Clegg + Kornberger -« Pitsis

MANAGING &
ORGANIZATIONS

An Introduction to Theory and Practice
FOURTH EDITION

®SAGE edge” [§




Clegg + Kornberger - Pitsis

MANAGING &
ORGANIZATIONS

An Introduction to Theory and Practice
FOURTH EDITION

il ©sace edge” [§




MANAGING &
ORGANIZATIONS




LEARN HOW YOU LIKE.

bging and orgaizoc Q‘T '
i e Y | 4

Managing and Organizations

Everyone learns differently. That’s why your textbook comes with SAGE edge,
giving you access to action plans, quizzes, flashcards and videos to support you,
however and wherever you like to learn.

Studying on the go? Download your free interactive eBook so you can read,
highlight, take notes, and access SAGE edge resources.

Learn more at https://edge.sagepub.com/managingandorganizations4e

®SAGE edge



Stewart R Clegg + Martin Kornberger + Tyrone S Pitsis

MANAGING &
ORGANIZATIONS

An Introduction to Theory and Practice

FOURTH EDITION

®SAGE

Los Angeles | London | New Delhi
Singapore | Washington DC



©)SAGE

Los Angeles | London | New Delhi
Singapore | Washington DC

SAGE Publications Ltd
1 Oliver’s Yard

55 City Road

London EC1Y 1SP

SAGE Publications Inc.
2455 Teller Road
Thousand Oaks, California 91320

SAGE Publications India Pvt Ltd

B 1/1 1 Mohan Cooperative Industrial Area
Mathura Road

New Delhi 110 044

SAGE Publications Asia-Pacific Pte Ltd
3 Church Street

#10-04 Samsung Hub

Singapore 049483

Editor: Kirsty Smy

Development editor: Sarah Turpie

Editorial assistant: Molly Farrell

Production editor: Sarah Cooke

Copyeditor: Gemma Marren

Proofreader: Sharon Cawood

Indexer: Silvia Benvenuto

Marketing manager: Alison Borg

Cover design: Francis Kenney

Typeset by: C&M Digitals (P) Ltd, Chennai, India
Printed and bound in Great Britain by Ashford
Colour Press Ltd

hl
MIX

i FSC* 011748

© Stewart R. Clegg, Martin Kornberger and Tyrone S. Pitsis 2016

First edition published 2004
Second edition published 2008
Third edition published 2011

This fourth edition published 2016

Apart from any fair dealing for the purposes of research or
private study, or criticism or review, as permitted under the
Copyright, Designs and Patents Act, 1988, this publication
may be reproduced, stored or transmitted in any form, or by
any means, only with the prior permission in writing of the
publishers, or in the case of reprographic reproduction, in
accordance with the terms of licences issued by the Copyright
Licensing Agency. Enquiries concerning reproduction outside
those terms should be sent to the publishers.

All material on the accompanying website can be printed

off and photocopied by the purchaser/user of the book. The
web material itself may not be reproduced in its entirety for
use by others without prior written permission from SAGE.
The web material may not be distributed or sold separately
from the book without the prior written permission of SAGE.
Should anyone wish to use the materials from the website for
conference purposes, they would require separate permission
from us. All material is © Stewart R. Clegg, Martin Kornberger
and Tyrone S. Pitsis 2016.

This book may contain links to both internal and external
websites. All links included were active at the time the book was
published. SAGE does not operate these external websites and
does not necessarily endorse the views expressed within them.
SAGE cannot take responsibility for the changing content or
nature of linked sites, as these sites are outside of our control
and subject to change without our knowledge. If you do find

an inactive link to an external website, please try to locate that
website by using a search engine. SAGE will endeavour to
update inactive or broken links when possible.

Library of Congress Control Number: 2015941418
British Library Cataloguing in Publication data

A catalogue record for this book is available from
the British Library

ISBN 978-1-4462-9836-7
ISBN 978-1-4462-9837-4 (pbk)
ISBN 978-1-4739-3844-1 (pbk & interactive ebk) (IEB)

At SAGE we take sustainability seriously. Most of our products are printed in the UK using FSC papers and boards.
When we print overseas we ensure sustainable papers are used as measured by the Egmont grading system.

We undertake an annual audit to monitor our sustainability.



Brief Contents

List of Figures Xi
List of Tables Xi
About the Authors xiii
Acknowledgements XV
How Managing & Organizations will Help Support Your Learning xvii
Praise for the Third Edition XXii

Introduction

Part One MANAGING PEOPLE IN ORGANIZATIONS

1

2
3
4
5
[

Managing and Organizations in Changing Contexts
Managing Sensemaking

Managing Individuals

Managing Teams and Groups

Managing Leading, Coaching, and Motivating
Managing Human Resources

Part Two MANAGING ORGANIZATIONAL PRACTICES

7
8
9

Managing Cultures

Managing Conflict

Managing Power, Politics, and Decision-making in Organizations
10 Managing Communications

11 Managing Knowledge and Learning

12 Managing Innovation and Change

13 Managing Social Responsibility Ethically

121
161

203
237
259
301
333
361
395

Part Three MANAGING ORGANIZATIONAL STRUCTURES AND PROCESSES 435

14 Managing Bureaucracy 437
15 Managing Beyond Bureaucracy 481
16 Managing Organizational Design 517
17 Managing Globalization 557
Glossary 605
Bibliography 617
Index 677






Contents

LIST OF FIGURES. ... Xi
LIST OF TABLES ... Xi
ABOUT THE AUTHORS ... Xiii
ACKNOWLEDGEMENTS .. XV

HOW MANAGING & ORGANIZATIONS
WILL HELP SUPPORT YOUR

LEARNING ..o XX
PRAISE FOR THE THIRD

EDITION o X Xii
INTRODUCTION....oooo 1
The Ade@ ....cvvieiiiiiiiiiiiiieceeecreee e 1
The gUide.....cceeiiviiiiiiiiiiiiiee e 1
How to use the booK........ccccevvvviniiiiiieiiiiiiiiiceeeneeeae 2

1

MANAGING AND ORGANIZATIONS

IN CHANGING CONTEXTS
Opening. Thinking, Contextualizing

2

MANAGING SENSEMAKING

Managing, Organizations, Sensemaking

INtroduction .........coovviviiiiiiiiniiinie 17
ManNAINgG ...cooovviiiiiiiiiinii 21
OrganizZations ............euveerimeiiniiins 22
Sensemaking.......ccceeevveiiiniiiiiiiiiiiiiie e 33
Common metaphors framing rationality .................. 42
Why are managerialist assumptions of

rationality influential? ............cccoceeviiiiiennniinicnnnen. 45
SUIMMATLY ..ceiviiriieeirenieenieenreesree e eeeereesire e esieessesreeneeas 46
EXEICISES .oovvviiiiiiiiniiiiiiiieiiceciecc e 47
Additional resoUrces........cocvvvuvviiiiiniiiiiiinininiie e, 50

MANAGING INDIVIDUALS
Seeing. Being, Feeling

INtroduction .........coovviviiiiiiiiniiinie 51
Psychology at WOrk .......c.cccceevviiiiiniieiiiniecinnieeinee 52
Perception at WOrk ........c.ccccevvviiiiiiiiiiiiiniicinieecinee 55
Values: managing me, myself, and I.......c..ccccceeueneen. 66
Personality ........ccccovviiiiiniiieiiiiiceie e 71
Positive psychology: emotions and happiness.............. 77
SUMMATY ..eviiiieeiiteireeiiceniee et eree e esereesineeas 84
EXErCiS€eS ...coovvrniiriiiiiiiiiiiiiei 85
Additional resoUrces........cocvvvuvviiiiiniiiiiiinininiie e, 89

MANAGING TEAMS AND GROUPS

Cohabitation. Collaboration. Consternation

INtroduCtion ......c.eviiiiiiiiiiniiiin e 7
Changing paradigms ..........cceeveririiiieinnnereeniieeeeenee. 8
Using Managing and

OFGANIZALIONS ...t svee e 14
SUMMATY .oovvviiiiiiiiiiiiiriiiiiirirri e 15
EXEICISES ..cvvvvviiiiiiiiiiiiiiiiiiiiiriii s 15
Additional rESOULCES......ccvevreeriierieeierierieereesreneeenees 16

INtroducCtion.........cevviiiiiiniiieniiiicecree e 91
Team and group dynamics.......cccoceeerreeeerriuneennnneee. 93
Group properties and ProCesses.........c.coceeevruveeernunee 97
Developing teams..........cecvueereeeriernireennieennieensreenanes 104
Team conflict and the darker side of

TEAMS .uuvvniiiiiiiiiie i 110



viii CONTENTS

SUMMATY .eevtiiieiieieeieeie e sreseesree e sreesaeeeesaeesae 116
EXEICISES ..uvvveeierreeeeireeecetereeeeaeeeeesreeeesnneesensreseenns 116
Additional reSoUrces...........c.uvvvevevrerveeeeereerreeeennnnennn 119

MANAGING LEADING, COACHING,
AND MOTIVATING

Transformation. Instruction. Inspiration

INtroduction ........cccovvuiviiiiiiiiiiiinii e
What is leadership?.........ccocceveviiiennnnes
New perspectives on leadership........cccccccceeennnneenn.
Is leadership culturally variable? The GLOBE
Project....cccoivviiiiiiiiiiiiiii i
SUMMATY ..ottt
EXercises ........coovvvvviiiiiiiinninnns

Additional Resources

MANAGING HUMAN RESOURCES

Diversity. Selection. Retention

INErOAUCHION .ttt 161
HR OFiZiNS.c.vveiiiieeiieieiiinreeee st 163
HRM in practice: the core functions .........c.cce.e.... 166
HRM in context

Institutional shaping of HRM ..........c.cccoovieiinnnnennn.
The industrial relations climate.............cc.cccceeeneeen.

SUMMATY ..oiiiiiiiiiiiiniiiiiii e
Exercises

Part Two

MANAGING
ORGANIZATIONAL
PRACTICES

7/

MANAGING CULTURES

Values. Practice. Being

INtroduction ........cccovvuiviiiiiiiiiiiinii e 203
The concepts of culture .........ccccveeeeveiiirieeecnnnen. 204
Stories of strong cultures ..........cccccveeevvuieeeierneennnnne 210

Different perspectives on culture..........c.cccoeuueeeen. 220

Measuring national cultures .........cc.ccccceevvvieinnneeen. 227
SUMMATY .ottt 231
EXEICISES wuvvvvrinninntiiiiiicc 231
Additional reSOUrCES........covvvieririercieeriienircriee e 234

MANAGING CONFLICT

Conflict. Clashes. Conciliations

INtroduction .........coeuvviviiiiiiiniiii 237
Conflict in and among organizations ..................... 238
From dysfunctional to constructive conflict........... 239
Normative approaches to conflict......c....cccoueerueennne 244
Five styles of personal conflict management ........... 246
Silencing conflict ........cccoovviiiiiiiiiiniiiciniiceiieeee
Shifting views of conflict?...

SUMMArY ...ooovvviiiinniiiniiinnnnens

EXEICISES ..ooovvviiiiiiiiiiiiiiitiici
Additional resources...........cccovviiviniiiiiiiiiiiiienn,

MANAGING POWER, POLITICS,
AND DECISION-MAKING
IN ORGANIZATIONS

Resistance. Empowerment. Decisions

Introduction............
Sources of power....
POLItICS ...oovnviiiiiiiiiiiiii e
Domination, authority, empowerment,

€MANCIPALION ..eeouveeiiiiiiiieeiierite et see e e enane 274
Hegemony and total institutions ..............ccceeueerenne 279
Experiments with authority ........c..cccccevviieiininennnnn. 283
Power, politics, and decision-making..................... 286
The ethics of decision-making rationality.............. 292
Managing with positive power

Summary
Exercises
Additional resources

10

MANAGING COMMUNICATIONS
Meaning, Sensemaking, Polyphony

INtrOAUCHION .. uvviiiiiiecececeeeeee e e e ee e e e e e e e e e e eeees 301
Theories of communication ..........cccceevvvvvevvveenennnnnn. 304
Communication at Work........cceevveeeeieeeieereenniennnnnnnn, 325



SUMMATY vttt 329
EXEICISES ..evvuviiiniiiriieriinieeeiieerineneetnereneneseeneseeenensens 329
Additional reSoUrces........c.cccvvvvvvvrerereveeeeeeeeeeereenneenn. 331

1

MANAGING KNOWLEDGE
AND LEARNING

Communities. Collaboration.

Boundaries

INtroduction .........ccoovviiviiiiiiiniiiii e 333
Knowledge management...........cccocueeeeriuieennnneennanne 334
Driving forces behind knowledge and

J€ArNING .c.veirvieriiiiieierteeie et 346
Organizational learning as paradox?..............c...... 352
SUMMATY .oovviiiniiiiiiiiiiiiiii s 357
EXEICiS€S ...ooouvrrriiiiiiiiiiiniii 357
Additional resources............cccovvviiniiiniiiininiiinnns 359

12

MANAGING INNOVATION
AND CHANGE

Creativity. Imagination. Foolishness

INErOAUCHON ....cvvnriniiiiniiriiciieceree e 361
Central approaches and main theories................... 362
Managing change and innovation ............ccccceee.. 380
SUMMATY vttt 391
EXEICiS€S ...ooouvrrriiiiiiiiiiiniii 391
Additional 1eSOUrces.........ccccvvvuvviiiiiriiiniiiniiininnens 394

13

MANAGING SOCIAL

RESPONSIBILITY ETHICALLY
Stakeholders. Responsibility. Sustainability

INtroduction .........ccoovviiviiiiiiiniiiii e 395
Stakeholder management..........cc.cccceeevviicininneennanne 397
COrporate greening .......ccccevvevemnrininnininiininininennnens 399
Critical management...........coccueeveeeniirennernnernneenene 404
DOING CSR..ovviieieiiiiieiieieere et eree st sieesieeresresineene 406
Approaches to business ethics.........c.cccceevuveeeenneen. 419
SUMMATY ..viiniieeiierite et eree e eseresenae s eenes 430
EXEICISES .oovvviiiiiiiiiiiiiii i 431
Additional 1eSOUrces.........ccccvvvuvviiiiiriiiniiiniiininnens 433

CONTENTS

Part Three
MANAGING

ORGANIZATIONAL
STRUCTURES AND
PROCESSES

14

MANAGING BUREAUCRACY
Thinkers, Principles. Models

INtrodUCtion ......covvviiiiiiiiiiiiniecie e 437
OFIGINS 1eenviiiiieeieeiiee ettt et e eree s e 438
Management theory: foundations.............cccceceee. 439
Exporting modern management ideas................... 465
Contemporary management models...............c....... 467
Resisting management: labour process theory ......... 470
SUMMATY .eetiiiieeieerieenieeeiee e eree et esereseree s e eenes 475
EXEICISES .eoviiuveniiniiiirieiierietererenec et 476
Additional 1eSOUrces.........ccccvvvuvviiiiiriiiniiiniiininnens 479

15

MANAGING BEYOND

BUREAUCRACY
Dysfunctions, Institutions.
Isomorphism
INtroOdUCHION ......cvvviiiiieeeieceirrreeeeeeeeeirreee e e e e eeenrnens 481
Rethinking bureaucracies .........cc.cccccevviiiiniineennnne 482
SUMMATY .eoiviiiiiiiriiiiiiiiiii s 510
EXEICISES ..evvuviiininiiriieriiiiieeiieerinereeeniereneneserneeeenaneees 510
Additional reSoUrces........c.cccvvvvvvvrerereveeeeeeeeeeereenneenn. 515
MANAGING

ORGANIZATIONAL DESIGN

Design. Environment, Fit

INtroduction .........ccoovviiiiiiiiiiniiiiiin e 517
Contingency theory.....c.ococcvvviiiiiiiieiiniiiiceniiiee e 518
New organizational forms..........ccccocveeirineiiinnnnennn. 534
SUMMATY .eoiviiiiiiiriiiiiiiiiii s 551
EXEICIS€S ...coouvvrriiiiiiiiiiinii 551

Additional reSOUICES........cceevvrvrirreeeeereriirrrrreeeeeeennns 554



x CONTENTS

17

MANAGING GLOBALIZATION

Flows. Finance, People

INtroduction ........cccovvuiviiiiiiiiiiiinii e 557
Defining globalization.........cccccccecevvevieiiniiecinnnnennn. 558
Characteristics of globalization .........cc.ccceevevieennne 564
Competitive advantage..........cccceevevveeininnieninneenenns 574
Who and what are the globalizers? ....................... 576
Global managers and global jobs..............cccc...c.... 583
Global rights ......cccovvviiiiniiiiiiiie e 587
Global sustainability..........c.cccoevviiiniiieiininicinninenn. 588

