermining of his/her professional identity.
	Person is considered an affirmative action hire by other employees. Consequently individual starts believing he/she is not as capable for the job and is just a token hire.

	Pressures: Role encapsulation
	Characteristics are distorted to fit the stereotype.

Stereotypes are observed even when they are not accurate.
	Someone is considered to be aggressive by others, even if he isn’t, because it fits the stereotype that he has fallen under.

	Behavioral confirmation
	Stereotype of a person/group is confirmed based on the interaction between that person and another individual who established the stereotype.
	Man thinks woman is attractive and treats her in a friendly and sociable way. She then responds back in a similar manner, causing her to fulfill the stereotype that he has set.

	Group types
	Uniform – have only one type of person.

Skewed – large preponderance of one type over another, up to an 85/15 ratio. Creates “Dominants” and “Tokens”.

Tilted – less extreme distributions of around 65/35 ratio. Creates “majorities” and “minorities”.

Balanced – equal numbers of types. Around 64/40 to 50/50 ratio.
	

	Pressures on Tokens:visibility
	Tokens are watched and have no control over it. This causes intensified performance expectations, success either not observed or resented, all behavior has symbolic consequences to token group. 
	

	Contrast/boundary heightening
	They keep “raising the boundary” to prevent it from assimilating
	Exclusion from informal events, outsider status emphasized, loyalty tests

	Consequences:
	Strong independent style develops (may reinforce stereotype); high stress level (doubts about feedback accuracy, role conflict and ambiguity, extra demand on work time. Eventually, these people will expect to be judged objectively or will turn more independent (eg entrepreneurs). 
	

	Potential solutions:
	Hire more than one, increase contact between token and all parts of org., emphasize similarities (went to the same school). LOW EXPECTATION PROB: avoid labeling (blind resume), not give low exp. Jobs. To avoid low expectations from peers, written or public statement supporting hire, never label as no choice hire perhaps even take someone over qualified. 
	

	
	
	

	Culture / Socialization

	Consistency
	Culture has manifestation (practices, jargon etc) and meaning. The consistency view is that all cultural manifestations are mutually reinforcing (consistent with each other) and all employees share the same views.
	Business principles place premier value on client. Nothing written or stated in firm counteracts or conflicts with this view.

	Inconsistency
	Manifestations of culture have many different, potentially conflicting interpretations. There is no organization wide consensus – island of subcultures. 
	GM and Delorean (no airport pickup, emphasis on performance etc). 

	Consensus
	All employees share these views.
	Obvious.

	Subcultural consensus
	No organization-wide consensus on meaning. Only consensus within subcultural boundaries.
	Sales area places value on client and wants to protect them. Finance doesn’t value them – and wants to charge them excess,

	Types of subcultures:
	
	

	Enhancing subculture
	Reinforces dominant values within the organization. Supports what is supposed to be dominant view.
	Trainers in an organization. Top management team.

	Orthogonal subculture
	Indifferent or independent from main culture of firm. Carry values that are critical to the performance of particular occupations.
	Accounting area in a firm. Smoking in Disneyland. 

	Conflicting subculture
	Conflict with some of top management’s views. Keeps firm in line (checks & balances). It provides ideas inconsistent with the dominant culture and alleviate cognitive dissonance of low status employees.  
	Small entrepreneurial area within a big firm. 

	Stages of socialization
	Process by which new members learn the value systems, norms and required behaviors of the organization.
	

	Anticipatory socialization
	Occurs while still outside of the role that one is going to take on. 
	Take on management’s views prior to moving onto CEO staff.

	Encounter
	Occurs through one’s first contact with role. Provides detailed information on role prescriptions, but also means that individual gradually comes to accept the negative realities of role without rejecting the role entirely.
	Fraternity party as a new member.

	Assimilation
	Settling in process in which individual becomes an accepted member of the organization.
	MBA1s and the GSB.

	Practices associated with socialization
	
	

	Separation rites / 

Unfreezing stage
	Remove old value system and behaviors.
	Humility inducing experience

Trappings of new identity

Encourage disassociation with old routines

	Transition rites / 

Change
	Change into new values.
	Introduce into status hierarchy

Training

	Incorporation rites / 

Refreezing stage
	Reinforce new values.
	Rewards for change

Social support for change

Mentors/role models

	Socialization most effective when it is pervasive (covers all spheres of organization and even personal) and appeals to transcendent values. It can arise either conformity, rebellion or creative individualism. Identification – want to act like role model because of admiration. Internalization: acquire values of role model. 

