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Leadership

First of all, the difference between management and leadership has to be explained.
Management, according to John Kotter, means coping with complexity. Leadership, however,
means coping with change. Robert House has different view on this. He thinks that
management’s job is to execute strategies set by leaders, as well as to control, take care of HR
and be busy with everyday problems.

Leadership is defined as ability to motivate, encourage a group to achieve set goals, vision or
strategy. The role of the leader may be assigned (formal) or deduced by a person from the
position he/she occupies in the organization. Managers are not equal to leaders. Nevertheless,
management needs both: effective management and effective leadership.

Trait theories on leadership

Theories based on the concept of distinguishing leaders from non-leaders on the basis of person’s
individual qualities and characteristics. These theories claim that leaders are born, not made.

Behavioral theories

Theories based on assumptions that certain behaviors distinguish leaders from non-leaders. The
limitation of this theory can be proved by theory’s main assumption that people can be trained to
be leaders, what is obviously not complete truth. So theories proposed that leadership can be
taught.

Ohio State Studies

Leaders high in consideration make their followers more job-satisfied, motivated and more
respectful.Leaders high in initiating structure make their followers perform better in groups.

University of Michigan Studies

Also developed 2 dimensions of leadership behavior

● Employee- oriented leaders: focus on interpersonal relations, have personal interest in
employees’ needs and recognize differences between group members. Associated with
higher group productivity, greater job satisfaction.

● Production oriented leaders: focus on task-related and technical issues. Associated with
lower group productivity and job satisfaction.



Blake and Mounton developed a managerial grid (leadership grid), a 9-by-9 matrix
representing two variables; concern for people and concern for production. It represents both
University of Michigan studies on employee and production oriented leaders and Ohio State
studies on initiating structure and consideration. The managerial grid is a good tool for
conceptualizing leadership. Leader that score 9,9 on the grid are the most effective ones.

Trait theories and behavioral theories should be combined for maximum effectiveness. However
they both lack some situational factors.

Contingency theory : This theory states that the leader's ability to lead is contingent upon
various situational factors, including the leader's preferred style, the capabilities and behaviors of
followers and also various other situational factors.

Fiedler Model: The model postulates that the leader’s effectiveness is based on ‘situational
contingency’, that is a result of interaction of two factors, known as 'leadership style' and
'situational favorableness (situational control). 

Fiedler defined 3 situational factors:

● Leader-member relations (either poor or good) – the better score, the better for leader

● Task structure (either high or low) – the higher structured job, the better for leader

● Position power (strong or weak) – the stronger position power, the better for leader

Together, there are 8 categories the leader can fall into. To change the state of art (in case of
ineffectiveness), the leader or the situation can be changed.

● The model has been positively evaluated. But there are some complications with LPC
questionnaire and practical application of the model.

● The recent update of Fiedler model is cognitive resource theory. The theory focuses on
the influence of the leader's intelligence and experience on his or her reaction to stress,
and states that the intelligence and experience can actually reduce stress. But it is the
degree of stress that verifies if the intelligence and experience will positively (low stress)
or negatively (high stress) influence leadership behavior.

Hersey and Blanchard’s Situational Theory: This theory states that depending on employees’
competences and commitment to task as well as on acceptance/rejection of the leader, leadership
style should vary from one person to another. It focuses on leader’s followers. In this theory
effectiveness of leader depends on followers’ behavior. Hersey and Blanchard recognize 4 leader
behaviors that depend on followers’ readiness.

Path-goal theory: A theory which states that a leader's function is to clear the path towards the
goal of the group, by meeting the needs of subordinates. The theory is based on Expectancy
Theory of Motivation and on Ohio State Studies (on structure initiating and consideration). The
author of the theory, R.House, recognized 4 leadership behaviors

Leader-member exchange (LMX) Theory: Focuses on the two-way relationship between
supervisors and subordinates. Leaders often develop relationships with each member of the



group that they lead, and Leader-Member Exchange Theory explains how those relationships
with various members can develop in unique ways. In the group, there are in-groups – trusted
followers to who leader pays more attention an out-groups – followers who get less attention,
time, and rewards.