Global winners and losers ...........cccceeevveviieiiiennnnns 588

Resisting globalization ........c...cccccoeviiiinniicinniienennn, 590
The dark side of globalization............cccceccueeenuneenn. 591
SUMMATY c..veiiiieeiieeiee ittt eree e e 594
EXEICISES ...vveiiierrieeiiiiiteeiecniee ettt 594
Additional reSOULCES......cceevvereeirieeiriririnieeeeneenieens 602
GLOSSARY .o 605
BIBLIOGRAPHY ..o 617
INDEX .o 677



List of Figures

3.1

3.2
4.1

5.1
5.2
5.3
6.1

7.1
8.1

9.1

A basic information processing

model of perception

Four qualities of life

Solomon Asch’s experiment
demonstrating conformity

The managerial grid

Situational leadership model

Maslow’s hierarchy of needs

Stuffing the head full of different
knowledge

The levels of culture, according to Schein
Managing organizational conflict:

a practical approach

An organization conceived as made up
of subunits

List of Tables

3.1
3.2

3.3
4.1
4.2
4.3
4.4
5.1

5.2

5.3
5.4

5.5
5.6
5.7
6.1

6.2

A summary of Daniel Kahneman’s (2011)
System 1 and System 2 thinking
Schwartz’s values by type and their
associated meanings

The Big Five personality factors

Types of teams in organizations

Stages of group development

Examples of team roles

The seven deadly INs of toxic emotions
Path—-goal leadership styles and
descriptions

The transactional, charismatic, and
transformational approaches to leadership
The full-range leadership model
Premodern, modern, and postmodern
leadership

Core competencies of coaches and mentors
Theory X and Theory Y motivation
Examples of intrinsic and extrinsic
motivation

Hard and soft HRM practices and
philosophies

Common performance appraisals,

their use and their limitations

56
81

100
127
131
146

181
210

245

265

62

68
72
96
106
109
113

129

134
134

140
142
144
147
164

174

9.2
10.1
10.2
11.1

12.1
13.1
15.1
15.2
15.3

16.1

16.2
17.1

6.3
6.4
6.5
6.6
6.7

8.1
8.2
9.1
9.2
9.3
9.4
15.1
15.2

16.1
16.2

16.3

A zero-sum conception of power
Levels of communication

Vicious circles at work

Nonaka’s tacit and explicit knowledge
dimensions

The capstan steering change model
Perspectives on sustainability
Merton’s model of bureaucracy
Gouldner’s model of bureaucracy
Selznick’s model of bureaucratic
organization

The multi-divisional form (MDF)
structure

The shamrock organization

Global flows, systems, and effects

Managing the different generations
from an HRM perspective

The key diversity categories: their
descriptors and HR implications
Gender pay gap difference in percentage
by industry, November 2013-2014
Government organizations that deal
with IR

Types of negotiated contract; their
strengths and weaknesses

Types of conflict

Typology of organizational conflict
Political games in organizations
Barker’s self-managing teams

Different types of total institution

The Bradford studies of decision-making
Etzioni and Goffman integrated

Mao and Peters’ conceptions of Cultural
Revolution compared

Burns and Stalker’s structures

Concepts of new organizational form
structure

Advantages and disadvantages of matrix
organizations

266
309
311

338
378
396
486
488

489
540

544
565

180
185
187
191

194
239
241
270
277
281
290
485

491
519

536

543






About the Authors

Stewart R. Clegg Stewart is Professor of Management and Research Director
of the Centre for Organization and Management Studies at the University of
Technology Sydney Business School. For over forty years he has been extremely
active in teaching and researching organizations and management from a socio-
logical perspective, in both Europe and Australia.

His major research interests have always centred on power relations in
organizations and in theory. He is the author of many books, including Strategy:
Theory and Practice (2011), a further collaboration with Martin Kornberger,
among others, as well as being the editor of a great many volumes, including
the award-winning Handbook of Organization Studies (2006). He has published
many articles in leading journals such as the Academy of Management Review,
Organization Science, Organization Studies, Administrative Sciences Quarterly,
Journal of Political Power, Human Relations, Organization and the Journal of
Management Studies.

Stewart seeks to be the embodiment of the potential of the sociological imag-
ination to illuminate social reality. To this end he has tried, with his co-authors,
to make understanding management and organizations relevant, accessible, and
stripped of pretension.

Martin Kornberger Martin received his PhD in Philosophy from the University
of Vienna in 2002. After a decade in Sydney he currently lives in Vienna and works
at Copenhagen Business School. He is also a visiting professor at the University
of Edinburgh Business School and the WU Vienna University of Economics and
Business. With an eclectic bookshelf behind him, his eyes are firmly focused on
organizations: How do we manage them? How do we strategize their futures? How
do organizational cultures shape insiders? How do brands engage with outsiders?
What makes some organizations more innovative than others? And what ways are
there to make organizations behave more ethically?

Martin has written several other books including The Brand Society (2010),
which explores how brands transform practices of production and consumption,
and Strategy: Theory and Practice (2011) with Stewart Clegg, Chris Carter, and
Jochen Schweitzer.

His research has been published in leading journals including Accounting,
Organizations and Society, Public Administration, Strategic Organization, British
Journal of Management, Organization Studies, Organization, Human Relations,
Management Learning, Sociological Review, AAA], Journal of Business Etbics,
Scandinavian Journal of Management, Industrial Relations Journal, European
Management Review, Gender Work and Organization, Journal of Management
Inquiry, and others.

In a previous life, together with two friends, Martin started his own business,
a brand consultancy called PLAY (http://playcomms.com) which was sold to a
global advertising network in 2012.



xiv

ABOUT THE AUTHORS

Tyrone S. Pitsis Tyrone received his PhD (Management) from University of
Technology, Sydney, and a BSocSc Psychology (Hons) from the University of
New South Wales. He is currently Professor of Strategy and Organization Theory
at the University of Leeds Business School, UK where he teaches Strategy and
Design. He is also an Honorary Professor of Management at the University of
Technology, Sydney and Visiting Professor of Strategic Change at the Department
of Engineering and IT at the University of Sydney. He has also held visiting
appointments at EDHEC in France.

His major area of research is in the phenomenology of inter-organizational
collaboration, strategic foresight, and process innovation. He is an editor of
The Handbook of Organizational and Managerial Innovation (2014), as well
as author of several research book chapters, encyclopedic entries, and publica-
tions in journals such as Organizational Science, Organization Studies, Journal
of Management Inquiry and Journal of Business Ethics, among others. He is a
founding editor in chief of the Journal of Strategic Contracting and Negotiation —
a collaboration between Sage and the International Association for Contract and
Commercial Management. He has been a recipient of research awards, including
from the British Academy of Management, and the Emerald Science Citation of
Excellence Award with Stewart Clegg and Kjersti Bjgrkeng. In 2011 he was elected
Chair: Practice Theme Committee of the Academy of Management, and he is
currently the PTC AOM Director of Impact and Engagement.

Tyrone is consistently ranked in the top 1 per cent of teachers. He also works
with several major organizations to help them align their people and strategy for
innovation. He was inducted as a Fellow of the Royal Society of the Arts (FRSA)
in 2013. He lives in Newcastle upon Tyne and travels extensively in Europe,
Australia and North America. Tyrone originally began his working life as a chef,
starting off as a kitchen hand and working his way up to an Executive Chef in
award-winning restaurants and hotels. He now cooks as little as possible. Aside
from his family, Tyrone could not imagine life without music.



Acknowledgements

All book authors need good friends, patient colleagues, and great loves.
Starting with the last first, many people have helped us in many ways over
the various editions of the book; we would like especially to acknowledge our
families, our colleagues, and the team at SAGE - Sarah Turpie and Kirsty Smy
especially. We would also like to acknowledge the various universities that
have supported our endeavours: the University of Technology, Sydney, where
it all began; Universidade Nova School of Economics and Business, Lisbon;
Newcastle University Business School, EM-Lyon; Copenhagen Business School;
University of Edinburgh Business School; WU Vienna University of Economics
and Business; University of Leeds; and University of Sydney.

Stewart, Martin, and Tyrone

Publisher's Acknowledgements

The publishers would like to extend their warmest thanks to the following indi-
viduals for their invaluable feedback on the Third Edition and comments on draft
material for the Fourth Edition.

Christopher Sykes, University of Wollongong

Deborah Knowles, University of Westminster

Elina Meliou, University of Winchester

Faiza Ali, Liverpool John Moores University

Jose Bento da Silva, University of Warwick

Leah Tomkins, Middlesex University London

Teresa Oultram, Keele University






HOW
WILL HELP SUPPORT YOUR LEARNING

offers
a range of learning resources in the text and online designed to help you
understand key management concepts
these in practice to help you go further

ha greatest discovery of my generation is that

ter their lives by altering their attitudes g

of my generation is

ding,
from a

h drawing
but a few.

B field. The
s and




What would you do? features help

you to develop your understanding of
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of what they would do via accompanying videos.

Go further links to videos and online articles

are scattered throughout the chapters, directly

linking you to an array of websites, videos, news AR GISLATONS
articles and journal articles to help broaden your

understanding of each topic.
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HOW TO USE THE INTERACTIVE EBOOK

Interactive i
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.sagepub.co oo _ae
via SAGE edge. P m/managingandorganizations4e to access these resources

What would you do? videos of Stewart and Tyrone debating what they
would do in the scenarios outlined in the text and providing useful pointers

for your own decision making

Links to journal articles provide useful readings to help you delve deeper

and support your assignments

Links to key organizations’ websites and online articles help you to go
further and expand your understanding

Watch online videos to get a better understanding of key concepts and

provoke in-class discussion

Interactive quizzes at the end of every chapter help you to test your

knowledge and prepare for your exams




LECTURER SUPPORT

provides insights into how to use the book in your own
teaching, as well as how you might use the exercises and case studies found
in the book;

for each chapter that you can use in class. These can be
adapted and edited to suit your own teaching styles and needs;

offers a wide range of multiple choice, short- and long-answer
assessment questions, complete with model answers;

improves the quality of the learning experience
for students.
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practical problems. It is written in language that is clear and accessible. It contains
innovative exercises to help the readers expand their knowledge beyond simply
reading this book.’

Chris Argyris, James B. Conant Professor Emeritus, Harvard University and Monitor Group

‘This is truly the most exbaustive textbook on organization and management
that ever existed. It conveys complex messages avoiding complicated style; it
moves gracefully between the summaries of theories and examples from prac-
tice, between models to imitate and errors to be avoided, between micro and
macro lenses applied to organizational phenomena. While obviously meant as a
travel guide — a thorough and detailed manual for the beginners, it offers many
unexpected insights and pearls of wisdom even for the most seasoned travelers
interested in knowledge of and about management.’

Barbara Czarniawska, M.A., E.D., Professor of Management Studies, Goteborg University

‘Managing and Organizations succeeds at being practical and honest in its
treatment of working in and with organizations. It challenges students to build
their competencies and insights step by step while deepening their awareness of
opportunities for genuine achievement while working through workplace conflicts
and politics.’

Denise M. Rousseau, H. J. Heinz II Professor of Organizational Behavior and Public Policy,
Director, Project on Evidence-based Organizational Practices, Carnegie Mellon University

‘A textbook on managing thinking and practice that takes the reader into “real life”,
within and outside organizations. It is conceived as a travel guide that allows to
connect and make connections between what is already known and what may be
discovered and enjoyed during the voyage. It is friendly and challenging, simple
and complex at the same time. And, most important, it is faithful: it delivers what
is promised in the first lines of its introduction.’

Silvia Gherardi, University of Trento, Italy

‘Here it is, the second edition of one of the best and most intriguing introductions
to the complex processes of managing in organizations to be written in the past
decade ... It offers a perfect mix of practical information and well-thought-out
and challenging theoretical insights, which will help the reader to reflect critically
on the complex processes of managing and organizing.’

Hans Doorewaard, University of Nijmegen, The Netherlands

‘The book is up-to-date yet historically grounded. It is easy to read yet richly
textured. It maps the territory of organizational studies in clear and useful ways.



PRAISE FOR THE THIRD EDITION

Its lively format, excellent examples, and topical coverage make it a unique and
highly relevant text for becoming a thoughtful practitioner of organizations.

Jane Dutton, Robert L. Kahn, Distinguished University Professor of Business Administration
and Psychology, University of Michigan

‘The book is a true pleasure to read! It is an excellent “travel guide to the world of
management”, not only because of its wealth of detailed information and insight,
but also because it makes you want to travel! Don’t leave home without it! And
if you don’t go, read it at home!’

Kristian Kreiner, Professor, Copenhagen Business School, Department of Organization, and
Director, Center for Management Studies of the Building Process, Realdania Research

‘Managing and Organizations is a real adventure ... it is a novel, innovative and
unconventional textbook, which will not only inform but will also entertain ...
a real must in understanding the process of management and organizational
behavior.

Professor Sir Cary L. Cooper, CBE, Professor of Organizational Psychology and Health at
Lancaster University Management School, and Editor in Chief of the Blackwell Encyclopedia
of Management

‘Critical and practical, scholarly and aesthetically enjoyable ... Students on Master
courses and reflective practitioners will find insight, inspiration and encouragement
to think differently about what has been seen as a pretty dry area. What more
could be expected of a learning and teaching resource?

Richard Weiskopf, Department of Organization and Learning, School of Management,
Innsbruck University

‘Most textbooks discuss in vitro organizations: bloodless, lifeless, distorted and
inanimate, hence ready for study and dissection. This volume is different. Written
as a “realist’s guide to management”, it pictures organizations as they are in the
“real world”: alive, paradoxical, emotional, insecure, self-confident, responsible,
irresponsible. This book, in other words, contains life, the life of organizations.
To read this book is to live that life.

Miguel Pina e Cunha, Universidade Nova de Lisboa

‘In an age where there is saturation of textbooks on Managing and Organizing,
particularly due to their limited impact on management practice, this book pro-
vides a truly refreshing perspective.’

Elena Antonacopoulou, Professor of Organizational Behaviour, University of Liverpool
Management School

‘This book is both scholarly and fun. It may even give textbooks a good name! I
thoroughly recommend it to all students and lecturers who want something more
enjoyable, insightful and enduringly satisfying than McManagement takeaways or
force-fed ivory tower correctness.’

Richard J. Badham, Professor of Management, Macquarie Graduate School of Management







Introduction

Welcome to the new world of management and organization theory! We will take
you on a trip through some main roads, back streets, secret places, and exciting
viewpoints, to explore management thinking and practice. But let us begin at the
beginning ...

THE IDEA

The three of us all worked in the School of Management at the University of
Technology, Sydney, where this book was conceived. Stewart is a Visiting Professor
at Universidade Nova, Lisbon, in Portugal, in the Newcastle University Business
School, UK, and at EM-Lyon in France. Martin is a professor at Copenhagen
Business School and has visiting appointments at the Vienna University of
Economics and Business and the Edinburgh University Business School. Tyrone
is Professor of Management at the University of Leeds and Honorary Professor in
the Business School at the University of Technology, Sydney and visiting Professor
in the Department of Engineering and IT at the University of Sydney. In each of
these places the ideas that form this book have been rehearsed and practised. We
would like to thank all the students and colleagues at University of Technology,
Sydney (UTS) and elsewhere for their insights and inspiration. Drawing on this
global experience we believe we have written a book that can travel as readily as
we do. We have written a textbook that introduces management as we conceive
of it. It is a realist’s guide to management, and this is what makes it so different
from many other books. It is not a work of desiccated science fiction, creating
an ‘as if’ world where technical dreams come true and the reality of life lived in
organizations rarely intrudes. We tell it like it is, but we also suggest how to do it
better; thus we offer a book that proposes a new approach to management and
treats it in an open and refreshing way.

The book provides not only an account of theories, but also an introduction
to their practice — one that we hope you will find enjoyable. To make it more
so, we have used examples from everyday life and culture, such as football and
skating, as well as discussions of management and organization theories. The
book provides a resource for making connections, a book that will connect with
you and will connect you to lots of other interesting ideas and people. It is meant
to be serious but also fun. It is undoubtedly scholarly, but it is also accessible. It
is a book to use. In short, we think that you will find this book challenging but
also engaging.