Groups (individuals identified as unit. When joint accountability and interdependence, can be def. As team)

	Advantages of groups:
	

	Social facilitation
	Group environment causes us to work harder – motivates them.

	Division of labor
	Divide based one expertise.

	Information dissemination
	Greater sum total of knowledge, which leads to creativity. People can also learn from each other. 

	Commitment
	Social support and commitment to group and decisions – ownership develops, as opposed to one person making the decision and the rest just implementing.

	Disadvantages of groups:
	

	Minority opinion issues
	Opinions are not always weighted by expertise. Minorities tend to get ignored.

	Free rider problem
	Aka do nothing and just take away from everyone else.

	Groupthink
	Fall into group mentality, where creativity suffers, people confirm the same line of thoughts, no alternatives are weighed and group objective is lost.

	Risky/conservative shifts
	If individuals are slightly risky, group will tend to be more risky. Same is true if individuals in group are each slightly conservative (group will tend towards very conservative).

	Pros and cons
	Tasks for group: broad, ill-defined, novel, divisible , judgmental, “know how”

Tasks for individs.: narrow, well defied, routine, unitary, rational, easily quantifiable

	Group vs. individual
	Groups generally perform better than the average individual but typically not better then the best individual.

	Structural features
	Size: 5-8; composition: diversity (good when target is problem solve bad when operational then group think, which could develop, isn’t bad); experience of indivds.

	Selected norms to follow when managing group process
	

	Decision rule norms
	Should reflect uneven distribution of expertise within the group – therefore not “majority rule” but “veto”– however should be careful of “false expert”.

Majority Rules and Norm of Reciprocity are not always good decision rules (don’t reflect uneven expertise).

	Separation of decision making into stages
	1. Idea generation (“brain storming”) 2. Only then evaluation (this allows every idea to come out + makes it easier to give up bad ideas 3. Create competing subgropus to work out logic for and against particular ideas 4. Re-evaluate

	Status-related norms
	Avoid excessive deference to high status individuals within the group.

	Roles
	Voice own view, support dissenters, leadership roles which can include facilitator (project focus) project manager (deadlines) boundary facilitator (external affairs), devil’s advocate. To  minimize group think: separate idea generation phase from evaluation, voice doubts, devil’s advocate, support dissenters, use outside experts

	Roles of group leader
	Symbolic: openness, ensure creativity dominates, discourage individual heroism, keep team on track rather than advocate stance, monitor use of language, institutionalize and depersonalize conflict. Instrumental: fascilitates info exchange – draws out silent participants looks for non obvious source of expertise, manages tension (humor), selects and trains members in interpersonal and conflict resolution skills

	Power and Politics (Exercising Influence)

	Individual determinants of power (power = ability to foster behavior on part of others consistent with power holder’s goals/interests. It implies understanding of factors that influence individual and group decision making)
	Use of language and props to: foster commitment (Atkin committed to Korf thus his boss decided not to intervene), frame decisions (0 vs. 2 plants – one is no an option – too expensive and messy), send roles, and indicate association with powerful others (tells his boss that Finneston said “yes”).Controlling decision making processes by moving decisions in time (Korf in a hurry must decide now), ordering speakers based on their views, dissenters speak last, others already committed, “let’s leave point come back later”. being smart not just right and forming coalitions by explaining views and not condescending.  
	Conmment: individuals make decisions based on data presented (statistical fallacies), how presented (framing effect), commitment process, expectations, role individual is given, cultural values, incentives provided. 

Organizations decision: interests of individuals within group, group process, collaboration and coalition within group, power of individuals in group. Power implies understanding of these factors. 

	Situational determinants of power
	Control over resources like information, money

Structural positioning by bridging other disconnected groups (atkin between Korf and company)
	

	Power and best ideas
	Power is critical to what gets done in organizations. The powerful have discretion to decide which are the best ideas. This means that some good ideas will not be implemented but some bad ideas will also not “get through”. To get a good idea implemented you need “power” and Lionel didn’t utilize it (be “smart”)
	

	Fundamental attribution error 
	Ascribe causality to personal characteristics when causality is actually within the organization. Tendency to overemphasize importance of personal attributes and overlook situation factors.
	Blame problem on an individual in another division, when in reality, the problem is caused by the organizational structure.

	Causality error
	Characteristics believed to be sources of power are actually the consequences of having power. Trying to develop “power” attributes when you are not in “power” can be very detrimental.
	More likely to be articulate and poised if you’re in power, than not. Didn’t necessarily have these characteristics before coming into power (ability to speak, convince etc)

	Externality errors
	External factors often have direct bearing on success or failure of individual. 