Charismatic leadership: There are four characteristics of charismatic leaders, as described by
R.House: vision and articulation, personal risk, sensitivity to followers’ needs and
unconventional behavior. Followers of charismatic leaders by observing leader’s behavior notice
the leader’s abilities which distinguish him/her from other people, which are extraordinary and
make the leader exceptional.

Transformational vs. transactional leaders.

Transactional leaders use conventional reward and punishment to gain compliance from their
followers. They clarify employees’ roles, tasks requirements. They use management by
exception: which seeks to minimize the opportunity for exceptions by enforcing defensive
management processes (looking for deviations and intervention when standards are not met).
Transactional leaders’ aspects: contingent rewards, management by exception and laissez-faire.

Transformational leaders are those who inspire and get things done by injecting enthusiasm and
energy. They have profound and outstanding effect on their followers. They provide a vision,
communicate high expectation and promote intelligence, careful problem-solving and have belief
in followers. They give followers personal attention and individual care. They are the inspiration;
they are coaches, advisors, and listeners. Transformational leadership can be learnt.

Authentic leadership: ethics and trust as fundamentals of leadership

Authentic leaders are those who know who they are, act openly and accordingly to their beliefs
and values, are honest with themselves and with the followers, are considered as ethical. Their
main advantage and virtue is trust. Authentic leaders build trust on their transparency – they
value information sharing and communicate messages reflecting their values, beliefs, norms,
ideals. Authentic leadership, unlike other leadership styles, focus on the moral side of leadership.

**********************************************************

Power and Politics



Power and politics are an important part of the dynamics of OB. Power relationships are a
natural part of any group or organization. It is important for students of OB to know how power
is acquired and exercised. Though there is a popular saying that “power corrupts, and absolute
power corrupts absolutely,” power is not always a negative concept. Power is a reality of
organizational life and it is difficult to do away with it. Moreover, an understanding of how
power works in organizations can help one become a more effective m Power has been defined
in different ways by a number of scholars. Stephen P. Robbins defined power as “the ability to
influence and control anything that is of value to others.”

Dependency: Relation between A and B - The greater B depends on A, the greater power A has
over B.

What creates dependency? a) Importance b) Scarcity c) Impossibility of substitutes

Bases of Power: Power is of different types, depending on where it is sourced from and how it is
used. Social psychologists John French and Bertram Raven have identified five sources of
power: coercive, reward, legitimate, expert and referent

Common Power Tactics in Organizations: There are 9 different influence tactics:

1. Legitimacy
2. Rational persuasion
3. Inspirational appeal
4. Consultation
5. Exchange
6. Personal appeals
7. Ingratiation – using flattery, praise
8. Pressure
9. Coalitions

Distinctions between Power, Authority and Influence:

Power itself refers to the ability of an individual or group to bring about a change in some other
individual or group in some way. Power may or may not be legitimate, whereas authority is the
source of power, and hence, is legitimate. Authority has the willing acceptance of the person
over whom it is exercised, whereas power is (generally) unidirectional. It may or may not be
liked by the person over whom it is exercised. Influence refers to the ability to modify or change
people in general ways, like changing their performance and satisfaction. It is a broader concept
than both power and authority. Although both power and influence are an essential part of
leadership, influence is more closely associated with the function of leading than power. Another
difference between power and influence is that power has more ‘force’ than influence. Power
gives a person a right to change certain relationships within an organization. It has the ability to
alter reality. Influence, however, can only alter a person’s perceptions about reality and the
relationships in the organization. Therefore, the difference between power and authority is that
authority has legitimacy and acceptance, whereas power may or may not. And influence differs
from power in terms of scope: it has a broader scope than power. Though influence and power
are different, the two are related and sometimes the terms are used interchangeably. There is a
subtle difference between authority and influence. While authority generally flows from a higher



level to a lower level in a hierarchy, influence jumps levels and in many cases may flow from a
lower level to a much higher level.