THE GUIDE

The idea that structures the book is quite simple. Think of a travel guide. It pro-
vides you with all the necessary information you need to know to enjoy your trip.
Of course, sometimes it is tricky to read, with lots of details and comparisons,
maps, and tables. But it also gives you a flavour of the country you will visit, its
lifestyle, culture, and attractions. To package this into a formula, what a guidebook
does is provide you with necessary information, but it also fascinates, inspires, and
motivates you to explore more and to see things from different perspectives. So
we decided that we wanted to write a travel guide to the world of management,
containing reliable maps of the terrain, highlighting some critical viewpoints, and
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outlining ways forward, as well as exploring some of the nooks and crannies and
byways while observing the main thoroughfares. We wanted to provide you with a
resource book that helps you to navigate through this world and encourages you
to explore not only new, exciting, and brilliant aspects, but also some dark sides
as well. And it is a guide with great interconnectivity: being able to produce the
book as both a conventional printed text and as an interactive eBook has given
us far more opportunity to make the book an aid to extended learning.

HOW TO USE THE BOOK

We have divided the book into three parts, which we have envisaged rather as
a photographer focusing a camera. First, we begin with the close-up focus, with
issues related to managing the individual in the organization, matters that are close
at hand to the individual, such as teams, groups, leading, coaching, mentoring,
human resource management, and cultures at work. Then, in the second part of the
book we open up the perspective a little wider, to take in more of the scene that
surrounds individuals at work, by looking at the organizational practices that they
are necessarily involved in when being organized. Here, the themes are broader,
involving managing power and politics, conflict, communications, knowledge and
learning, and highly contemporary and salient issues of corporate social respon-
sibility, sustainability and ethics, as well as the constant issue of innovation and
change. The third part of the book opens up the full landscape view. We look at
how the historical landscape underlying present practices was formed, beginning
with the long-standing search for the elixir of the one best way to manage, a search
that never will and never can arrive at its destination. We pause for a while to
focus on some of the most pervasive features in this landscape - the persistence
of bureaucracy, despite its many critiques, and the widespread rationalization of
this landscape by the simple systems of McDonaldization. Organizational design
does not stop with bureaucracy and McDonaldization, of course, so we also
consider some of the new organizational forms that have emerged subsequent
to the development of these designs, right up to contemporary concerns with
virtual organization. Increasingly, tomorrow’s managers will have to manage in
a global context, considering the impact of globalization and the issues that it
raises, and will raise, for any successful contemporary manager. Increasingly, in
the contemporary world, organizations cannot be treated as if they stand apart
from the momentous forces shaping our everyday life as employees, consumers,
and citizens, which have major implications for employment relations, the world
of work, and its management.
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MANAGING AND ORGANIZATIONS
IN CHANGING CONTEXTS

OPENING. THINKING, CONTEXTUALIZING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

e Appreciate the current contexts in which managing and organization occur
o |dentify the impact that changes in the contemporary world are having on managing

e Provide a rough guide to the themes of the book

INTRODUCTION

We all learn to make sense of the situations we are in. However, just like a fast-flowing
river, these situations are often changing in imperceptible ways. Before too long
we find that the ways we have been using to make sense leave us out of our depth!
Managers find that what they took for granted no longer helps them survive as
well as it did in the past. Well-established techniques of the past, such as manage-
ment by rules and instructions, by oversight and surveillance, by command and
control, on the part of hierarchical managers, are changing. When everyone can
be connected to anyone everywhere, when the value basis of employees is shift-
ing radically, and when the organization laces itself over the globe and employs
many of the diverse peoples that the globe has to offer, the old certainties are
harder to hold. Today, more indirect techniques, such as managing in and through
vision, mission, culture, and values, leading to a lot less imperative instruction
and command and a great deal more dialogue and discussion, are fashionable: the
switch is from ‘hard power’ in the form of imperative commands to ‘soft power’
in the form of getting people to do what we want them to do through indirect
methods, such as induction into an organizational culture, training and strategy
workshops, or leadership courses.

We often refer to different paradigms when discussing systematic approaches
to some practice. The term derives from its use in the history of science, where
different paradigms or models for analysis have been identified at different periods
(Kuhn, 1962). The term can have broader application, however, having spread
to fields such as management (Clarke and Clegg, 1998). Academic paradigms
are ways of theorizing about an activity such as physics; in business the idea of
there being different paradigms applies to the spheres of business practice, such
as management. For something to be a paradigm it must be accepted as an ideal

Paradigm

A coherent set of
assumptions, concepts,
values, and practices that
constitute a way of viewing
reality for the community
that shares them, especially
in an intellectual discipline,
in which the views are
widely shared as a result

of training and induction
into the methods of the
discipline. In more mature
disciplines, there is usually
a single dominant or normal
paradigm, whereas less
developed disciplines

are characterized by a
plurality of paradigms
because there is a lack of
shared agreement on what
the discipline entails.



Outsourcing

occurs when an
organization decides to
contract a service provider
who specializesin a
particular area of service
provision to do more
economically and efficiently
something that it previously
did itself, such as catering,

cleaning, maintenance, or IT.

MANAGING PEOPLE IN ORGANIZATIONS

example and exemplar, something that shows people how to practice something.
Hence, there is an element of fashion to management paradigms — they frame
what is thought of as legitimate ways to conduct business at any given time.

CHANGING PARADIGMS

ORGANIZATIONS AND TECHNOLOGICAL CHANGES

The shift to a world in which digital capabilities enable elements of organizational
practices to be moved offshore has led to the spectacular rise of Bangalore in India,
as well as other places, as an IT and call centre ‘district’. Often when you phone
the help desk of an organization that you are dealing with you will be speaking to
someone from a region of the global economy in which English-language skilled
graduates are available to work at rates much lower than in the country in which
the organization is headquartered. Since it is much cheaper to live somewhere
with a much lower standard of living, employers are able to pay far less. They
outsource work to third-party organizations in cheaper labour zones.

Outsourcing involves contracting the provision of certain services to a third-party
specialist service provider rather than seeking to deliver the service from within
one’s own organization. Usually, outsourcing is entered into to save costs and to
deliver efficiencies and productivity benefits. By not concentrating on services and
tasks that are peripheral to the main business, an organization can better focus on
those things it needs to do well while leaving the peripheral tasks to organizations
that specialize in the delivery of those services. Often, areas such as HRM, catering,
IT, and equipment and facilities maintenance are outsourced. Outsourcing may not
necessarily entail moving some subset of operations to another country. Instead, it
may be that some elements of what an organization regards as non-core business
are hived off to a specialist contractor that concentrates on doing the outsourced
activity efficiently, at the lowest costs, and to a contracted standard. Outsourcing
is not a new phenomenon: in major production industries such as automotives,
the outsourcing of initially non-core and latterly core functions and services has
been progressively used since the 1930s (Macaulay, 1966).

The development of outsourcing, burrowing away at the innards of orga-
nizations, hollowing them out, and networking them into other organizations’
capabilities and competencies, has accelerated in organizations since the late
twentieth century. The imperative to outsource — as distinct from the opportunity
to do so — was a result of globalization and increased competition, leading to a
continual need to improve efficiency and to increase service levels. Thus, vertically
integrated services were no longer seen as the best organizational arrangements
for gaining competitive advantage. Extending the organization’s capabilities,
whether core or non-core, to a third party, became synonymous with efficient
and effective management. Outsourcing became fashionable.

Many new industries have developed on the back of the digital revolution, often
referred to as knowledge-intensive industries, those which we find at the forefront
of contemporary global competition, such as Google, IBM, Microsoft, and Dell. In
these organizations we find new organizational forms that challenge the older, more
bureaucratic structures of the past, structures that we will explore in Chapter 15.

Digital capabilities have transformed the world — some journalists such as
Friedman (2005), of the New York Times, suggest that digital capabilities have
made the world ‘flat’ — by which he means that advances in technology and
communications now link people all over the globe. In part this explains the
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rapid development of India and China, and the growth of global businesses that
exploit the opportunities of the Internet to create and design goods and services
on a 24/7 cycle - globally - taking advantage of different time zones to work
on accounts, data, and designs seamlessly. The world has sped up to a state of
immediacy: any reader of this book would know how to find its authors’ email
addresses in a matter of seconds.

MANAGING TECHNOLOGICAL CHANGES

Shorter life cycles, virtual connectivity, and disaggregation spell many changes
in ways of managing. The dominant trend is an increasing separation of routine
processes from more essential work, which is often reflected in a spatial divi-
sion of labour. Thus, for instance, as we will see in Chapter 16, in call centres
the work is as routine and scripted as in any work process designed in an early
twentieth-century bureaucracy by one of F. W. Taylor’s scientific managers (see
Chapters 14 and 15). The means for storing the rules may have shifted from paper
to software and the nature of the work may be less physical, but there are still
essential similarities.

There are consequences for other jobs when much of the routine is extracted
and repositioned elsewhere. The remaining core staff — rather than those that
are peripheral - will need to be more skilled than before. They will be working
in technological environments subject to rapid and radical change. New com-
petencies and skills will be required. Managing will mean more developmental
work oriented to renewing staff’s specific skills and general competencies
rather than seeing that they follow the rules, issuing imperative commands,
and generally exercising authority. Managing will mean negotiating the use and
understanding of new technologies, contexts, and capabilities, and facilitating
the understanding of those who will be operating with the new tools and envi-
ronments. Changing technological paradigms mean that managers must be able
to make sense of the new technology for all those who will use it. Sandberg and
Targama (2007: 4) note, citing Orlikowski’s (1993) influential work on Japanese,
European and US firms, that many technology implementation projects fail
because of what the employees do — or do not — understand.

Traditionally, organizations were neither very responsive nor flexible because
of their bureaucratic nature, as we will see in Chapter 14. They had tall hierarchi-
cal structures, relatively impermeable departmental silos, and many rules. Such
organizations offered little incentive for innovation and, typically, innovation was
frowned on because precedents went against the rules. Such organizations could
hardly be responsive - they were not designed to be.

More responsive organizations should have employees who are capable of
problem solving rather than having to refer any problem, deviation, or precedent
to a higher authority. Such people need to be trained and engaged in styles of
managing and being managed that reinforce empowerment, using far more positive
than negative approaches to power, as we will see in Chapter 9.

New technologies attach a premium to a flexible, timely approach to customer
requirements. In order that such flexibility can exist in an organization it has to
be premised on ways of managing employees that allow them to be responsive
to customer requirements in developing products and services. As we will see
in Chapters 14 and 15, the critique of bureaucracy has been particularly acute in
the areas of public sector management. Especially in the Anglo-Saxon countries,
from the 1980s onwards, the extensive adoption of strategies of deregulation,
privatization, and contracting out, often on the back of significant changes in
technology, have led to profound changes in the nature of public sector work.
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Something known as new public management (Osborne and Gaebler, 1992)
has had a profound impact on the public sector, in the public (or civil) service,
education, universities, and health care, especially. The clarion call has been for
more entrepreneurial managers and less rule following. Whether this is a good or
bad thing has been the subject of lively debate, which we discuss in Chapter 15.

CHANGING RELATIONS OF SERVICE AND PRODUCTION

Look at your computer; check the clothes you are wearing; what about your shoes?
Where do your things come from? Bet they were made in several countries and
none of them may be where you live. Bet also that China was one of the countries.
Today, ‘Made in China’ is a ubiquitous label — we find it on virtually any manufac-
tured product that we are likely to wear or use in the office or home.

Supermarkets such as Walmart represent the end of a supply chain that invariably
starts somewhere in China. The concentration of much global manufacturing in
China is a relatively recent phenomenon, which really gathered pace in the 1990s.
Just as much of service work has been disaggregated into lower value-adding
elements such as call centres that can be located anywhere, much of what was
once produced by a domestic blue-collar labour force in the heartlands of Europe
or the USA, is now produced globally, often in China.

One consequence of the shifting international division of labour is that
employment and organizations in the developed world are increasingly based
on the production of services rather than goods. Material things — such as
computers, clothes, and household goods - are being produced in the devel-
oping world while the most developed parts of the world economy switch to
services, such as financial services. One consequence is that the nature of
work and organizations is changing rapidly in both worlds. In the developing
world peasants are rapidly becoming factory workers; in the developed world
there has been an explosive growth in what is referred to as knowledge work,
done by knowledge workers in knowledge-intensive firms. Chief among these
are IT firms (Alvesson, 1995; Starbuck, 1992), global consultancy, law, and
accounting firms, as well as the universities, technical colleges, and schools
that produce the new knowledge workers.

SHIFTING LOCATIONS; SHIFTING MANAGING

An increase in knowledge-intensive work means that organizations have to
employ — and manage - different kinds of employees. Brains not brawn, men-
tal rather than manual labour, are the order of the day. Employees need to be
capable of working with sophisticated databases, software, and knowledge man-
agement systems. These have to be related to customer requirements often on a
unique and tailored basis that deploys a common platform while customizing it for
specific requirements. Thus, technical and relational skills will be at a premium.

Knowledge-intensive work, according to Alvesson’s (2004) research, depends
on much subtle tacit knowledge as well as explicit mastery. In such a situation,
working according to instruction and command will not be an effective way of
managing or being managed, especially where the employee is involved in design
and other forms of creative work on a team basis, often organized in projects. In
such situations, increasingly common in contemporary work, ‘because of the high
degree of independence and discretion to use their own judgment, knowledge
workers and other professionals often require a leadership based on informal peer
interaction rather than hierarchical authority’ (Sandberg and Targama, 2007: 4).
As we will explore in Chapters 5 and 6, some of the old theories and approaches
to leadership and project work need updating.
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GOING GLOBAL

Digital technologies and a growing international division of labour between econo-
mies specialized in services and production make the world economy increasingly
globalized. Competition is based less on traditional comparative advantage as a
result of what economists call ‘factor endowments’, such as being close to raw
materials, and more on competitive advantages that arise from innovation and
enterprise. IT means that enterprise and innovation can now be globally orga-
nized. No industry is more indicative of this than the financial services industry,
where firms such as American Express, Citicorp, and HSBC span the globe. These
multinational behemoths operate as integrated financial services providers almost
everywhere. Global competition goes hand in hand with outsourcing in industries
such as these, as such firms exploit technology to disaggregate ‘back-office’ routine
functions and locate them in cheaper labour markets, as we discuss in Chapter 17.

The rise of India and especially China has seen a major restructuring of the
global economy. As Martin Jacques said in 2010 in a TED Talk on ‘Understanding
the rise of China”:

The world is changing with really remarkable speed ... in 2025 ... Goldman
Sachs projections suggest that the Chinese economy will be almost the same
size as the American economy ... [By] ... 2050, it’s projected that the Chinese
economy will be twice the size of the American economy, and the Indian
economy will be almost the same size as the American economy. And we
should bear in mind here that these projections were drawn up before the
Western financial crisis.

Jacques makes the point that for 200 years Europe and North America dominated
the global world but that now, with the awakening into capitalist development of
countries such as China and India, who between them have over one third of the
global population, as well as other newly emerging states such as Indonesia and
Brazil, civilizations and cultures that have for the past 200 years been marginal
and minor players on the world stage are now at its centre. If the future managers
reading this book want to have stimulating and successful careers in the future
they are as likely to be forged in these countries as in Europe or North America.
The managers that you will become will have to be truly global in experience
and outlook.

MANAGING GLOBALLY

Doing business internationally in real time, enabled digitally, produces ample
opportunity for cultural faux pas and misunderstanding. Work groups may be
working in serial or in parallel with each other on projects that are networked
globally. Global organization means managing diversity: it means developing appro-
priate ways of managing people who may be very different from each other - from
different national, ethnic, religious, age cohort, educational achievement levels,
social status, and gender backgrounds (Ashkenasy et al., 2002). One consequence
of globalization and diversity is that HRM must be both increasingly international
and equipped to deal with diversity, as we will see in Chapter 6.

Diversity is increasingly seen as an asset for organizations: people with diverse
experiences can contribute more varied insights, knowledge, and experience than
can a more homogeneous workforce. (In the terms that we use in Chapter 10 we
can say that it is a good thing to introduce more polyphony into organizations but
it can also introduce more conflict: see Chapter 8.) An evident reason is that if a
business wishes to sell globally it must understand all the specificities of the local

MARTIN JACQUES
TED TALK
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markets into which it seeks to trade. One good way of doing this is to ensure that
the organization has employees that understand that market. Moreover, in certain
markets, such as the Middle East, where etiquette and rituals are of considerable
importance in everyday interactions, it is enormously beneficial to have employees
who do not have to learn through making costly mistakes because they have an
intuitive understanding. Moreover, as we will see in Chapter 14, organizations
whose members are not representative of the populations the organizations draw
on and serve risk being seen as discriminatory in their recruitment policies. There
are ethical issues concerned in managing diversity as well.