Need to understand how people got into their situations before evaluating their power and effectiveness (this also means that power isn’t necessarily transferable between jobs and eras).
	Survey on Presidents to determine their power, motives, etc. is biased because it surveys Presidents who were elected by people in that time frame. Not independent of times and conditions that bracket the election.

	Betweenness
	The extent to which a person falls between pairs of other individuals on the communication paths that links them. 
	Measure of information control.

	Connectedness
	The number of others with whom one has contact, in the context of communication activity. 
	Measure of activity rather than centrality.

	Closeness
	The extent that one can reach all others in a communication network.
	

	Job Design

	Intrinsic motivation
	Likes work – derives utility from completion of work.
	Intellectually challenged by work and innate desire to do it. Data General case.

	Extrinsic motivation
	Motivated because of the outcomes of work (i.e. pay) – derives utility from outcome of work completion.
	Like money that comes from doing job, but wouldn’t work there without the money factor.

	Hackman & Oldman model

“Job Characteristics Theory”
	Predicts that core job dimensions will have strongest motivational effect for those who have high growth needs strength (see chart).
	Combining tasks, forming natural work units (not .5 letter), client relationship, vertical loading, opening feedback channels. This leads to skill variety, task identity, task significance, autonomy, and feedback. All of this brings meaningfulness of work, experiences responsibility, knowledge of actual results. The personal and work outcomes are: high internal motivation, high quality performance, satisfaction. Low absenteeism and low turnover. 

	Consequences of intrinsic motivation
	Higher quality work, lower absenteeism and turnover, workers will identify or solve probs that management is not aware of or can’t solve, lower cost (lower supervision)
	

	Growth needs strength
	People’s needs for personal accomplishment, for learning and developing themselves beyond where they are now.
	All of the GSB. (it is not clear what determines this nee – related to education or can be defined as individual’s capacity to handle more social/cognitive demnads)

	Core job dimensions
	Skill variety

Task identity

Task significance

Autonomy

feedback
	Result based on G-N-S :

For High G-N-S people - high internal motivation, growth satisfaction, quality performance and low absenteeism and turnover.

For Low G-N-S people - risk of over-stretching the individual, possible balking at the job.

	High commitment work systems
	Based on implementing concepts in H&O model.

Combining tasks

Natural work units (the entire task)

Establishing client relationships

Vertical loading (admin. Respons.)

Feedback channels (perf. meas.)
	

	Potential Problems
	Stress, pay equity (between team members), decentralization brings desire for more decentralization, opposition of middle management for decentralization
	

	Rewards

	Reinforcement theory
	Behavior is a function of its consequences. Individuals behave based on anticipated consequences.
	If positive consequence is expected, behavior is repeated. If negative, behavior is not repeated.

	Positive reinforcement
	Apply something desirable to cause behavior to repeat.

Generally a better way.
	Pay, bonus, thank you.

	Negative reinforcement
	Take away something not desirable, and behavior will repeat.
	Reducing administrative duties.

	Punishment
	Two types:

(1) Take away something desirable and behavior will decrease.

(2) Apply something undesirable and behavior will decrease.
	(1) Dock pay.

(2) Humiliation or embarrassment

Not recommended because it is unknown what will substitute the undesirable behavior (mother takes from child driving privileges, child could become mass murderer!)

	Extinction
	Non-reinforcement of behavior – ignore it and it will disappear.

Generally a better way.
	Refuse to acknowledge inappropriate jokes or behavior – it will eventually disappear.

	Continuous reinforcement
	Reinforces behavior each and every time that it is demonstrated.

Needs to be every time, because if not there at one time, preferred behavior will quickly be distinguished. 
	Shock fences for cattle and cows so they can’t leave farm. 

	Intermittent reinforcement
	Reinforces behavior occasionally, not every time. In any case, behavior and consequence must clearly be defined and reward must be timely and contingent. 
	See below for examples.

Variable is more effective than fixed, and ratio is more effective than interval. Both combined is ideal

	Fixed interval

(Least effective)
	Applied at uniform time intervals.
	Weekly paycheck.

	Variable interval
	Applied at non-uniform time intervals – don’t know when
	Bonus at intermittent time intervals.

	Fixed ratio
	Applied after a fixed number of times behavior is displayed.
	Piece rate, based on number of parts made.

	Variable ratio

(Most effective)
	Applied after variable number of times that behavior is displayed – don’t know if
	Sales commissions, slot machine.

	Dysfunctional Reinforcement:

Goal displacement
	When means become an ends-in-themselves that displace original goals.