Political Behavior in Organizations:

Organizational politics is a reality in most organizations of reasonable size. Researchers and
practitioners of OB have also acknowledged the role played by politics in organizational
dynamics. It has been recognized that a certain amount of political behavior is necessary on the
part of managers to succeed in their work and that politics is sometimes vital to the achievement
of organizational goals. Politics has been defined by a number of scholars of OB. Definition and
Nature of Politics Organizational politics has often been called ‘power in action.’ Stephen
Robbins has defined politics in organizations as “those activities that are not required as part of
one’s formal role in the organization, but that influence, or attempt to influence, the distribution
of advantages and disadvantages within the organization.” Robbins has also differentiated
between legitimate and illegitimate political behavior. Legitimate political behavior is that
which forms a part of the day-to-day work in an organization. This includes forming
organizational coalitions, networking and developing contacts within and outside the
organization, complaining to superiors on routine matters, ignoring rules and procedures,
adhering to rules strictly, etc. Illegitimate political behavior, however, is extreme in nature and
does not keep to the accepted level of politicking. Protesting violently against rules, deliberately
breaking rules, not conforming to the accepted procedures, absconding from work, sabotaging
organizational activities, whistle blowing, etc., are examples of illegitimate political behavior.
Experts in OB feel that politicking can have beneficial effects on an organization.

Causes and consequences of political behavior:

Factor encouraging political behavior can be individual or organizational.

● Individual factors: some traits, qualities are connected with political behavior. These
traits are high self-monitoring, internal locus of control, High Machiavellian personality,
organizational investment, perceived job alternatives, expectations of success.

● Organizational factors: factors resulting from organizational culture and internal,
working environment. Certain cultures do promote political activity. Organizational
factors that promote political behaviors are: resource reallocation, promotion
opportunities, low trust, role ambiguity, vague evaluation system, zero-sum reward
practices (win/lose approach), democratic decision making, high performance pressures,
self-serving senior managers.

Impression Management: Impression management is sometimes referred to as
“self-presentation”. It is the process by which people try to manage or control the perceptions
formed by other people about themselves. Often people like to present themselves in a socially
desirable way and impress others. However, such attempts by subordinates to impress superiors
can affect the validity of performance appraisal in organizations.

***********************************************************



Conflict and Collaboration

Conflict is the process initiated when one party perceived as about to be, or being negatively
affected by another party on something that the first party cares about.

School of thoughts on conflict:

Traditional school of conflict assumes that conflict must be avoided at all costs and that it
causes group’s functioning deterioration. The conflict is perceived as dysfunctional, bad, violent.

Human relations school of conflict assumes that conflict is a natural response and should be
accepted as such. Still, the theory argues it cannot be avoided and sometimes can be functional.

Interactionist school of conflict argues that minimum level of conflict benefits group’s
performance. Conflict is viewed as helpful to avoid group’s stagnation, apathy. Conflict is
something necessary. The theory distinguished between functional and dysfunctional conflicts.
Functional conflicts help the group, while dysfunctional worsen its operation. It also
distinguishes between task, relationship and process conflicts. Relationship conflicts are usually
dysfunctional. Low levels of process conflicts as well as low/moderate levels of task conflicts are
functional.

The conflict process

Stage 1 - Potential opposition or incompatibility

3 categories of conditions that can lead to a potential conflict:

● Communication (misunderstandings, a lot of noise in communication channel, jargon,
different connotations of words, etc…)

● Structure (assignment size, specialization, rewards, dependence between members, etc…)

● Personal variables (personality, emotions, values, etc…) 

Stage 2 – Cognition and personalization

2 possibilities: felt conflict or perceived conflict.

At this stage, at least one party is aware of the conflict’s existence. This is the phase when
conflict issues tend to be defined and parties think how to react. Moreover, emotions play a role
in how we perceive the conflict situation. Negative emotions tend to worsen the situation, while
positive emotions encourage agreement. 