CHANGING CONCEPTIONS OF TIME AND SPACE

Technological developments such as the Internet and other telecommunications
seem to make the whole world something that can be present here and now - as
users of Google Earth no doubt know. Email can fly around the world in seconds,
as quite a few people can testify who have pressed the send button inadvertently
on something they might have preferred not to share globally.

While time and space are two fundamental coordinates of the way we relate
to the world, the ways in which we make this representation are not fundamental
but socially constructed. The earliest concerns of modern global management
were with the centrality of clock time in the time and motion studies of F. W.
Taylor. Indeed, in these studies the central motif was that of time-space relations,
as we will see in Chapter 14. Stopwatches measured in terms of microseconds to
prescribe ways of doing tasks. Space was rigidly defined in order to maximize the
speed of work. These notions of space and time as phenomena under strict orga-
nizational control are hardly relevant in the age of the Internet. With a computer,
camera, and broadband connection any organization member can simulate imme-
diacy with anyone anywhere in the world similarly equipped. In such a situation
time and space are eclipsed. Organizations can be global, navigating anywhere.

MANAGING TIME AND SPACE

Immediacy through the eclipse of space presents problems. Work is much more
accountable and transparent as others can be online anytime, anywhere, challeng-
ing the understandings that the other has developed. Often these understandings
will be embedded in a sense made in a cultural, linguistic, religious, ethnic, and
age and gendered context that is simply foreign to partners elsewhere. Great
cultural sensitivity, as well as a capacity to handle circadian rhythms, is needed
in the interest of global business. In such contexts there will be a great deal of
doing by learning as managers seek to make sense of others whose cues are not
only unfamiliar but often mediated by the limitations of Internet communication.
Managing communication in these circumstances poses especial challenges, as
we will see in Chapter 10.

CHANGING DEMOGRAPHICS, CHANGING VALUES

The era from the 1960s onwards has been dominated by the ‘boomer’ generation,
who are now slowly moving out of the workforce, to be replaced with people
drawn from Generation X and Y. Generation X, broadly defined, includes anyone
born from 1961 to 1981. In the West, Generation X grew up with the Cold War as
an ever-present backdrop. During their childhood they saw the dismantling of the
post-war settlement and the advent of neo-liberal economics (such as Thatcherism)
and the collapse of communism. They often grew up in single-parent households,
without a single clear or guiding moral compass. They had to negotiate the hard
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years of global industrial restructuring when they were seeking their first jobs;
they experienced the economic depression of the 1980s and early 1990s; and saw
the decline of traditional permanent job contracts offering clear career structures.
Instead of careers they were invited to accept insecure short-term contracts,
unemployment, or junk jobs in McDonaldized organizations, or get educated.
Many of them ended up overeducated and underemployed, with a deep sense of
insecurity. Not expecting that organizations will show them much commitment,
they offer little themselves.

Generation Y includes anyone born in the late 1980s and 1990s, sometimes to
professional boomer couples who left childrearing later than previous generations
or, as a result of boomer males mating with much younger women, maybe pro-
creating with a new partner for the second or third time, celebrating the attraction
of old money for young flesh. Young people born in this bracket are the first digital
generation for whom the computer, Internet, mobile, iPods, DVDs, and the Xbox
were a part of what they took for granted growing up. While Generation X was
shaped by de-industrialization in the West and the fall of communism globally,
Generation Y developed into maturity during the War on Terror, grew up reading
Harry Potter, and has enjoyed relatively prosperous economic times, in part because
of the success — for the West — of globalization. If you want to know more about
the generations and the differences they are inscribed in you could talk to your
parents or grandparents — if they haven’t already talked to you about these things!

MANAGING CHANGING VALUES

The employment of Generation X members offers real challenges for managers
seeking to motivate and gain commitment from employees. As we will see in
Chapter 3, the issues of commitment and motivation are increasingly central to
managing. The X generation will be more cynical than its predecessors and less
likely to accept rhetoric from management that is not backed up by actions. For
Generations X and Y, according to Sennett (1998: 25), there is a predisposition
towards high uncertainty and risk-taking as defining features of the challenges
they want from work because they do not expect commitment. In part this is
because they do not expect anything solid or permanent: they have seen casino
capitalism at close quarters as brands they grew up with moved offshore or were
taken over, or radically changed by new ownership, and so tend to distrust pros-
pects of long-term or predictable futures.

Using traditional management control and command devices to manage people
who desire to explore is not appropriate. Instead, the emphasis will have to be
on creativity and innovation, as we explore in Chapter 12.

If there is one value that binds these disparate generations together it is the
sense that the previous generations have really made a mess of the planet; green
values are very strongly held, and saving the environment through sustain-
ability is high on the list of value preferences. Consequently, as we discuss in
Chapter 13, issues of corporate social responsibility, especially those addressed
to sustainability, are high on the values agenda. Such changes pose major
implications for how organizations attract, select, retain, and treat employees,
as we see in Chapter 6 on HRM.

CHANGING CONCEPTIONS OF THEORY AND PRACTICE

One of the trends that readers of the book may not be so well aware of as the
people who set it as a text is the changing nature of the relation between what
academics do, funding arrangements from government, and conceptions of the
usefulness of academic work. Academics do research. This is what defines them
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as academics. In the past, they worked in circles that were largely self-referencing:
if successful, they published a book or two, some academic papers and, if they
were really successful, others would read them and cite them in their research.
Times are changing. Academic researchers in all fields are increasingly expected
not just to produce outputs in the way of publications but also to have an impact.

Impact is usually defined in terms of having a positive effect on a specific sphere
of practice beyond academia, including being able to demonstrate the contribution
made to society and the economy (see Nutley et al., 2007). It is generally agreed that
there are three main ways of making such an impact. Academic research can have
an instrumental impact, influencing changes in policy, practices, and behaviour; it
can have a conceptual impact, changing people’s knowledge, understanding, and
attitudes towards social issues; or it can have an impact through capacity building
where involvement in research develops the skills of those involved. The debates
about impact are quite generic and are found in many OECD nations in recent
years, as the costs of higher education and research funding have grown, so the
clamour for demonstrations of relevance and impact have grown from politicians
and the public. In the following article you can find an interesting account of how
this debate has been addressed in the field of management, the field in which the
work considered in this book seeks to make its impact.

EXTEND YOUR KNOWLEDGE

In Jean Marie Bartunek and Sara Lynn Rynes’ (2014) ‘Academics and practitioners are alike
and unlike: the paradoxes of academic-practitioner relationships’, Journal of Management,
40 (5): 181-1201, which is available at the companion website https://edge.sagepub.com/
managingandorganizations4e, rather than seeing the academic-practitioner gap as essen-
tially dichotomous they identify and suggest ways of working with the divide that foster
research and theory building. Several different tensions are associated with the gap, includ-
ing differing logics, time dimensions, communication styles, rigour and relevance, as well as
interests and incentives. Initiatives of national governments, ranking systems, and special

issues of journals have exacerbated these gaps, which they suggest ways of bridging.

USING MANAGING AND ORGANIZATIONS

The basic themes of this text are now established. In this book, as we have fore-
shadowed, we will introduce you to the main lines of management and organization
theory, and we will situate these in the major changes marking the present-day
world. These, we will argue, make the ideal of the wholly rationalistic organization
evermore difficult to believe in principle and secure in practice. However, most
of what you will learn as a management student makes assumptions about the
rationality of organizations and management. Organizations go to great lengths to
try and ensure that stocks of knowledge are shared as widely as possible within
the organization, as we will see in subsequent chapters, and do so in ways that
are reflected in each of the subsequent chapters:

1. Managing the most basic organizational and managerial capability - how
to achieve common sensemaking (Chapter 2).

2. Creating induction programmes that socialize individuals into an organi-
zational frame of reference (Chapter 3).
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3. Training individuals in teamwork and groupwork (Chapter 4).

4. Hosting leadership development, coaching, and training for common
understanding (Chapter 5).

5. Building highly rationalistic HRM plans and seeking to implement them
(Chapter 6).

6. Emphasizing strong, common cultures (Chapter 7).

7. Designing lots of rules to frame everyday behaviour in the organization
and manage conflicts (Chapter 7).

8. Managing organizational conflicts, so that the goal-oriented elements
of organization can come to fruition, despite countervailing tendencies,
schisms, and frictions in an organization (Chapter 8).

9. Managing power, politics, and decision-making so that plans are imple-
mented, not resisted, and so sectional and specific interests are well
aligned with rational plans (Chapter 9).

10. Communicating these rational plans, their culture, and other messages to
organization members (Chapter 10).

1. Capturing all of what their members know and embedding it in manage-
ment systems as they try and practise organizational learning (Chapter 11).

12. Managing change, introducing and effectively using new technologies,
and ensuring innovation (Chapter 12).

13. Incorporating new mandates arising from social issues and concerns
articulated by new stakeholders and influential social voices, such as sus-
tainability, ethics, and corporate social responsibility (Chapter 13).

14. Implementing global management principles in the organization (Chapter 14).

15. Adjusting the structure of their organization to fit the contingencies it has
to deal with, be they size, technology, or environment (Chapters 15).

16. Designing the organization in ways that seem best fit for purpose
(Chapter 16).

17. Managing to manage globally, to manage globalization, and to deal
with the added complexities that managing in a global world entails
(Chapter 17).

SUMMARY

In this chapter we have staked out the territory that the book covers. We have dealt
with nothing in depth - the rest of the book does that — but we have provided an
indicative guide to the topics that we shall address subsequently. Managing and
organizing is very dynamic - its world never stays still - so innovation, change,
and tension are often characteristic of the way that events pan out.

EXERCISES

1. Having read this chapter you should be able to say in your own words
what each of the following key terms means. Test yourself or ask a
colleague to test you.
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Paradigms Digitalization
Outsourcing Organizations

‘Flat’ paradigm Theory-practice gap
Supply chains Generation X and Y
Globalization Values

2. Why do organizations become globalized?

3. What do you think are the major changes that are shaping the contempo-
rary world and what do you think their impact is on management?

TEST YOURSELF

Review what you have learned by visiting:
https://edge.sagepub.com/managingandorganizations4e or your eBook

Test yourself with O Revise key terms with the

multiple-choice questions interactive flashcards

CASE STUDY

This is a very simple case study to get you started. Think about the last organization that

you were a member of for some time. It might have been a school, a church, or an employing
organization. What were its main routines? How were these organized in terms of some of
the factors that might frame organizations? Think about factors such as how standardized,
timetabled, or ritualized the flows of time and organizational effort were in the organization
in question. What were the characteristic markers of identity of the different people and
groups in the organization? What were the goals of the organization?

ADDITIONAL RESOURCES

If you want to know more about the major changes shaping the contemporary
world of business you could take a look at Clarke and Clegg’s (1998) Changing
Paradigms. It is dated now, but still has several interesting points to make about
globalization, digitalization, and so on. This book is not too difficult for the
introductory student.
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MANAGING, ORGANIZATIONS, SENSEMAKING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

e Appreciate many of the meanings behind the words managing and organization
e Explain the relation between managing and organization

e Understand why individuals and groups within organizations can be a challenge to manage

and that managing is a difficult job to do well
o |dentify the impact that changes in the contemporary world are having on managing

e Explain how traditional conceptions of organization and management entail issues of identity,

hierarchy, and rationality

e Explain why ‘rationality’ is sometimes less rational than it seems

A little Danish wisdom:

Life must be understood backwards; but ... it must be lived
forward. (Seren Kierkegaard, Danish existential philosopher, 1813-1855)

INTRODUCTION

INDIVIDUALS TANGLED UP IN CHAINS

The French philosopher Jean Jacques Rousseau (1712-1778) is famous for having
written shortly before the French Revolution that ‘Man is born free, but every-
where he is in chains’. When he wrote these words in pre-revolutionary France
in The Social Contract (2006 [1762)]), the ‘bonds’ he had in mind were those of
feudal, monarchical, and religious privilege. If Rousseau could be transported
forward into the present, he would find that in the contemporary world it is
organizations that shape our lives rather than the feudal bonds he wrote about.
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Organizations organize and manage us at every stage and in every area of our
life. From being born in a hospital, having one’s particulars of birth entered into
the Registry of Births, Marriages, and Deaths, which tracks the whole population
and changes in it, being enrolled in formal schooling in kindergarten from an
early age, proceeding through primary, secondary, and then higher education,
to be employed by an organization to earn a salary or wage, perhaps going to
festivals, concerts, cinemas, or joining clubs for recreation, being a member of
various spiritual, social, and sporting organizations, using scheduled planes, trains,
and buses, having children of our own, enrolling them in school, seeing them
into work, helping them as they grow while their parents look forward to retire-
ment, perhaps moving into a ‘sunset home’ in old age, and then dying, and being
re-entered for the last time into that Registry of Births, Marriages, and Deaths —
at every step of the way one is being organized and managed by organizations.

Almost every aspect of our everyday life - and, indeed, our death - will be
shaped by organizations of one kind or another. Billions of individuals - all of
whom can lay claim to uniqueness - are every day being organized as members
of organizations — as employees but also as students, customers, and clients.

IMAGE 2.1 Rousseau: ‘Man is born free but everywhere he is in chains’

Consider some organizations that you will have experienced. One is the Registry
of Births, Marriages, and Deaths and the other is the university or college that you
are attending. Both chart a mass of individuals’ progress through life. They do so
through entries in databases. Your birth is registered, as will be your death. While
the Registry deals with the bookends of births and deaths, and the highlight of
marriage, the university or college deals only with a slice of life. Both organiza-
tions employ many experts in different fields to record, enter, and interpret the
data. Each has quite sophisticated routines in place for registering information,
from records of births signed by medical practitioners to classroom records of
attendance, assessments performed, and grades recorded. The uniqueness of each
individual is the subject of a vast amount of organizational effort in the modern
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world, rendering that uniqueness into statistics, into data, creating a record that
is, from some perspectives, the sum of you.

You might think that there is a great deal of difference among organizations
such as those in the public sector, collecting official statistics, and between those
organizations that generate the data that end up in the statistics; schools and uni-
versities that educate people; charities and religious organizations that support
people in times of strife; churches and registry offices that marry people; doctors
and coroners who certify that people are dead. There are some scholars who do
stick to the view that the purpose of the organization as for-profit, not for-profit,
or public service is the most important thing that differentiates the huge number
of organizations in the world. However, there is a growing consensus that an
important transformation is reshaping once-distinct social structures, such as
charitable and religious groups, family firms, and government agencies, into more
analogous units called organizations.

EXTEND YOUR KNOWLEDGE

In Patricia Bromley and John W. Meyer’s (2014) “They are all organizations”: the cultural
roots of blurring between the nonprofit, business, and government sectors’, Administration &
Society, published online before print, 4 September, doi: 10.1177/0095399714548268, which is
available at the companion website https://edge.sagepub.com/managingandorganizations4e,
they argue that the distinctions between what were once seen as distinct sectors are blurring
and it is increasingly difficult to distinguish between historically separate entities because of
global cultural shifts characterized by a growing emphasis on science. The scientific emphasis
renders the world subject to systematic principles, and the expansion of individual rights,
responsibilities, and capacities. Focusing mainly on non-profits, their approach suggests that

all sectors are changing in similar ways in the current period.

ORGANIZING INDIVIDUALS

Organizations subsume individual identity into roles, reports, and routines. Identity
is a concept that cannot be defined easily, other than to say that identity refers to
the way a person constructs, interprets, and understands who they are in relation
to others. Identity may be more or less stable, more or less fragmented, more or
less problematic, more or less secure. The personal identities that we emphasize in
one space may be very different from those that we emphasize in another. Thus,
the identity that we develop and project at work may be very different from that
which we project when clubbing or playing sport. We have multiple identities.
In everyday life we are often said to be actors, acting out parts, learning to be
siblings, lovers, parents, and members of many and various organizations. So our
identity is not fixed but fluid, developed from within the genetic inheritance that
defines our uniqueness. We may have a relatively fixed genetic appearance but exer-
cise, diet, styling, ageing, and surgery can modify that quite markedly. We may have
a definite personality, but, once again, ill health, drugs, diet, and life experiences can
reshape the ways that we present ourselves to the world, often quite dramatically.
Some celebrities in popular culture are famous for their shifting iconography, the
way they style themselves and hint at their changing personality. Often, our glimpses
of celebrity seem to offer another, more exciting world than that which we live in. But
even celebrity does not escape routine: rehearsals, performances, organizing glamour
weddings in between checking in and out of rehab, the divorce courts, and the gym.