When goal is not being met because rewards system errs in opposite direction from goal. 
	University professors are rewarded for research, however purpose is to teach students. Want customer service, rewarfd nr of repairs (increase probs). Reward system is not in synch with goals of position. 

	Dysfunctional (cont): Superstitious learning
	
	Gene Webb’s daughter

	Over emphasis on highly visible performance
	Rewarding form over content
	

	Combining extrinsic and intrinsic motivation
	Over emphasis on extrinsic is dangerous as may result in individual not viewing himself as intrinsically motivated. Not enough extrinsic – convince one’s self that there is intrinsic. High initial extrinsic is dangerous. 
	Citibank referral program  (not because you like your job but because of the reward – you are also likely to contaminate the pool with bad candidates), salaries for professional athletes (they stop liking the game)

	Benefit and cost in extrinsic
	Benefits: easy measurement, track of resources, fine tune (you worth $x), intrinsic not always possible

Cost: monitary cost, monitoring, influence (take boss to lunch), reinforce high visibility performance, get only what you ask for, decrease intrinsic, anchoring effect (when reward not clear then 30% commission or 32% don’t really matter and will not promote more work), violation of equity norms (equality), scrutiny of pay rules 
	

	Formal / Organizational Structure

	Problems caused by poor structure
	Poor decision making (low quality, delays), Less responsiveness to changing environment (info problem and action paralysis), People blamed for structure problems 
	

	Purpose of Structure
	Division of labor, integration and coordination between different groups and between individuals
	

	Different stuructures:

Mechanistic
	Reliance on bureaucratic rules and hierarchies.
	Typically functional structures.

	Organic
	Interpersonal interactions dictate coordination and decision-making. Tend to be less hierarchical.
	Typically market-based structures.

	Functional structure
	Division of labor based on skill/knowledge. Tends to be more mechanistic (bureaucratic) and hierarchical. ADVANTAGES: Good skill development and transfer of knowledge within function; takes better advantage of economies of scale. DISADVANTAGES: may have poor interfunction coordination (manuf. With R&D for example ), are less responsive to market, especially local (all done on a global basis) and have less focus on organization’s broader goals. 

Favored in organizations that require communication among those within a speciality in order to improve/increase output or cost reductions This would be mainly in organizations where technological sophistication of output is important (benefit in these orgs. From communication between those working on similar technologies) OR in stable organizations (don’t care much about local market fluctuations) where the biggest advantage is reducing product cost. 
	Marketing division, manufacturing etc. 

	Market-based structure
	There is a coordinated focus on particular output or demand segment (product, client, geographic region). Good interfunction coordination, more “flat”, but may have fewer skill development and economies of scale. 

Favored in organizations that in order to be effective require interpersonal communication and mutual adjustment among individuals in different functions . This could happen in a volatile/uncertain environment (need to pay attention and coordinate) or when there is need for responsiveness to local markets. More common at higher levels in an organization.
	US operation of Rhone Poulenc

	Matrix organization
	A lateral structure where both functional and product/client managers have equal power (this is when both interfunctional and intrafunctional coordination is needed). Very complex, and creates good skill development, economies of scale, cross-group coordination and fast response to market demands.

May cause conflict for employees (having 2 bosses), conflict among bosses and inefficiencies due to coordination problems.
	Permanent matrix – interdependencies remain more-or-less stable. Companies where managers of geographical regions interact with managers of worldwide product lines.

Shifting matrix – geared toward project interdependencies and are not permanent. Think tanks, consulting firms.

	Types of lateral relations (order of increasing complexity)
	Informal contact => Liason (individual links between groups but possible problem: lack of formal decision making authority or guru syndrome – over reliance) => Task Force (short term ) => team (more permanent) => market based integrative department system (requires dual info reporting systems, costly and hard to manage) => Matrix org
	

	Superstructure
	How positions are grouped into units and the size of these units.
	

	Grouping
	Process of successive clustering.
	Soldiers into squads, squads into platoons.

	First-order grouping
	Individual positions into units.
	

	Second-order grouping
	Units into larger units.
	

	Performance control
	After-the-fact monitoring of results to regulate a given unit over time. 

Typically done in market-based groups. 

Commonly imposed top-down.
	Need to increase sales from 10 to 15% of revenues next year.

	Action planning
	Forward-looking plans for specific actions – translation of the overall objectives into projects and then into specific operating actions.

Typically done in function-based groups.
	Need to target other customer base, in order to increase sales.

	Liaison devices
	Tools within the formal structure which encourage contact between individuals.
	