Stage 3 – Intentions

Conflict-handling intentions: competing, collaborating, compromising, avoiding and
accommodating.

● Competing - assertive and uncooperative –parties want to satisfy their interests



● Collaborating - assertive and cooperative –parties want to reach agreement that satisfies
everyone

● Compromising – moderate level of assertiveness and cooperativeness – parties are
willing to resign from some of their postulates/potential benefits

● Avoiding – unassertive and uncooperative – withdrawal or suppression

● Accommodating – unassertive and cooperative – readiness to take another party’s interest
as superior and place them above own concerns. 

Stage 4 – Behavior

Party’s behavior and other’s reactions. Conflict becomes visible. One should pay attention to
conflict-intensity continuum – the higher the conflict level, the more intense the reaction. High
level of conflicts usually implies dysfunctional outcomes. There are however conflict
management techniques which can minimize or stimulate the conflict level to reach the required
conflict degree.

● Conflict-resolution techniques: problem- solving, compromise, resources expansion,
superordinate goals, smoothing, avoidance, authoritative command, altering the human
variable and altering the structural variables.

● Conflict-stimulation techniques: communication, outsiders’ appearance, organizational
restructure, devil’s advocate appointment.

Stage 5 – Outcomes

Functional outcomes – eliminates groupthink, enhance creativity and decision making quality,
increase productivity. Cultural diversity acts in favor of functional conflicts. Functional conflicts
can be created – rewarding people who go against the mainstream with their ideas, programs that
encourage dissention, systems of managers’ evaluation, assigning devil’s advocates. Successful
organizations reward dissenters and punish conflict avoiders.

Dysfunctional outcomes – decrease in group’s cohesiveness, group’s performance, lower
satisfaction, commitment.

Negotiation: Bargaining strategies

Distributive bargaining

The different parties are trying to divide something up-distribute something, creation of win//lose
situation. The parties assume that there is not enough to go around, and they cannot "expand the
fixed pie," so the more one side gets, the less the other side gets. In OB context, the best example
is wage negotiation.

Integrative bargaining

The parties are trying to make more of something. Creation of win/win solutions. It is preferable
to the distributive bargaining because it builds relations. 



The negotiation process

1) Preparation and planning -> ‘doing homework’, results in BATNA (best alternative to a
negotiated agreement) – the least acceptable situation

2) Definition of ground rules

3) Clarification and justification

4) Bargaining and problem solving

5) Closure and implementation

What individual differences influence a negotiation’s effectiveness?

● Personality traits – lack of strong evidence, but some of them indicate that certain traits
of The Big Five are connected to negotiation processes Agreeable and extraverted
negotiators do not perform well in distributive bargaining. Also intelligence seems to
influence bargaining.

● Moods/emotions – yes, depends on the bargaining type. In distributive bargaining, angry
negotiators perform better. In integrative bargaining positive moods/emotions have
positive influence.

● Gender – women and men negotiate similarly, but gender affects negotiation’s outcomes.
Men are supposedly slightly better negotiators than women. Women are exposed to
stereotype threat, if they do not confirm they are blamed for breaking gender stereotype.
Women may also more influenced by their own attitudes and actions.

Third-party negotiations

● Mediator – A neutral party who assists in negotiations and conflict resolution, the process
being known as mediation

● Arbitrator - legal technique for the resolution of disputes outside the courts, wherein the
parties to a dispute refer it to one or more persons, by whose decision they agree to be
bound. Arbitrator has authority to dictate the agreement.

● Conciliator - parties to a dispute agree to utilize the services of a conciliator, who then
meets with the parties separately in an attempt to resolve their differences (serves as
informal communication link between parties)

● Consultant – is a trained in conflict management third party who tries to assist creative
problem solving by communication and proper analysis.