4

THEY ARE ALL
ORGANIZATIONS
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Even if not celebrities, as individuals we all have some opportunities to shape
organizational practice; we can vote in elections or choose to support various
products. Each time we make a purchase we make a decision whether or not
to support a particular organization’s products. However, our individual choice
is always organizationally constrained. These constraints may be as obvious as
a police officer forcing you to comply with the explicit rules imposed by the
structure of the state or as discrete as the implicit behaviours encouraged by an
organization such as a church or sect.

When we become organization members each of us has to surrender some of
our autonomy to the control of others, such as supervisors, managers, bosses,
and to other things, such as schedules, machines, routines, and deadlines. In
return we receive far more than mere income. We are able to bask, as unique
individuals, in the ambience of a unique organization. Its brand helps define
who we are: we are US customs officers, or Australian tax officers, or London
police officers; we are Oxford academics or college professors; we are Vogue
models or Chelsea football players. Sometimes we bask in a reflected light:
we may be Chelsea football fans rather than supporters of Arsenal, wear Nike
rather than Adidas. We can attach our identities as individuals to organizations
quite easily and organizations can quite easily shape the ways in which we
present ourselves.

WHAT WOULD YOU DO?

our organization has a dress code and a fitness code, supported by a health and

fitness programme and also by a styling consultancy. The dress code covers what
you are expected to wear, what jewelry and adornments are appropriate, how hair should
be styled. The rationale is that a smart organization needs to (appear to) employ people
who look like smart people.

You are called on to counsel organization members in terms of the codes. How far do
you think you can go in terms of prescribing identity for the organization? Would you tell
people to dress in a way that you were instructed? Would you tell them to style their hair
as you were told? Would you tell them to lose weight if instructed to and to attend fitness
boot camp? Would you tell them that tattooing, piercing, or studs are forbidden because
the organization expects its members not to have these and thus they breach the rules? How
would you feel about these rules and their enforcement? To what extent does employment

entitle organizations to dictate employee appearance?
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MANAGING

FRAMING MANAGING

A frame is a term that comes from the cinema: a director frames a shot by including
some detail and omitting other detail. A frame defines what is relevant. All managing
involves framing: separating that which deserves focus from that which does not.
One thing that managers have to do all the time is to differentiate between the rel-
evant and the irrelevant, just as do the authors of textbooks, trying to manage their
expectations of their readers. To do this we, much as managers, frame some things
as more relevant than others.

We can differentiate between managing as a practice, as something that we do,
and organizations as goal-oriented collectivities, in which we are organized. To be
organized means being an element in a systematic arrangement of parts, hopefully
creating a unified, organic whole. Management is the process of communicating, coor-
dinating, and accomplishing action in the pursuit of organizational objectives while
managing relationships with stakeholders, technologies, and other artifacts, both within
as well as between organizations. What managers do contributes to the achievement
of organizationally formal goals. The plans, designs, and other procedures of man-
agement reproduce and change systematically arranged frameworks relating people,
things, knowledge, and technologies, in a design intended to achieve specific goals.

WHAT DO MANAGERS DO?

Managers clearly manage people: they issue orders, make suggestions, frame
actions in order to get things done. All these actions are discursive: they involve
talking, texting, writing, planning — all based on discourse that stretches from
the everyday command of language to quite specific technical discourses such as
accounting, marketing, and so on.

It is from the Italian language that the root terms of management derive. The
root term is maneggio, with maneggiare meaning to handle, train (horses), with
the stem deriving from mano, from the Latin manus, for hand. In English the
term manager has its origins in the period 1555-1565. Shakespeare used it in
the late sixteenth century, in A Midsummer Night'’s Dream, in the context of theat-
rical management. He talks of a character being a ‘manager of mirth’. The terms
management and manager had become known by about 1600, although the term
manager did not enter into everyday English use until the nineteenth century.

The root stem of the word organization is the Greek organum, meaning, in
an archaic sense, a wind instrument, but more recently, since about ap 1000, a
mechanical device or instrument; it is closely related to the Greek term organon,
meaning an implement, tool, bodily organ, musical instrument, akin to érgon, the
word for work. The term has been in general use since at least the late fourteenth
century, when the archaic form was organizacion. Etymologically, organizations
are therefore tools designed for a specific purpose.

Although the origins of the term manager are manual - the stress on han-
dling things — managing is largely a job that involves interpreting, understanding,
directing, cajoling, communicating, leading, empowering, training, politicking,
negotiating, enthusing, encouraging, focusing, explaining, excusing, obfuscating,
communicating — a job full of action words that are all to do with the manager as
a speaking subject, a person who manages to shape and express directions, in
writing and in speech. The mastery of different forms of meaningful expression, in
writing, talk, and images, is usually referred to as a mastery of discourse. Central to
discourse is rhetoric; indeed, a skilled master of business will be a master of rhetoric.

21
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Frames enable us to do

. They focus us in
on specific relevancies:
by framing we decide on
what is relevant from the

infinite number of stimuli,

behavioural cues, sense
data, and information
that surround us.

Being means
systematic application
of various techniques
to achieve some
given end or goal.

: Action that
is produced according
to some rule; action
that is not random.
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Rhetoric means the tools of persuasion and argumentation, the ways of producing
agreement and of making a point. Managers have to be skilled at talking because
their expressive capabilities will be the most used and useful assets that they
have. In a world of individuals, all capable of going their own way, the manager’s
task is to steer, guide, and persuade people to pull together in a common enter-
prise — an organization — when this may not be the instinctive desire of those
being addressed.

Managers also use many immaterial things as well as coordinating, commu-
nicating, and controlling by using discourses: contemporary managers could
hardly manage without software artifacts such as Microsoft Outlook to channel
appointments, meetings, and email traffic and help determine what is relevant
and then how to manage it. Diary appointments, to-do notes, agendas - these
are all devices that frame the relevancies of the working day and enable us to
manage our time. Material things such as tablets and other mobile devices, such
as smartphones, also play a significant role, much as notebooks and pens might
have in an earlier day. The use of such technical discourses and devices do not in
themselves make up management. For instance, using accounting techniques or
financial management programmes is only a part, a small part, of what a manager
does. Great managers are not merely good technicians and talkers but also expert
managers of social relations — between themselves and others as well as between
themselves, others, and things such as plans, documents, and data analysis.

Managing signifies being in charge of something, being responsible for its
smooth running and its conduct, handling and controlling organization; thus,
it is a relational term. Managing, in terms of everyday usage, means handling,
directing, controlling, exercising skill in executive ability — the acts done by
the person in charge of controlling and directing the affairs of an organization.
Managing entails framing.

Managers strive to be rational and much of organizational life consists of routines
that make this rationality easier to enact; hence they practice management. When
practising as managers we must always manage as interpretive individuals, as peo-
ple who are trying to make sense of things, if only because the most routine and
smoothest of operations can be upset by events that were unforeseen. Sometimes
the meaning of events may be confusing, ambiguous, and puzzling. Events, in terms
of the unexpected, are to be expected, even if we do not know in advance what
they will be. It is because of this, in part, that organizations are never static, stable,
at equilibrium: they are always changing slowly, imperceptibly, processually, even
when not being subject to explicit change programmes. At times of rapid change
things become especially puzzling and ambiguous.

ORGANIZATIONS

ORGANIZATION CHARACTERISTICS

Organizations all differ in what they do. Think of some of the organizations
that you will have encountered thus far in life. Schools are designed to educate,
the police are intended to regulate, while the media function to communicate.
Irrespective of what the rationale of any specific organization is they will all
be purposive, with specific objectives and goals, giving rise to the following
characteristics:

e The organization and its actions are consciously shaped by the orga-
nization’s design, expressed through its routine practices and specific
structure.
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e The organization is not time and motionless: changes will occur
as organizations revise their practices intermittently in the light of
experience.

¢ The organization will be future oriented, as the members of the organi-
zation seek to achieve a desired and planned future. Often this future
will be expressed in terms of key performance indicators or targets.

e The organization will employ hierarchy and a division of labour to
create distinct and related roles that are laterally separated and strat-
ified vertically. A hierarchy is a systematic arrangement of powers of
command and control with reciprocal obligations of obedience and
consent lodged in those being managed.

e Responsibilities are defined for actions, roles, and responsibilities that
are revised in the light of experience as future actions unfold.

e As future action unfolds, the preferential weighting of actions, roles,
and responsibilities is systematically revised by programmes of change
management or organization reform.

Behind all organization roles, relations, and responsibilities are rules: organiza-
tions are built on rules. Rules provide for rationality. A rule tells how things have
been done in the past and how they should be done in the future. If organizations
follow rules it is thought that they will minimize opportunities for error. Rules
protect organization members; they ensure rationality. We may say that there are
two main types of rules: those that are constitutive of an activity, such as scor-
ing a goal in soccer or netball or closing a sale in retail; there are those that are
preferential, such as not being yellow-carded for fouling or being courteous to a
customer. The constitutive roles define the point of the activity; the preferential
rules define how, preferably, the activity should be undertaken.

WHAT WOULD YOU DO?

hink back to the last organization that you were a member of or are still a member of. It

could be a work organization, a religious organization, a social or a sporting organization.
Any organization will do for the purposes of the exercise.

Now think about the rules that the organization practised - both formally and informally.
Which rules are preferential and which are constitutive? What would you do if you were in a

position to mandate the rules? Which ones would you change, delete, add?

Brunsson (2006: 13), a leading European management thinker, suggests that
organizations are guided in their actions by both formal instructions and direc-
tives but also by informal rules. Additionally, as Brunsson (2006: 14) suggests,
experience-based learning and imitation will also play a role. Experience often
tells us how to short cut rules that we find inconvenient. We follow the rule but,
on reflection, think that there is a better way of doing it. Learning to drive is like
this — when you pass the driving test you have to ‘do driving according to rule’ in
a way that you will probably never do as you become a more experienced driver,
and your driving becomes more fluid. But rules can sometimes make us reconsider
experience. So you drive without risk or danger on a country road a little above
the speed limit because you are an experienced and safe driver and there is little
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traffic on the road. When the speeding ticket arrives in the mail a few weeks later
you wish that you had followed the speed rules, or more likely had seen that
speed camera so that you could slow down until out of range. Rules, especially
as they have legitimate authoritative sanctions attached to them, which are then
applied to you, can be a powerful experience — especially when rules are paired
with punishment (you speed, you get a fine).

Organizations are often thought of as huge repositories of rules. These rules
often have different origins and rationalities supporting them, and, as a result,
they may often come into conflict. Organizational rules sometimes produce some
unlikely similarities such as timetabling, shaping all educational organizations,
from kindergarten to university; similarly, a menu of limited choices character-
izes both universities and fast food restaurants, while both universities, fast food
restaurants and mass production factories play considerable attention to standard-
ization and quality control. Although each organization or type of organization
might seem to be unique, even quite dissimilar examples have many features
in common.

One perennial topic of discussion is where the boundaries of an organization
should be situated: are prisoners members of prison organizations or pupils
members of schools? Yes, without them the organization makes no sense so they
should be counted as members. What about customers in a department store? If
there were no customers the store would hardly be a going concern but are the
customers — who may only be there fleetingly — really ‘members’? That becomes
a bit more difficult: unlike pupils or prisoners they are not confined by law and
do not serve significant periods of time in the organization. Nonetheless, any
store that neglects to build relationships with its customers and to persuade them
to shop there will not be in business for long. It is difficulties such as these in
defining the unit of analysis that have suggested to some scholars that perhaps it
should not be the organization that is the focal object for analysis.

As an alternative to analysis of the organization some economists ask under
what circumstances organizations form. In asking this question they make the
notion of the transaction the central concept. In order to cooperate, individuals
need to establish an interdependent relationship. They do so by exchanging
something that they value: these exchanges are defined transactions. Usually,
the market constitutes an efficient means of governing these transactions. In a
market suppliers of goods and services (sellers) can meet buyers, people who
need those goods and services, either for their own consumption or to produce
other goods and services to be resold. The two sides can freely decide to agree
to this exchange on the basis of the price, which is a simple and effective means
to transmit information, reassuring the individuals involved that the transaction
is fair and equitable. By comparing prices it is in fact possible for the buyer to
make sure that the seller is giving something whose value is aligned with the
value of what they are receiving.

If the market is such an efficient form of cooperation then why do organi-
zations exist? Why should people create complex structures, hiring people on
a permanent basis, providing them with work tools, and paying managers to
supervise and coordinate their effort (Coase, 1937)? Transaction cost theory
addresses this issue by describing conditions in which markets ‘fail’ as an efficient
coordination mechanism and need to be replaced with bureaucratic structures
and, by so doing, they provide a means to explain why organizations have a
certain ‘shape’ and set of borders (Ouchi, 1980; Williamson, 1975). If prices were
all the information needed then we would probably not need to establish orga-
nizations. The problem is that price in itself does not contain all the necessary
information to ascertain the fairness of the transaction: for instance, is $1,000 a
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fair price to be paid for a bottle of wine? Of course, it depends: on the quality
of the wine, the value it has for a collector, the prestige attached to the label,
and the knowledge of the buyer.

To avoid being cheated, we need to obtain additional information concerning
the value of that which is being exchanged. Additional information does not come
free. Collecting and using additional information involves a cost. These costs are
defined transaction costs. Obviously, the frequency of a transaction becomes
another element to be considered: even in the case of relatively simple and rela-
tively ‘transaction cost free’ exchanges, when they are performed frequently and
regularly costs accumulate.

When the goods or services exchanged are complex and the buyer expertise
limited, or when there are few alternative suppliers, and these cannot be trusted
to make a fair offer because they have too many chances of being opportunistic,
the market fails as a means to coordinate interactions efficiently. The alterna-
tive is to create a stable relationship, based on employment. Employment is an
incomplete contract, one in which ‘a worker agrees to receive wages in exchange
for submitting to the legitimate right of the organization to appoint superior
officers’ (Ouchi, 1980: 133-134). Managers can in fact direct and monitor per-
formances with much more flexibility than any detailed contract and the cost
to an organization of managing and housing employees is lower than the cumu-
lated cost of having to treat each of them as an external provider and having
to choose, bargain with, and police a myriad of individual exchange contracts.
This is one reason why collective bargaining, where there is an organization
representing employees, is a more efficient bargaining situation than one in
which there are a myriad of individual contracts. Large-scale organization is
better matched with large-scale organization on the part of the workforce, to
lower their transaction costs.

There is a strong argument from the researchers associated with the Aston
School of structural contingency theory (Pugh and Hickson, 1976) that as organiza-
tions become larger they will come to more closely resemble the more formalized,
standardized, centralized, and routinized organizational structures that charac-
terize a classical model of bureaucracy (Weber, 1978). One of the advantages of
bureaucracies over the market is that they can create a sense of belonging, an
atmosphere of trust among employees, which reduces the opportunistic tenden-
cies that increase transaction costs. In fact, when the performances required
of employees are very difficult to measure (think, for instance, of the issue of
monitoring the performances of teachers in a school, doctors in a hospital, or
researchers in a R&D unit) even a bureaucratic model for governing transactions
based on legitimate authority can undergo difficulties. In such cases it has been
proposed that ‘clans’, where common values and beliefs complement reciprocity
and authority as means to regulate exchanges (Ouchi, 1980), are the most effective
form of control structure. A clan is a group where individuals share a sense of
solidarity because of their mutual dependence, enabling them to have common
objectives and values.

The clan model can also find application within the border of the same orga-
nization; indeed, market, bureaucracy, and clan can be considered as alternative
control mechanisms that find application depending on the measurability of out-
puts and knowledge of transformation processes (Ouchi, 1979). In situations where
you have a good understanding of the ‘correct way’ to do things (as in a food
processing plant), prescribing and controlling behaviours by means of authority
relations is an effective way to manage. When instead it is possible to measure
outputs but there is a scarce knowledge about the process (as in sales), market
controls and incentives can work best. Finally, when both ‘how to do’ things and
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‘what should the output be’ are difficult to establish (as in a research lab), then
clan and ceremonial controls will be more appropriate.

Transaction cost economics (TCE) provides a clear and simple framework
with which to understand the emergence of organizations and even to design
them, choosing when to ‘make’ or ‘buy’ things depending on the efficiency of the
transaction control mechanism. Moreover it enables us to consider the existence
of organizations, de-naturalizing them and showing how they emerge as instru-
ments for solving problems of collaboration. The approach has several limitations,
however. In the first place, it ignores how organizational imbalances in power
relations can force choices upon ‘free market agents’ that they are unable to resist
but that they do not see as legitimate. In these situations the power relations have
more of the character of domination than authority because those being managed
do not accede to the legitimacy of the management practices used. Second, the
TCE approach offers a totally instrumental view of organizations, underplaying
the fact that, in time, organizations tend to become institutionally ‘imbued with
values’, considering their survival as an end in itself, since their existence serves
a series of vested interests (Selznick, 1949). In addition, applying the theory to
prescribe corporate decisions is fraught with dangers, since it is built on the central
assumption that humans are opportunistic, which can turn into a self-fulfilling
prophecy, whereby the lack of trust ascribed to individuals drives the manage-
ment to exercise tighter control, which, in turn, generates more resistance from
the employees, and thus increases their untrustworthiness in the view of the
authorities, who thus feel justified in exercising greater control because of the lack
of trust (Fox, 1974; Ghoshal and Moran, 1996). Considering organizations only
through a purely economic view of human relations risks us becoming blind to
essential components of human action, such as the desire to learn, belong, and
cooperate, underplaying the role of emotions and social cohesion.