	Organizational Change

	Change is difficult
	Creates: Many sources of resistance, fear of loss of power, loss of value (lose job or experience discounted), anxiety about new skills being required, negative assessment for need of change (denial)
	

	Before implementing change it is important to:
	Understand perceptions: how others see the situation, convince that the status quo is bad, demonstrate need for change, explain the logic of the change agenda. ALSO sources of resistance must be addressed and convinced. 
	

	Two choices:

Top down
	Risk of overemphasizing role of “heroic” leader, competency trap (hammer sees only nails) , more likely to provoke resistance, rigidity threat (see below)
	Clevland Drills: manager former consultant seeks quick turnaround and provokes resistance. 

	Bottom up
	Risk of being too slow, more expensive short run, BUT more participative (involves: increased communication, coalition building, negotiation on content and pace of change with those effected). ANOTHER ADVANTAGE: lower levels will often know better what needs to be changed. 
	

	Politics of change
	It isn’t enough to be right – you must get the support of others and their commitment. That could be achieved by taking central position in informal organization, develp advocates within various groups who will convince others, rely on commitment fostering techniques such as public statement, framing, small acts lead to large. 
	British Steel and Lionel (no support though good suggestions)

	Agenda of change
	Rapidly doesn’t mean immediately and in the absence of decision making that would include: handling resistance, gathering all needed info (what is really wrong). Without support of others chances of succeeding are slim. Also, sometimes things are so bad that it’s better to “close business” and not waste time and money on change. 
	CTD – swift change, no real analysis of problem (it must be salaries)

	Threat rigidity
	Fear of uncertainty leads to defensive posture and desire to maintain status quo.
	

	Converging change
	Ongoing process of incremental change. Can be fine-tunig or incremental adaptations. Logic is that fit between strategy, structure, people and processes is never perfect.
	

	Frame breaking change
	Revolutionary changes of the system. Driven by shifts in business strategy. Occur in response to and in anticipation of environmental changes, due to industry changes, product line shifts, internal dynamics and other major issues.
	Cleveland Twist Drill again. 

	International Management Practices

Although some ob stuff is universal (cognitive biases, roles) some elements greatly distinguish between cultures:

	Power distance
	Extent to which a society accepts unequal distribution of power within institutions and organizations. Can be “Low” or “High”.

High PD =hierarchical: is tolerance of inequality. Superiors are entitled to greater privileges, “different types of people” subordinates are not likely to question them , they trust them and don’t trust other subordinates. 

Low PD – egalitarian Inequality should be minimized and must be functionally justified, subordinate willing to question superior and trust in abilities of others within subordinate’s domain to solve problems. 
	Rights and privileges differ between people with different power levels.

	Uncertainty avoidance
	Extent to which a society feels threatened by uncertain or ambiguous situations and tries to avoid them. Tends to value consensus, adherence to rules as end of itself. Pref. Written rules. 
	Risk-taking vs. security.

	Individualism
	Loosely knit social framework where people take care of themselves and their immediate families only. No caring for the greater social good.
	Group/teamwork environment is not valued. Personal achievement is more important.

Star-system at an investment bank.

	Collectivist 
	Opposite of individualist. Focus on teamwork and group environment. Participation in group is moral obligation. Strong group distinctions (one of us vs. one of them), lack of group identity as source of distrust. 
	Group/teamwork environment.

The GSB community.

	Masculinity/femininity
	Dominant values in society are “masculine”, meaning assertive, material rewards, less caring for others vs. equality etc. 
	

	Locus of control
	Beliefs about determinants of life events.

External – uncontrollable forces dictate events (“Inshalla”).

Internal – individuals are the determinants of events.
	

	Time orientation
	Linear time – consists of past, present and infinite future.

Circular time – determined by repeated cycles of activities.

Procedural time – time is irrelevant and behavior is activity driven.
	US is linear time based.

Harvesting societies are circular based.

Procedural time exists in organizations that are focused only on achieving goal, with no respect to time – Latin America

	Communication style
	Cultures differ in the extent individuals have assertive/independent/attention seeking independence style. 
	

	Field-independence
	Encourages individual competition in social interaction and autonomous decision making.
	Anglo-American tendency.

	Field-dependence
	Employs more interdependent and cooperative personal styles.
	

	Low context cultures
	Events are considered in an isolated decontextualized way (just the facts approach).
	Similar to field-independence.

	High-context cultures
	Meaning of events is dependent on circumstances and attention to detail is crucial in forming responses.
	Similar to field-dependence.


- It is usually thought that Power/distance collectivism/individualism go together with very specific “other” distinctions. For example: collective => Locus control and less assertive communication style. 

- Implications: see class handout!

THE END!!