*******************************************************



Stress Management

What Is Stress? Stress is a dynamic condition in which an individual is confronted with an
opportunity, demand, or resource related to what the individual desires and for which the
outcome is perceived to be both uncertain and important. Recently, researchers have argued that
challenge stressors—or stressors associated with workload, pressure to complete tasks, and time
urgency— operate quite differently from hindrance stressors—or stressors that keep you from
reaching your goals (for example, red tape, office politics, confusion over job responsibilities).
Although research is just starting to accumulate, early evidence suggests challenge stressors
produce less strain than hindrance stressors. Stress is associated with demands and resources.
Demands are responsibilities, pressures, obligations, and uncertainties individuals face in the
workplace. Resources are things within an individual’s control that he or she can use to resolve
the demands.

Potential Sources of Stress

Managing Stress: Because low to moderate levels of stress can be functional and lead to higher
performance, management may not be concerned when employees experience them. Employees,
however, are likely to perceive even low levels of stress as undesirable. It’s not unlikely,
therefore, for employees and management to have different notions of what constitutes an
acceptable level of stress on the job. What management may consider being “a positive stimulus
that keeps the adrenaline running” is very likely to be seen as “excessive pressure” by the
employee. Keep this in mind as we discuss individual and organizational approaches toward
managing stress.

Coping Strategy for Stress: Here are seven ways to deal with stress: - Keep a positive attitude –
sometimes the way you think about things can make all of the difference. Your attitude can help



offset difficult situations. - Accept that there are events you cannot control – when you know
there are times when you have given all that you can to a situation, it allows you to expend
energy where it can be more effective. - Learn to relax – purposeful relaxation, such as deep
breathing, muscle relaxation and meditation is essential in training your body to relax.
Relaxation should be a part of your daily regimen. - Be active regularly – being active also helps
your body more easily fight stress because it is fit. - Eat well-balanced meals – staying on track
with healthy eating habits is a great way to manage stress. - Rest and sleep - your body needs
time to recover from stressful events, so sleep is an important part of caring for yourself.

**************************************************



Organizational Structure

Organizational structure refers to how individual and team work within an organization are
coordinated. To achieve organizational goals and objectives, individual work needs to be
coordinated and managed. Structure is a valuable tool in achieving coordination, as it specifies
reporting relationships (who reports to whom), delineates formal communication channels, and
describes how separate actions of individuals are linked together. Organizations can function
within a number of different structures, each possessing distinct advantages and disadvantages.
Although any structure that is not properly managed will be plagued with issues, some
organizational models are better equipped for particular environments and tasks.

Organizational structure may be defined as the framework of tasks, reporting and authority
relationships within which an organization functions. According to Stephen P Robbins, “An
organizational structure defines how job tasks are formally divided, grouped and coordinated.”
Fred Luthans, however, defines organization structure in terms of the behavior of individuals in
an organization. He argues that organization structure represents the holistic framework for
Organizational Behavior. The building blocks for designing an organization’s structure consist of
six elements.

Management experts use the six basic elements of organizational structure to devise the right
plan for a specific company. These elements are: departmentalization, chain of command, span
of control, centralization or decentralization, work specialization and the degree of formalization.
Each of these elements affects how workers engage with each other, management and their jobs
in order to achieve the employer’s goals.

Types of Organizational Designs The three most commonly used organizational designs are
simple structure, bureaucratic structure and matrix structure.

Simple Structure: A firm with a simple organization structure has a wide span of control, few
departments, centralized authority and a low degree of formalization. Simple structure (refer to
refers to a “flat”organization with two or three levels of hierarchy). In a firm with a simple 91
organization structure, the decision-making power for the entire organization is vested in one
person. This structure is generally used in small organizations like retail stores and small
consultancies. In this form of organization structure, employees have clear reporting
relationships, decision-making is fast, maintenance costs are low and rules are flexible. But this
type of structure is not suitable for large organizations. In small organizations, it is possible for a
single individual to run the business, oversee all the functions and take all the decisions
pertaining to the business. But in large organizations, where a lot of information has to be
processed and many functions require to be managed, a single individual cannot handle all the
work and take all the decisions. A single individual, handling so much work, will take a long
time to arrive at a decision. This delay in decision-making will affect the organization’s ability to
compete in the market. Moreover, as the entire power and authority is concentrated in a single
person at the top, death or disability of the person is likely to have a negative impact on the
business.