THEORY AND PRACTICE IN ORGANIZATIONS

Talking about transactions as the centre of analysis is to posit a theory of the
firm - that firms exist to facilitate transactions. You may find the idea of theory
difficult and wonder why we have to have it. A theory is really rather simple. It
is a systematic and organized way of making sense of a phenomenon. Theories
are explicit in academic disciplines that explain how things work and are implicit
in those things with which the world is populated, such as internal combustion
engines, buildings, and computers. These material things are all possible only
because some theory about how to design and construct them has been applied.
Less material things, such as political systems or organizations, are also implicitly
theoretical. Politics, for instance, often finds expression through implicit theories of
democracy that define what kinds of people can vote, what constitutes a legitimate
government, and so on. Of course, there are explicit theories about these practices
that are articulated in the discipline of political science. Similarly, organizations,
how they are structured, managed, and the processes and practices that constitute
them, are also an articulation of explicit, as well as implicit theories about the
way the world works. Just as political science contains explicit theories about the
workings of politics, so disciplines such as organization science and management
science express theoretical ideas about the ways in which we organize and manage.

Theory cannot be avoided. We are all tied up in theories of one kind or another.
The way your university or college is organized is underpinned by a theory, just
as much as is the McDonald’s that you might have worked in while at school, the
production line that your grandfather may have laboured on, or the organizations
in which your parents are employed. How we make sense of these things depends
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on the theory we use. We live within the often implicit and sometimes explicit
designs and assumptions of theory every day at work. However, the more we
are aware of these theories and are able to reflect on their usefulness the better
able we will be to control at least some of the circumstances of our everyday
working lives. Basically, theory is not something impractical or strange, as the
fashion brand Theory recognizes: it is something that we meet every day in our
lives as consumers.

IMAGE 2.2 Theory and fashion

You need to be clear about the theory that you are using when you make sense of
something just as much as you need to be clear about the theories that frame the
organizations in which you are working. Remember, theory makes sense of the
world - and theory need not be scary! A theory is an account of how things work,
which is, at its best, coherent in its terms and applicable to phenomena that it
seeks to interpret, understand, and explain. Theory seeks to make sense of practice.
Think of a supermarket. How the shelves are stacked with goods, where they
are in the store, how many checkouts there are, and how many floor employees
are all related by the routine practices of the supermarket. Some supermarkets,
such as Lidl and Aldi, have fewer brands, less checkouts, and less employees than
a more explicitly upmarket supermarket. Lidl and Aldi have a weekly rotation of
specials casually displayed in a central section of the supermarket and advertised in
a weekly catalogue as their prime sales practice. Their branding practice is to stock
far fewer brands, lots of own brand produce, and to compete on price not variety.
Their practice at checkout is for the customer to pack the goods bought. If you are
interested in the decline of big supermarkets in the face of fierce competition from
discount retailers like Aldi and Lidl then an article from The Conversation is bound
to be of interest: ‘New problems posed for big brands by discount supermarkets’ by
Professor Isabelle Szmigin. However, the problems of the larger established super-
markets are not just one of new competitors: they also concern business models
says Professor Michael Waterstone in another article in The Conversation called
‘Food fight: once lords of the aisles, big supermarkets now scrap for their share’.
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The managers of supermarkets are situated within knowledge practices, devised as
strategy in corporate headquarters, which enable them to coordinate, and commu-
nicate with various others whom we may think of as stakeholders — people who
have an interest in the organization, such as employees, shareholders, customers,
suppliers, and governments. In addition, they are interacting with various things:
with immaterial artifacts such as software, supply systems, business models, and
accounting principles as well as with material artifacts such as buildings, computers,
and supermarket shelves.

The relations between people, ideas and things form routines in organizations.
These collective patterns are governed by a purpose and rules, both formal and
informal - in short, organization — which are embedded in technological, material,
and societal contexts.

BUREAUCRATIC ORGANIZATIONS ARE HUGE REPOSITORIES
OF RULES

It is often said that bureaucracies are the kinds of organizations in which you
can be strangled by ‘red tape’. Red tape is typically seen to mean being subject to
excessive regulation or being obliged to confirm with too many formal rules. It is
usually applied to governments, corporations, and other large organizations. Let us
take a closer look at what we mean by ‘rules’. Here are some common distinctions:

e Formal rules: You will arrive at a certain time and leave at a certain
time. This is often a really stupid rule as it slows everyone down as the
roads clog with people all trying to get to work at the same time - often
making many people late. Should people be able to come and go as
they please at work?

e Professional rules: These are the rules that you have internalized,
perhaps as a result of a professional accreditation, achieved in, or in
conjunction with, your higher education. But sometimes the organiza-
tion that employs you will require things of you that simply cannot be
done as and when is required using the internalized rules. Which rules
should you follow — the professional rules or those of the employing
organization, if there is a clash between them?

e Legal rules: These may be directives that are explicit, compulsory, and
have a clear source and target within the organization. For instance,
you shall not use organizational resources for personal purposes. But
even a simple rule such as this can be difficult to follow. Should you
not receive calls from friends and relations on the office phone?

e Standards: Many organizations do many things according to stan-
dards authorized by explicit rules that are designed by independent
standard-setting organizations, such as British Standards, Standards
Australia or the International Standards Organization. These may
cover many things from the correct lighting and plumbing standards,
through health and safety standards, to quality standards or environ-
mental standards. Standards can be very powerful devices in shaping
similar behaviours in many organizations. What standards can you
think of that shape organization behaviour?

e Informal social rules: For instance, about clothing. Men will wear
jackets, shirts, and trousers and women may wear shirts, trousers, and
skirts, but men usually do not because that would be ‘cross-dressing’.
In most organizations it is OK for women to wear trousers but this
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was not always the case. What happens if the men are Scotsmen, or
Pacific Islanders? Is it then OK to wear ‘skirts’ if they are called kilts,
sulu, pareau, lavalava, or sarong? If they are men in hot climates,
are shorts acceptable? How long should they be? Should they be worn
with socks? Should the socks be long or short? Should the shoes be
white, black, or can they be sandals? These informal rules can be
quite complicated.

Organizations’ arrangements are usually thought of as attempts at systematically
rational approaches to goal achievement. Most organizations strive to be rational — that
is, to be consciously designed to achieve specific ends in an ordered and systematic
way, such as fitness, punishment, and training — sometimes simultaneously in one
organization, such as the military.

Hierarchy is often seen as a necessary feature of any complex organization,
involving delegation and authority, with communication, coordination, and
control centralized in the top management team. Additionally, in most organi-
zations, different roles are clearly distinguished and prescribed. Members and
non-members are usually clearly differentiated, whether the latter are defined as
clients, customers, patients, or civilians.

ORGANIZATIONS GO ON WHILE MEMBERS CHANGE

Organizations have an embedded, structural reality that endures irrespective of
their members. People may come and people may go but the organization retains
an identity separate from the individuals who comprise it. Think of the educa-
tional institution in which you are reading this book: every year a new cohort of
students enters, staff retire or resign, and new staff are employed, but the uni-
versity or college carries on regardless. The same routines — enrolment, lectures,
tutorials, seminars, and assessment — are carried out year to year irrespective of
who is doing them. Your university is today a very different institution from the
one that previous generations may have studied at: it uses different technologies,
teachers, and methods - the Internet will have made significant differences to how
what is done is organized, for instance. Different people will inhabit it. Different,
newer knowledge will be taught and researched. New disciplines will have devel-
oped; older disciplines will have been transformed by breakthrough innovations.
Nonetheless, the organization retains a sense of identity.

ORGANIZATIONAL IDENTITY

Organizations have distinct identities. Corporate organizations often strive to shape
their organizational identities in ways that reflect their conception of the corporate
image. The notion of an organizational identity usually means that organizations
are assumed to have clear boundaries, a large degree of autonomy, and distinctive
characteristics that differentiate them from other organizations. In addition, they
often seek to present a coherent corporate identity to the world.

That an organization should prove to be a source of identity is not so surprising.
Since the late nineteenth century it has been established that corporate bodies -
organizations — have a distinct ‘legal personality’. Attributes such as logos create
familiar signs and symbols, which help to reinforce the brand. Most people have
a fairly clear idea quite quickly of what organization they work for or are visiting.
Some of what these organizations do as everyday activity helps define them: the
accounts they keep, the orders they ship, the web pages they maintain. Other,
more intangible elements, which are often referred to as ‘organizational culture’,
which we discuss in Chapter 7, are also important.
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Brunsson (2006) suggests that identity, whether attached to the qualifier of
either organizational or individual, is typically used to alert us to the unique
properties and characteristics that differentiate unique features. All notions of
identity are relational: distinguishing something means denoting a difference
from something else just as much as it may be an affirmation of likeness and
similarity with others.

Maintaining a unique identity is becoming more difficult for many organiza-
tions because organizational identities are becoming increasingly complicated:
firms enter into alliances to deliver products, projects, and services, blurring the
boundaries of their unique identity. Alliances are one of the most common of new
organizational forms (see Chapter 16), involving the forging of innovative collab-
orations, partnerships, and networks. Many firms, especially in high-technology
organizations and in major project-based organizations working on major pieces
of infrastructure, use alliances between different organizations to produce a con-
sortium of skills that in alliance can do what none of them can do independently
(see Pitsis et al., 2003). None of these types of organizations are characterized by a
clear-cut identity that maps easily to any one legal identity. Their identity is tied up
with the networks that they form and is indistinguishable from them. For instance,
many companies such as Oracle have hundreds of licensing arrangements with
other companies as channels to market. Fashion leaders such as Benetton (Clegg,
1990) comprise a core firm that remains independent but linked to many suppliers
and outlets. Suppliers receive detailed small-batch orders for specific models and
sizes of garment, using information derived from the sophisticated IT that each
franchised outlet uses to send sales data to Benetton HQ, reporting what lines,
colours, and sizes are shifting in which markets. Many other retail organizations
such as Zara have successfully copied and developed further the Benetton fast
fashion model. Zara, of course, is (in)famous as a creative copyist: if you want to
know how it is so easy for a firm such as Zara to ‘knock-off’ other fashion design-
ers, then Johanna Blakley (2010) tells you how in a very fashionable TED Talk.

IMAGE 2.3 Zara - Europe’s most successful fashion chain
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IN PRACTICE

Zara

| n practice, Zara operates a vertically integrated demand and supply chain - a network
of organizations that collaborate to deliver a product or service to an end-user or
market. Zara studies its customers’ demand in the stores and tries instantly to modify
just-in-time production schedules to meet the shifting patterns of demand. Zara's design-
ers can ‘interpret’ the latest catwalk fashions from Paris, London, New York, or Milan
and have them on the racks in three to five weeks. Zara uses IT to communicate directly
with suppliers and designers in Spain. Shop managers use PDAs to check on the latest
clothes designs and place their orders in accordance with the demand they observe in

their stores. Zara's speed is the secret of their success.

What management and organization aspects of Zara's business model help to make it so

successful? Use the web to research the case.

ORGANIZATIONS AS PROFESSIONAL INSTITUTIONS

In knowledge-intensive organizations that employ many professionals, such as
universities, hospitals, high-technology firms, and R&D labs, it is often the pro-
fessional boundaries and identities that are most meaningful for the individual
employee. Their identity might stem more from the profession they belong to
than the organization they work in. They have a cosmopolitan rather than local
orientation.

Organizations in general are increasingly less idiosyncratic because they are
subject to many similar institutional demands from their environment. As many
organizations share the same environment of legislation and standards, they tend
to end up looking very similar — they all have the same ISO standards in place,
they all have to comply with EEO (Equal Employment Opportunity) legislation
and OHSS (Occupational Health and Security) laws, and so on. Large consulting
companies, for example, offer similar solutions to the various problems that large
organizations face and so they end up with similar recipes: quality management,
business process re-engineering, or knowledge management. As we will explore
in Chapter 15, institutions make organizations less distinctive and more alike.

According to Scott (2001), one of the main scholars in the field, institutions
are social structures that persist and endure and, in doing so, strongly shape the
way that people, especially professionals, in organizations do the things they do.
Institutions have been conceptualized as being made up of various elements. If the
emphasis is on cognitive elements then we tend to talk of common mental maps
or archetypes — ways of thinking, speaking, and acting — among professionals; if
the emphasis is on more normative elements, then we focus on the informal rules
and expectations that surround an institution, while regulative elements usually
refer to either state regulation, often coercive in kind, prohibiting certain things,
or more subtle regulation by institutionalized standards, such as ISO 9000. These,
together with associated activities and resources, provide stability and meaning
in our sense of the organization of work, business, and everyday life.

Institutions are formed from habituated action that is routinely repeated. Of course,
organizations never stay the same and game-changing organizations do emerge.
Such organizations are often referred to as institutional entrepreneurs and may be
either particular individuals or organizations. Examples would be Richard Branson

31



32
CRITICAL MANAGEMENT
STUDIES
The

comprises the
senior executives in any
organization, the people
who frame sensemaking,
who set strategy,
direction, and purpose.

MANAGING PEOPLE IN ORGANIZATIONS

and Virgin, changing business models in related fields such as trains and airlines by
cross-pollinating ideas from the one field to the other.

Some elements of organization seem to endure forever. All but single operator
organizations seem to have a hierarchy — someone who is a boss or superordinate
and others who are below them in rank, who are subordinates, who are subordi-
nated. However, the reality of complex organization means that hierarchy does
not always work well. Sectional interests often prevail.

Sub-optimal goals can shape actions. At the operational level what it makes
sense to do often appears to be one of those things that is in a department’s best
interests rather than that of the organization as a whole. Interestingly, this has
been a recurrent phenomenon in very hierarchical organizations, such as the
military, intelligence, and government bureaucracies, where departments and
services have competed for political attention and resources, such as seeking
funding for new battleships rather than new tanks, or for domestic surveillance
rather than foreign operations.

Where an organization is highly centralized, when it is coordinated and
controlled from a centre, then important cues can be missed, ensuring a lack of
flexibility and adaptability, as the behavioural theorists of the firm realized (Cyert
and March, 1963). It is at the boundaries and interface of the organization with
other organizations — suppliers and customers, information analysts and service
providers, other companies and civil society groups - that crucial behavioural
cues can be enacted and shape action.

Total control rarely occurs in any organization - if it did, there would be no
need for the extensive literature on the gap between decision-making and imple-
mentation that we discuss in Chapter 9. As Brunsson (2006: 32) suggests, the
implementation gap can in fact be a good thing — it creates space for subordinate
and marginal views to get a hearing. Also, it allows managers to talk the talk that
people expect without the risks of walking the walk — the risk that their decisions
will lead to action is minimized. As Brunsson says, this can be especially useful
‘when organizational action is expensive or awkward, or when organizations
encounter inconsistent demands from their environment’ (Brunsson, 2006: 32).

Often, an organization’s managers will say one thing and do something different.
There can be several reasons for this. First, they are creating cover for what they
really want to do; second, they may be quite wrong in what they want to do and their
subordinates or those on the margins are trying to tell them so, because they are
closer to the action and have a better insight into what can be done. Smart managers
will listen and do something different, accepting good advice in good spirit. Not so
smart ones will probably carry on regardless.

Smart managers know that their actions and those of the people around them
shape their preferences. Those who cultivate the illusion of acting emphatically,
carrying a metaphorical big stick, usually come unstuck in a kind of fantasy that
does not connect with the reality in which they find themselves. There is one
school of management studies that has made its focus a critique of unreflective
management: Critical Management Studies.

Typically, managers report to a top management team, which in turn reports
to an ultimate governing body: a Board of Directors, a University Council, or
(in government) a Cabinet, for example. All of these are devices that try to
ensure balance and spread in strategic views in the organization in question,
thus minimizing the chance that obsessive enthusiasm can become the basis
of misplaced judgements. Again, as Brunsson (2006: 33) suggests, if the top
management team’s managers want to be able to implement decisions they are
better making them in alignment with the preferences of their subordinates
rather than against them.



MANAGING SENSEMAKING

SENSEMAKING

WHAT IS SENSEMAKING?

Top management teams are supposed to set a common frame within which orga-
nization members, customers, suppliers, investors, etc., can make common sense
of the organization — what it is and what it does. Organization and management
theorists term those processes that people share in making a degree of sense
together, sensemaking.

We all make sense of everything around us all of the time. Organization and
management theorists refer to this as sensemaking. One way to think of sense-
making is to compare it with driving: as you drive you interpret and try to make
sense of other road users’ and pedestrians’ intentions and behaviours, as well as
of all the traffic signs around you. You are constantly making sense of a mass of
detail, data, and interpretation.

Much of what happens in organizations entails a constant process of sense-
making. Organizations are a little like a busy intersection through which a great
deal of traffic is moving. Managers may be thought of as ‘drivers’ — they seek to
steer things, make things happen as they are intended to. Some managers are
driving for performance, such as production managers; others are driving mar-
keting or sales; some others are driving human resource management. Much of
the time what they do is routine but sometimes they confront events that disrupt
known routines, creating situations in which they have to make sense of unfamiliar
cues in real time and under dynamic conditions. It is in situations such as these
that sensemaking is really tested.

EXTEND YOUR KNOWLEDGE

In lan Colville, Annie Pye and Mike Carter’s (2013) ‘Organizing to counter terrorism: sense-
making amidst dynamic complexity’, Human Relations, 66 (9):1201-1223, which is available at
the companion website https://edge.sagepub.com/managingandorganizations4e, you can
read a fascinating article that deals with a real case - the assassination by the Metropolitan
Police Counter Terrorism Unit of the Brazilian citizen, Jean Charles de Menezes, in a case of
mistaken identity in the wake of the terrorist attack in London on 7 July 2005. Organizations
increasingly find themselves contending with circumstances that are suffused with dynamic
complexity. So how do they make sense of and contend with this? When novel situations
give rise to novel routines, this can lead to different and swiftly changing identities that have

a dramatic impact on meanings and action. In this case, they led to an unwarranted death.

SENSEMAKING CHARACTERISTICS

What are the characteristic activities that bind such different kinds of managing
together? Consider the definition of sensemaking given in the margin above and
explore each of its terms in a little more detail:

e Ongoing: We are always making sense — we never stop doing so, even
when asleep - our dreams are ways of making sense of deep issues
that we must deal with in our wakeful moments. Our sense of what
we are experiencing is always of the moment - fleeting, experiential,
changing, and contextual.
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® Retrospective: We make sense of something as it is elapsing and we
are constantly reviewing the sense we make in terms of additional
sense data.

e Plausible: We never make perfect but rather provisional sense, sense
that is good enough for the matter and people at hand. It allows us to
go on with what we are trying to do. While accuracy may be desirable,
reasonable constructions that are continuously updated work better as
directional guides, especially when things are changing fast.

e Images: We often work with representations of things — models, plans,
and mental maps — as we navigate our way around unfamiliar territory.
We hear what the other is saying and try to accommodate it to things
we already know and carry round with us as our stock of knowledge.

® Rationalize: We rationalize the meaning of things that are confusing
to make them clearer and justifiable.

e People: Although organizations contain many things that act which
are not people - such as computers and keypads - it is people who
do the sensemaking.

e Doing: We do things through thinking and action, which define one
another. Weick uses a rhetorical question, ‘How can I know what I think
until I see what I say?’ The point he is making is that when people act
they discover their goals, which may be different even when we think
we are dealing with the same cues.

We all make sense of things all the time and sometimes the sense that we make
may be quite different from another person’s — even though we might think we
are dealing with the same cues. In organizations, managers want to try and have
their employees make the same sense.

We make individual sense of what’s happening around us. We use our sense
data - sight, sound, touch, taste, and smell - to assemble impressions of unfolding
events and then we use our cognitive capacities to make a pattern from the data.
The sense we make is always our sense — you make the sense — but you never do
so in isolation. You use many cues to make sense: past experience, what others
say they think is happening, likely stories that you are familiar with that seem to
fit the pattern that appears to be forming, and so on. People will not use these
cues in a uniform way, because they are individuals and, as a result, people can
make wildly different senses from the same set of cues.

IN PRACTICE

Why are you doing this subject?
We have chosen a simple activity for you to think about sensemaking in practice. Take

a group of friends and discuss with them why they are doing this subject and course.

What are the sensemaking cues that brought you and them to the subject and course initially?
How has the ongoing nature of the sense that you make now changed from before you started
this subject and course? As you think about it, what have been the crucial retrospective
moments in the sensemaking that you have experienced? Thinking of plausibility, how do you

relate what you are doing to others who have no knowledge of the course and subject: what
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are the stories that you use to make sense of your experience? Do you have a mental map
of the field of management that is beginning to take shape - what are its contours? When
you rationalize what it is that you are doing to others, what terms do you use? How has the
relevancy of these cues changed as a result of starting the subject and beginning to explore
it? In what ways that are different as a result of initial experience are you making senses of

the subject, past experiences, and future expectations?

WHY ARE ORGANIZATIONS INTERESTED IN SENSEMAKING?

Organizations have a considerable interest in their members making common
sense. Any organization appears to be only as good as its people, products, and
services, and if these people are consistently ‘on message’, making a sense that
is common across customers, suppliers, shareholders, and employees, then this
is a vital factor in assisting the organization to produce consistent products and
services. Common sensemaking is important for organizations.

It is because common sensemaking is important for organizations that a vital part
of the management task is to try and produce many cues for common sensemaking.
An important part of the manager’s job is to create, adapt, and use common frames
of meaning that characterize the organization and its members. However, making
sensemaking common is no easy matter in a world of individuals. We are all, in
principle, free to interpret things as we please. But of course, practically, we usually
try to obey the law when doing so; we follow habits and routines; we interpret using
familiar categories and concepts that are customary in our language. Managers also
employ many different tools to help develop common sense. Have you ever received
or experienced any communications from your university, old school, sporting club,
or favourite shops that could have shaped your sensemaking practices?

As we have said, management involves similar cues to driving. Driving is not only
a complex activity in itself, involving acute hand, feet, eye, and brain coordination, but
it takes place in a complex environment of signs. Some of these signs are advisory;
others are prescriptive. These signs are cues for you to manage your flow in the traffic
on the road. When you drive, you immediately enter into a complex system — the car —
of whose workings your knowledge is likely to be less scientific and more a matter of
‘know-how’. Once you are driving the car you are interacting with a great many other
road users as well as interacting with the environment that they share with you. As
you share this environment you also constitute it because the sense that you make of
the road becomes a factor for the sensemaking of all those other drivers in proximity
to you. You constitute a part of the environment for these others as they constitute a
part of it for you. You cannot control what these other drivers do but you can signal
your intentions in many subtle ways such as the way that you drive and the traffic
signals that you give. Meanwhile, your driving is framed by all the prescriptions that
surround you: Slow Down! 50 km zone! Stop!

Road signs are visible cues and artifacts that provide prescriptions for driving.
They seek to shape the environment in which we do driving. When we drive
we make sense of the signs and cues that surround us. Managing is similar.
Organizations want their members to drive in unison and harmony, with a com-
mon understanding, and no nasty accidents. They provide many cues and artifacts
that try and frame this common sense. The most obvious ones would be uniforms,
which visually position the individuals they employ as members. Hence, many
organizations, such as large-scale bureaucracies, including the churches, police,
military, hospitals, railways, and airlines, dress their members in uniforms. Thus,
we may say that organizations often reinforce the way that they shape the identity
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of their members by dressing them up in uniforms. Probably the first uniforms
were military ones - it helped to distinguish who was friend and who was foe
on the field of battle — but we find uniforms today in many walks of life, from
small settings such as car rental counters or restaurants, to large complex orga-
nizations such as hospitals or armies. In some of these organizations the subtle
distinctions between gradations of rank are encoded in uniform: take a look at
the images below — can you see any signs of different status in common identity?

The uniforms are sometimes more symbolic and culturally valued than they
are functional; the soldiers in the picture guard the Royal Palaces in Copenhagen
and, rather like the guards at London’s Buckingham Palace, have to wear a uni-
form and headgear that is neither comfortable nor practical - but it has enormous
symbolic value, denoting them as Royal Guardsmen. More often than not the
function of uniforms is as much symbolic as functional; the other photo shows
bar and restaurant staff in a corporate uniform. When we see people wearing
clothing that identifies them corporately as members of an organization we know
that management is positioning them not just as employees but also as employees
who ‘belong’ to the organization.

IMAGES 2.4 AND 2.5 Being clothed in and by organizations



MANAGING SENSEMAKING

Management seeks to establish rules and rational routines that will make
individual sensemaking predictable. Uniforms help to do this because they code
in a shorthand way what rank people have, what they might know and do.

TOOLS AND SENSEMAKING

Most managers try to be people who are not just managing but doing the best that
they can with the best tools and advice available. Just like drivers, they are trying
to follow the signs, interpret the complex situation, make sense of it all, and get
somewhere - that is their goal - as they do so. Drivers do so using a tool - the
car — and their capacity for sensemaking.

Managers also use tools to get things done: accounting systems, resource plan-
ning models, and so on. These tools are designed to be rational instruments to
aid managing. But, just as the car is a tool, and will not go anywhere if it is not
driven, so it is with management tools. They only work insofar as they are made
sense of and driven. Managers are the drivers and those people with whom they
interact in and around the organization are the sensemakers.

Tools do nothing on their own; they have to be used; they have to be made
sense of in terms of the specific context of their application, the time available
to do something, the information that is at hand, the skills and capabilities that
are available. Thus, managing is actively constructed — made sense of — by ordi-
nary people going about their everyday organizational life, using such resources
as come to hand - including rational tools, instruments, and designs. But the
important thing is the use to which they are put — not that they merely exist — and
that there is a distinct individual who is the user and who is making sense of the
context and situations of use. A number of factors thus enter into sensemaking.

ASPECTS OF SENSEMAKING

Sensemaking is a complex phenomenon. It involves:

e Social context: Sensemaking is influenced by the actual, implied, or
imagined presence of others. If other people think that a particular
interpretation makes sense then you are more likely to do so as well.

e Personal identity: A person’s or group’s sense of who they are is
important in sensemaking. Certain situations may subvert or reinforce
this sense of identity. Think of yourself reading this book. By now
you should be thinking that managing — which might have seemed
such a new idea - is now more familiar because you are able to relate
it to your identity as a driver.

e Retrospection: What people notice in elapsed events, how far back they
look, and how well they remember the past, all influence sensemaking.
Organizationally, this is extremely important because, sometimes, the
most important decisions are often the least apparent: decisions made
by minutes secretaries — what to keep and what to discard - can provide
the basis for any later sense that can possibly be made by organization
members. While these are not strategic or conspicuous decisions they
construct the organizational past.

e Salient cues: When we read detective novels and try to work out ‘who
done it’ we are doing sensemaking. Managers will use sketches of
what is going on and who is who in making sense, which they have
derived from their past experiences; thus they project their pasts onto
their futures.
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e Ongoing projects: Stuff is always happening. We provide structure
to divide the unfolding of events into different patterns. Often situa-
tions are structured in such a way as to assist you in doing this: for
instance, football is a game of two halves; symphonies have different
movements. In a football game, for example, one goal can change the
whole meaning and tempo of a game.

o Plausibility: To make sense is to answer the question, “‘What’s the
story here?” Sensemaking is about creating meaning that is sufficient
to carry on with current projects.

e  Enactment: Actions can modify that which is being observed. Something
seems to be overheating and you take steps to cool it. Your action
enacts your understanding of the situation - it’s overheating — and what
you do changes the situation — now it’s cooling down.

e Drafting: Sensemaking involves redrafting an emerging story so that
it becomes more comprehensive as events unfold and are interpreted.

e Doing: Sensemaking involves framing details as relevant, to isolate
particular themes in an emerging story and provide an answer to the
question, ‘What’s going on?’ (adapted from Weick, 1995; 2008)

Sensemaking is endemic in organizational life. Organizations are full of plausible
stories — rumour, gossip, official statements, business plans, and websites — each
sensible in its own way but none necessarily coherent with the others. People talk
all the time at work. Much of what they say is formal: the transmission of instruc-
tions and information; the making and taking of orders; the analysis of data and
artifacts; debating issues in meetings; or making speeches and presentations. Yet,
even morve is not formal, which is to say that it is neither constitutive of, nor man-
dated by, the occupational and organizational roles that organization members fill.

MULTIPLE SOURCES OF SENSEMAKING IN ORGANIZATIONS

Organizations often have multiple sources of formal meaning regarded as official.
For instance, many organizations contain members who are represented by unions,
which will formulate views on official policy of the organization that is equally
formal and official but may well conflict with that of management. In a pluralist
organizational setting, it is recognized that management and the unions will often
hold competing but legitimate views on an issue. Unions are formal organizations
that need to be managed; just as other organizations they use IT, maintain websites,
and offer benefits and services to members.

Unions are formally organized as an association of wage-earning employees
mobilized to represent their constituents’ interests, which will often diverge from
those interests that their employers represent. Some people consider unions that
seek to bargain collectively for the betterment of the rights and conditions of
their members as illegitimate representations of irrational interests queering the
pitch for the rational employer and loyal employee to collaborate harmoniously.
Unions are secondary organizations because they can only ever organize in a
space already organized by employers. To the extent that these employment spaces
become increasingly global, the creation of solidarity by the union becomes far
more difficult to manage.

Unions are sensemaking devices that many employers and conservative political
parties are antagonistically opposed to because they regard the sense they make
as a restraint on the free market. From this perspective labour is a commodity to
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be bought, sold, and used (or not used) just as any other commodity, and it should
clear at a market rate that should only be determined for individual cases, rather
than at some collectively bargained price.

Management, employers, and the political parties that seek to represent their
interests often regard unions with hostility, despite the many positive things
that unions can achieve, such as legitimate grievance resolution, which can
often minimize turnover with all its attendant costs, or obliging employers to
be more innovative in the use of capital because the price of labour cannot be
pushed lower. They want to exclude union sensemaking from the picture. Often
employers, managers, and the parties that seek to represent them have a frame
of reference that espouses what is termed managerialism.

The belief in management as a means capable of solving any problem elevates
the necessity of management into an ideology of the modern world.

On an ideological basis it is assumed that organizations should be normatively
integrated by shared values expressed within a single source of authority, legiti-
macy, and decision-making embedded in the managerial hierarchy that serve the
interests of the owners of that organization. Often, managerialism assumes the
identity of an ideology established to justify the application of managerial tech-
niques to all areas of society on the grounds of expert training and the exclusive
possession of managerial knowledge (Klikauer, 2013: 2-3).

In recent years the ideology of managerialism — or new public management
as it is known in the public sector — has come to pervade most aspects of orga-
nizational life. Managerialism involves the attempt to remake organizations in
an idealized image revolving around a strong corporate culture, entrepreneur-
ialism, quality, and leadership, and focused on achieving targets. The targets are
often measured through audits - of culture, quality, job satisfaction, customer
satisfaction, etc. These can be used to rank organizations according to a range
of criteria. Power (1997) has argued that this is a sign that we live in an ‘Audit
Society’ in which rankings of organizations are increasingly common, and where
league tables determine the sense that is made of organizational performance.

How organization relations actually pan out will always depend on the spe-
cific sensemaking that we find in local situations, discourses, and practices. For
instance, Scandinavian managers would expect to be union members; British,
American and other English-language managers would not. Their attitudes to
unions will differ in consequence.

When managerialism is expressed politically at the national level it can take the
shape of a systematic mobilization of bias against collective representation, con-
tracts, and rights, stressing instead the individual nature of employment contracts
and effort bargains. When it is expressed politically at the organization level it is
usually through the discourses of human resource management (HRM) in which
mechanisms that create employee commitment to the organization are stressed,
such as performance-related pay, regular performance appraisals, team-working,
empowerment, and skill development programmes (see Chapter 6).

Managerialism assumes that the decisions that management makes can always
be rationalized by reference to the maximization of shareholder value. In such a
conception of the organization, resistance to management decisions is regarded
as illegitimate and irrational because in profit-oriented organizations the crucial
factor is to maintain a sustainable flow of earnings and profits; for other orga-
nizations, it is more complex, however. In not-for-profit organizations there is a
great deal more to manage than capital or the bottom line.