The Bureaucracy: Max Weber, one of the pioneers of modern sociology, formulated the
bureaucratic model of organizations in the early 1900s. Weber held the model to be rational and
regarded it as consistent with the values of Western culture which emphasized rationality. He



believed bureaucracy as an ideal structure for organizations. Many organizations across the
world, including leading global companies like IBM had adopted the bureaucratic model.
Unfortunately, when organizations attempt to restructure, bureaucracy becomes a major barrier to
change.

The Matrix Organization: Matrix structure is another modern organizational design. It is a
structure which combines the features of a project design with those of a functional one. It is
popularly used in sectors characterized by a high degree of specialization along with emphasis on
projects and other specific goals such as R&D organizations, consultancies, advertising agencies,
hospitals, universities, etc. Functional departmentalization helps the organization gather
specialized resources from each function (finance, production, marketing, etc.) and makes them
available for all the projects. Project design, on the other hand, facilitates coordination among
various specialists by identifying employees with the requisite skills and bring them to work
together to achieve on-time completion of tasks. The matrix structure combines the strengths of
the two designs while eliminating their weaknesses. The main advantage of the matrix structure
is that it facilitates coordination between the various complex functions of the organization. It
also enables the organization to allocate functional specialists among different departments in an
effective manner. However, the matrix structure is not devoid of weaknesses. The structure
violates the principle of unity of command, due to which the employees report to two (or more)
bosses. This could give rise to conflicts between the managers. For example, product managers
have to fight to get the best specialists allotted to their products. This may eventually end up in a
power struggle between two or more product managers. Sometimes such struggles may also
develop between the functional and product managers. The conflicts, if allowed to continue
without resolution, can demotivate employees, reduce their loyalty and 92 preclude them from
identifying themselves with the organization.

Organizational Designs and Employee Behavior It is difficult to generalize the type of
organizational structure that would lead to better employee performance and increased job
satisfaction. Job satisfaction varies from individual to individual, depending on his/her personal
preferences. Some individuals prefer to be guided in their work by standard rules and procedures.
They are comfortable with tasks that require a low level of skills and can be performed
mechanically. Such employees are most productive in mechanistic structures where there is a
high degree of work specialization. But now-a-days, a significant portion of the workforce is
educated and desires jobs that facilitate personal growth and provide individuals an opportunity
to utilize their skills. A relationship between employee performance and elements like span of
control and degree of centralization has not yet been established. Some employees are able to
work to their full potential only when they are under minimum supervision. They are most
productive in organization structures where there is a wide span of control (supervisors who have
several subordinates under them, who are not able to closely supervise each subordinate’s work).
Low level of supervision in these structures gives these employees the freedom to plan their
work. This freedom motivates them and results in job satisfaction. But some employees like to
be guided constantly in their work by their superior. Such employees are more productive in
structures where there is a narrow span of control. Though it is generally agreed that
decentralization positively influences employee performance and job satisfaction, there is no
evidence to prove that it always improves employee performance. It has been observed that some
employees who have low self-esteem are not capable of taking independent decisions and prefer
participative decision-making because in such form of decision-making they are not held



responsible for any wrong decision. But employees who have high self-esteem and confidence in
their decision-making abilities prefer to take their own decisions.

Senior managers in a number of organizations have been developing new structural options with
fewer layers of hierarchy and more emphasis on opening the boundaries of the organization.

The Virtual Organization is typically a small, core organization that outsources its major business
functions. In structural terms, the virtual organization is highly centralized, with little or no
departmentalization.

The boundaryless organization seeks to eliminate the chain of command, have limitless spans of
control, and replace departments with empowered teams.

****************************************************



Organizational Culture

A strong organizational culture provides stability to an organization. Organizational culture
refers to a system of shared meaning held by members that distinguishes the organization from
other organizations.

Seven primary characteristics seem to capture the essence of an organization’s culture:

1. Innovation and risk taking. The degree to which employees are encouraged to be innovative
and take risks.

2. Attention to detail. The degree to which employees are expected to exhibit precision,
analysis, and attention to detail.

3. Outcome orientation. The degree to which management focuses on results or outcomes
rather than on the techniques and processes used to achieve them.

4. People orientation. The degree to which management decisions take into consideration the
effect of outcomes on people within the organization.

5. Team orientation. The degree to which work activities are organized around teams rather than
individuals.

6. Aggressiveness. The degree to which people are aggressive and competitive rather than
easygoing.

7. Stability. The degree to which organizational activities emphasize maintaining the status quo
in contrast to growth.

Most large organizations have a dominant culture and numerous subcultures. A dominant culture
expresses the core values a majority of members share and that give the organization its distinct
personality. Subcultures tend to develop in large organizations to reflect common problems or
experiences members face in the same department or location. The purchasing department can
have a subculture that includes the core values of the dominant culture plus additional values
unique to members of that department.

Culture’s Functions First, culture has a boundary-defining role: it creates distinctions between
one organization and others. Second, it conveys a sense of identity for organization members.
Third, culture facilitates commitment to something larger than individual self-interest. Fourth, it
enhances the stability of the social system. Culture is the social glue that helps hold the
organization together by providing standards for what employees should say and do. Finally, it is
a sense-making and control mechanism that guides and shapes employees’ attitudes and
behavior. Culture defines the rules of the game.

How Are Cultures Created? Where do cultures come from? Understanding this question is
important in understanding how they can be changed. An organization’s culture is shaped as the
organization faces external and internal challenges and learns how to deal with them. When the
organization’s way of doing business provides a successful adaptation to environmental
challenges and ensures success, those values are retained. These values and ways of doing
business are taught to new members as the way to do business. The factors that are most



important in the creation of an organization’s culture include founders’ values, preferences, and
industry demands.

How Are Cultures Maintained? As a company matures, its cultural values are refined and
strengthened. The early values of a company’s culture exert influence over its future values. It is
possible to think of organizational culture as an organism that protects itself from external forces.
Organizational culture determines what types of people are hired by an organization and what
types of people are left out. Moreover, once new employees are hired, the company assimilates
new employees and teaches them the way things are done in the organization. We call these
processes attraction-selection attrition and onboarding processes. We will also examine the role
of leaders and reward systems in shaping and maintaining an organization’s culture.

Culture is transmitted to employees in a number of forms, the most potent being stories, rituals,
material symbols, and language.

Why is an understanding of culture critical to a manager in a global environment? As you
have already seen, anyone from any country is likely to encounter someone from another country
at the workplace. Such interactions can result in misunderstanding or tensions if not properly
managed. Business magazines are full of examples of cross-cultural misunderstandings that have
doomed relationships and business. For another example, U.S. managers sent to Beijing, China,
get frustrated because they find that their hosts are more interested in socializing than concluding
a deal. Understanding Chinese culture would have prevented the latter misunderstanding because
the U.S. managers would understand that it is very important for Chinese companies to get to
know who they are working with before signing any deal.

***********************************************************



Organizational Change

“Organizational change” pertains to the altering of structures, strategies, procedures or cultures
of organizations (Quattrone and Hopper, 2001). The term encompasses both the process by
which this happens (i.e., “how”) and the content of what is being altered (i.e., “what”). By
definition, change implies a shift in the organization from one state to another. This shift may be
deliberate, with the aim of gaining or losing specific features of the organization to attain a
defined goal, or it may be less deliberate, perhaps occurring as a consequence of developments
outside the control of the organization. Moreover, during the change process, additional parts of
the organization may be unintentionally affected, particularly when change is experienced as
excessive (Stensaker et al., 2001). Such unintended repercussions of organizational change may
be both positive and negative (Jian, 2007), and may be more likely when a large number of
transactions are required to implement the change decision and many specialized
problem-solving capabilities are invoked (Casa and Lodge, 2015). Thus, organizational change
can be experienced both as an opportunity to gain and as a risk of losing and may involve
redesign of tasks and responsibilities that alter existing work content and –environment in
various foreseen and unforeseen ways.

Most leaders are responsible for some degree of change management. In addition, as indicated in
the introduction, organizational development (OD) is a specialized field that focuses on how to
design and manage change. An OD consultant is someone who has expertise in change
management processes. An internal consultant is someone who works as an employee of an
organization and focuses on how to create change from within that organization. An external
consultant is an OD specialist hired to provide outside expertise for a short period of time,
usually for a major change effort. Leaders are more effective in managing change if they
understand the common practices for managing change as well as the perspectives and practices
used by OD specialists. Change is the one of the most important and difficult problem with
which organizations is dealing. The ability to change rapidly, efficiently, and almost continually
is a major dilemma for organizations in today’s rapidly changing environment. Types of
Organizational Change The scale of change may be categorized as wide-ranging, frame-breaking
“transformational change” or small-scale and slow-shifting in “incremental change" models.



Here are some ideas and tactics that can help manage the resistance to change

• Education and communication. If there is fear of the unknown, organizations shouldn’t
compound that with a lack of information. Face-to-face meetings, newsletters, and updates can
often help reduce those fears. A disadvantage of this, though, is the ability to communicate to
manage change effectively to large numbers of people.

• Participation and involvement. People who participate in change are less likely to resist it.
Managers can involve employees in the change process, creating an ownership around it that
minimizes resistance. The disadvantage of this approach is that it’s somewhat time consuming
and managers do have to relinquish some control over change implementation.

• Facilitation and support. Facilitation and support requires active listening and counseling.
These methods can be highly effective when dealing with individual resistance, but are time
consuming and run a high risk of failure.

• Negotiation and agreement. This approach recognizes the role and power of others in the
success of the change effort. Trade-offs and incentives are offered in exchange for acceptance.
This is a relatively easy way to deal with resistance but can be expensive and lead to more
negotiation.

• Manipulation and cooperation. Changing employees focus and attention to other issues can
be a quick and easy way to minimize resistance to change, but it can lead to mistrust and
resentment on behalf of those manipulated.



• Explicit and implicit coercion. If there’s no time and no choice, managers can rely on force to
push past change. This method is quick and effective, but it doesn’t build commitment concerned

Models of Change Management: Lewin’s Three-Step Model.

Kurt Lewin, a researcher and psychologist we studied earlier when we talked about leadership
styles, proposed that successful change in an organization should be conducted in three steps:
unfreezing, movement, and refreezing. In the “unfreezing” process, the equilibrium state can be
unfrozen in one of three ways. The driving forces, which direct behavior away from the status
quo, can be increase. The restraining forces, which hinder movement from the existing
equilibrium, can be decreased. Or, managers can put a combination of the two to use. The second
part of the process, “movement,” is the actual implementation of change. New practices and
policies are implemented. In the third step, “refreezing,” the newly adopted behaviors and
processes are encouraged and supported to become a part of the employees’ routine activities.
Coaching, training and an appropriate awards system help to reinforce.

Lewin’s model of change has four characteristics:

• It emphasizes the importance of recognizing the need for change and being motivated to
implement it.

• It acknowledges that resistance to change is inevitable.

• It focuses on people as the source of change and learning.

• It highlights the need to support new behaviors.

What’s a Learning Organization? Just as individuals learn, so too do organizations. A learning
organization has developed the continuous capacity to adapt and change. “All organizations
learn, whether they consciously choose to or not—it is a fundamental requirement for their
sustained existence.” Some organizations just do it better than others. Most organizations engage
in single-loop learning. When they detect errors, their correction process relies on past routines
and present policies. In contrast, learning organizations use double-loop learning. They correct
errors by modifying objectives, policies, and standard routines. Double-loop learning challenges
deeply rooted assumptions and norms. It provides opportunities for radically different solutions
to problems and dramatic jumps in improvement.

********************************************************************