Capital is an abstract concept that might take many material forms. Traditionally,
it was thought of purely in economic terms, as wealth invested in an asset with the
intention of delivering a return to the owner of that asset. As such, capital implies
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complex sets of relations of ownership and control of the asset and employment
in its service. It is not just financial capital that needs to be managed. As well as
financial capital, required to ensure that an enterprise is a ‘going concern’, there
is also, very importantly, social capital (above all, that intangible thing called
‘reputation’). Social capital refers to whom you know rather than what you own
or what you know; social capital is the set of relations and knowledge embedded
in those relations that you are able to mobilize. For instance, in Business Schools
students not only learn from the formal curriculum but also make social contacts
that they can relate to later in their business career. It is through this knowledge
and the tools that are learnt in the classroom as well as the contacts made that
management students will become accomplished sensemakers, running organi-
zations with broad-based know-how and know-who.

Among the major sensemaking tools that managers will use in organizations
are rational management plans, designs, structures, and theories - it is these
that provide the categories and labels with which managing is done. Sometimes
these work smoothly and paper over the little cracks that may occur in differ-
ent understandings of a situation. For this reason, we should expect to find a
great deal of managerialism and rational planning in the organizational world.
However, while it is a powerful device, trying to fix everyone’s sensemaking
on management’s terms, can create a fair degree of cynicism and contestation
about managerial interpretations being premised as the only ones that count by
other stakeholders.

Different types of sensemaking occur especially where things are uncertain
or where things are not as we would have expected them to be, when sense just
breaks down, or cannot be made, and normal expectations just do not work. The
computer messages that the system transmits are just plain puzzling and seem
wrong; your colleagues are acting strange (what do they know that you don’t?);
and so on. When we make sense of breaches in everyday understanding, sug-
gests Weick (2008), we look first for reasons that will enable us to keep on doing
whatever it was that we were doing — we are averse to change. We make sense
using devices such as what everybody knows, or we apply rational analysis, or
we ask others what they think is going on.

Organizations that endure, that have longevity, have the opportunity to draw
on deep wells of past sensemaking to ensure their continuity with the past, at
least rhetorically, and to guide their progress into the future. We usually call this
kind of sensemaking ‘tradition’. The enactment of tradition is central to histor-
ically long-lived organizations, such as monarchies, churches, universities, and
also businesses.

EXTEND YOUR KNOWLEDGE

In Mairi Maclean, Charles A. Harvey, John A. A. Sillince and Benjamin D. Golant’s (2014)
‘Living up to the past? Ideological sensemaking in organizational transition’, Organization,
21 (4): 543-567, which is available at the companion website https://edge.sagepub.com/
managingandorganizations4e, archival and oral history research on organizational change
at Procter & Gamble from 1930 to 2000, focusing on periods of transition, is explored. The
article examines historical narrative as a vehicle for ideological sensemaking by top man-
agers. The past emerges as a recurrent lever of strategic manoeuvres and re-orientations.
Executives (re)interpret the past to author the future, ensuring ideological consistency

over time.
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SENSEMAKING CAN BE A MATTER OF LIFE AND DEATH

Organizations are often difficult places to make sense in, especially as we cross
their rational boundaries. Consider the example of hospitals. They can in fact be
dangerous for the patients. One reason for this is that the patient’s body becomes
the point of intersection of many different professional practices, such as radiogra-
phy, anesthetics, operative care, post-operative care, and so on. At each handover
point there will be inscriptions — readings, charts, data printouts, briefings — that
are passed from one team to another. Unfortunately, these present lots of oppor-
tunities for people to make different sense of the situation. Sometimes inscriptions
will be misunderstood, sometimes improperly read or communicated, sometimes
they will be faulty, and sometimes they just get it wrong. Organizations are full
of handoff situations: when inspection comes into play; when training takes over;
when memos are sent and instructions issued from one subunit to another. All of
these offer ample opportunity for recipients to make plausible sense of incomplete
details — and hopefully, not have to be accountable for the sense that they did, or
did not, make at the time, subsequently (Weick and Sutcliffe, 2003).

SENSEMAKING PRODUCES WHAT WE TAKE TO BE RATIONAL

So, sensemaking is what all people in organizations will routinely do while they go
about their busy organizational lives. Essentially, it is a process of pattern making.
We fit clues and cues together and make meaning out of them. We trace a frame,
enabling us to connect things together and make a coherent and connected pic-
ture, a metaphor. Once we have the frame then we can make sense. Metaphors
frame understanding to produce rationality.

One metaphor has long been dominant where management is concerned: the
metaphor of engineering. The idea of there being a specific managerial ratio-
nality first emerged in the 1880s in the USA (Shenhav, 1999) from which early
management writers created a new language of rationality, one that American
engineer Frederick Taylor (1967 [1911]) popularized in the famous Principles of
Scientific Management.

The father of modern management, Taylor insisted that under rational manage-
ment ‘all of the planning which under the old system was done by the workman,
as a result of his personal experience, must out of necessity under the new system
be done by management’ (Taylor, 1967 [1911]: 38). Here decision-making is taken
to be the domain of the superior intellect of the manager such that the manager
(usually) can deploy a scientific rationality in order to find the ‘one best way’
proposed by Taylor’s approach.

The divorce between decision and execution has been a central tenet of man-
agement science. Usually, the model of decision-making is described as a perfectly
well organized, rational, and logical process. Problems are defined, the relevant
information is analysed, possible solutions are generated, and the optimal solution
is decided upon and implemented. Deming’s ‘plan-do-check-act’ (PDCA) cycle
is an excellent example of how this is done in many contemporary organizations
(see Deming, 2000). Organization members become disciplined and reflexive
extensions of the corporate mind, able to exercise discretion, but in corporately
prescribed ways. Much of modern management thinking follows this vector. It
is framed by a simple assumption that what management does is nearly always
necessarily and inherently rational.

Creating a metaphor always involves the literal meaning of a phrase or word
being applied to a new context in a figurative sense, says Grant (2008: 896).
Metaphors influence the way we describe, analyse, and think about things. As
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Morgan (1986) has argued, it is the metaphor of the machine that is most prepon-
derant in its application to managing and organizations. So when rationality is
attributed to managers and organizations it is often done so in terms of machine-
like properties, such as ‘the organization runs on clockwork’. Managers commonly
use metaphors in practice. One study found that the common metaphors in use by
a cross-national selection of managers in respect of their day-to-day interactions in
relationships with suppliers and clients was to see them as if they were performing
acts, playing games, and fighting battles.

EXTEND YOUR KNOWLEDGE

In Dominika Latusek and Paul W. L. Vlaar’s (2014) ‘Exploring managerial talk through
metaphor: an opportunity to bridge rigour and relevance?’, Management Learning, published
online before print 9 April, doi: 10.1177/1350507614529512, which is available at the companion
website https://edge.sagepub.com/managingandorganizations4e, the authors combine the
use of metaphor as an analytical tool with a focus on managers’ perceptions of their own and
others’ behaviours. These can be made sense of theoretically through analysis of metaphors

in use that serve to inform practice.

COMMON METAPHORS FRAMING RATIONALITY

In addition to the myriad of metaphors in use by practising managers in everyday
life in organizations there are some favoured metaphors in use by management
theorists. We will highlight three of these next.

METAPHORS OF DIVISION

A very specific idea of rationality, one tied up with the division of labour, became
embedded as the common sensemaking of modern management. Discussion of the
division of labour goes back at least to Adam Smith (1723-1790), with his praise
for the rationally divided pin-factory and its labours in The Wealth of Nations
(1961 [1776)). Economic growth, according to Smith, is rooted in the increasing
division of labour. Where there is a division of labour, each employee becomes an
expert in one task, saving time in task-switching and thus increasing efficiency.

A smart organization divides all its tasks in terms of different roles and respon-
sibilities and assigns these to different occupational titles, suggested Smith. In turn,
these titles describe in shorthand the jobs that people are supposed to do. The
division of labour produces a more specialized labour force. Instead of everybody
trying to be a jack-of-all-trades and a master of none, capable of doing everything
in an organization, labour becomes more specialized by breaking down large
jobs into many

Smith’s ideas connected with many currents in the US, the home of modern
management. In the military, especially strong after the US Civil War, West Point
engineers were very influential in promulgating efficient engineering solutions
to many problems. One man in particular, F. W. Taylor, fused the engineering
stream with one that emerged from the Deep South. Many of the practices used
to manage slaves were based upon the idea that the people being managed were
basically stupid and that therefore the means of control and direction needed to
be very simple. Taylor adopted the idea that the best worker was a simple crea-
ture and he sought to design efficiently engineered solutions for designing and
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managing work based on the assumption that these simple employees were not
to be trusted. What intelligence they had, he thought, often became manifest in
cheating on their employers.

BIOLOGICAL METAPHORS

Another key metaphor for modern management and organizations is the assump-
tion that organizations are a collective body in which all the component parts
should function much as do healthy organs in a human or animal body. Putting
the organ into organization, some people like to think about organizations as
having brains and other organic characteristics. The brains are usually seen to be
in the ‘head quarters’ (headquarters), the hands on the factory floor, and so on, all
working in a harmony and unison designed by the brain. Such metaphors assume
that the organization is akin to an organism. They are especially popular with top
management teams who think that they are the brains of the organization.

The problems with conceiving of organizations as an organ are evident. Only
the top management team is allowed to have ideas; everybody else has to follow
these. Thus, there is little scope for innovation to arise from anywhere other
than the top. If good ideas emerge from elsewhere the odds are they will not
be captured. Often they are not sought. A desperate Henry Ford asked why he
always got stuck with the whole person rather than with a pair of hands. Hands
were what he hired, but troublesome bodies with querulous minds were what he
so often got, despite many systematic attempts by the Ford organization and the
agencies it hired to screen out troublemakers and those morally unfit and insuf-
ficiently temperate in their habits for the regime on Ford’s production line. The
metaphorical body corporate easily reduces the literal body of the worker to be
considered as exemplary only if the worker behaves as a puppet to the commands
issued through the managerial pulling of strings (ten Bos and Rhodes, 2003).

METAPHORS OF RATIONAL CHOICE

Sometimes it is assumed that everyone who works in whatever job they do does so
because of a rational choice, otherwise they would exit. Of course, this is to deny
the many ways in which opportunities are structured historically, economically,
socially, culturally, religiously, and so on.

Rational choice theories, beloved of economists, assume that individuals have
an established preference or utility order. The rational person, it is assumed, will
always maximize individual benefits and reduce costs in the choices that they make.

There are many things wrong with the assumption that individuals exercise
rational choice. Individuals’ ideas and preferences are always socially and orga-
nizationally formed and cannot be treated as independent and voluntary causal
variables. You are Jewish or Muslim and abhor pork, for example, while I am
Hindi and cannot bring myself to eat beef. In terms of motivations, individuals
sometimes have interests not only in their self and particular others, such as family
members, but will sometimes act on behalf of more altruistic motives. Individuals
often act from motives that are not economically self-interested yet still rational.
Individuals’ rational preferences are frequently shaped by irrational factors, such
as emotions: think of the sports teams you love and hate.

Individuals never have perfect knowledge of alternatives and thus cannot
weigh up preferences rationally. They do not have an economic calculus for
every action; some actions have value that is expressed morally, ethically, and
socially rather than economically and many actions are ill considered, as matters
of instinct or habit.
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Individuals’ choices made in the spirit of self-interest do not necessarily maximize
the collective benefit; poor managerial choices can destroy things of great value,
such as employment, careers, shareholder value, the environment, and social har-
mony. Indeed, if one takes a longer term perspective, choices made in the spirit of
self-interest may not be of benefit over a longer period, for example burning fossil
fuels can further climate change; using common land to feed one’s animals, because
it is a free resource, leads to the depletion of the resource; abolishing a carbon tax
does not encourage investment in less polluting sources of energy.

Most social scientists, other than economists, are sceptical about the capacity
of human decision-making to be utterly rational. Instead they prefer to see people
as only ever rational within the bounds of their knowledge and ignorance. They
see people as characterized by bounded rationality.

Conditions of uncertainty are often characteristic of decision-making situations.
In situations of uncertainty individuals act inconsistently (and thus other than
wholly rationally). We also discuss this further in Chapter 3.

From a bounded perspective, rationalized practices are seen as essentially
cultural, expressed through managerial talk and writing (Dobbin, 1994).
Fligstein (1985) showed how different managerial groups sought to promote
their own expertise as the basis for organizational rationality in the emerging
multi-divisional form (MDF) of organizations that superseded bureaucracy, as
we discuss in Chapters 15 and 16. The crucial thing is to appear to be rational
by having all of the symbols of rationality in place.

How do organizations’ managers know that they are being rational? Brunsson
(2006: 34) suggests that they can do so by following rules, or imitating the ways in
which other organizations operate, or through experimenting. Following rules is a
sure-fire way of keeping out of trouble, even if the results are unfortunate, as we
will see in Chapter 14. In reality, rule following is usually less about getting things
done and more to do with keeping out of trouble. Similarly, if managers imitate what
other managers who are perceived as being successful do, they can claim legitimacy
for their actions - even if they fail - while experimentation may mean that they hit
on something that they could never have arrived at intentionally (see Chapter 11).

Metaphors can be dangerous. We find that rational divisions of labour can
produce irrational employees; that the organization conceived as a rational organ
can stultify innovation; rational choices can sometime be irrational because of
what they do not take into account.

Rational models are best thought of as descriptions of action that will usually
be compelling for most organizational audiences - thus they are a handy tool
with which to provide accounts of action — but they are not necessarily the best
basis for determining what managing actually consists of. The metaphors of
rationality have great legitimacy - in part because they have been around for a
long time and in part because they have been associated with strong programmes
for reforming organizations.

The opposite of rationality is irrationality. Given that the most powerful people
in any situation usually get to define what rationality is, then it is not surprising
that they also define what rationality is not, and thus what is irrational.

For instance, when managers implementing reforms encounter widespread
resistance to change they tend to see the resistance as irrational. Resistance
serves as additional evidence for managers of the rightness of the reforms being
resisted and so a vicious cycle of more control generating more resistance often
ensues. Hence, it is not surprising that resistance to change is a widely observed
phenomenon in organizations. Such resistance can be overt, in the form of wildcat
strikes, campaigns, or other forms of collective action, or it can be covert, through
attempts at undermining change programmes by the widespread adoption of
cynicism, irony, and ambivalence.
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WHY ARE MANAGERIALIST ASSUMPTIONS OF
RATIONALITY INFLUENTIAL?

Managerialist views are attractive to many managers. Such views place them in
control. They tell them they know what they are doing. They make them feel
authoritative. They place them clearly in the centre of their own frame. They legit-
imate these frames. They make them feel important - big men and tough women
in business — even as their pretensions may be mocked by their subordinates,
contradicted by their failures to make the world of work correspond to the ideal
model, and compromised by the endless ways in which they have to ad hoc and
cobble together compelling accounts of what they have been doing that they know
do not correspond with the reality that they have lived.

Sometimes, as some feminist critics suggest, managerial rationality seems a pecu-
liarly masculine view of the world (Freeman, 1984), which we discuss in terms of
gendered communication in Chapter 10. The rational attributes of decision-making
are equated with male characteristics in contrast to the way that women have been
represented as being emotional, capricious, unsystematic, and irrational (also see
Calas and Smircich, 2006).

To maintain a rational model of organization would mean being able to control
events and people closely, according to a tight script, even at a distance. As we
will see in Chapters 14 and 15, this is the very essence of the ideal of bureaucracy.
But any organization that ran like this would be not only a disaster in any environ-
ment subject to change but also impossible. It would be a disaster because there
would be no deviance, no opportunity for learning or innovation (see Chapters 11
and 12), just a kind of Stepford Wives rationality (Oz, 2004). It would be impossible
because we cannot help but make sense, and different people and stakeholders
will make sense using a plurality of devices. It takes a lot of training to have total
tunnel vision; many failed organizations seemed to have thought it worthwhile
to attempt it in pursuit of rationality.

A belief in rationality can become a self-fulfilling prophecy: if what managers
define as rational is resisted then the resistance simply shows the irrationality that
has to be reformed (Fleming, 2008). There are two types of resistance to change:

®  Resistance by omission: passive attempts at undermining what is being
presented as rationality by withholding consent or support, demon-
strating a lack of legitimacy of the rationality in question.

®  Resistance by commission: more active attempts at blocking, thwarting,
or otherwise sabotaging what the organization is trying to position as
its rationality (Fleming, 2008).

Resistance can sometimes be thought of as an attempt to assert an alternative
rationality. Claims to management knowledge that position it as rational often
assume all other claims are merely the promotion of sectional, self-interested,
and irrational strategies. Such views presuppose a unitary framework: that there
is one correct way of seeing things. The unitary view of organizations is a major
strategy in promoting managerial rationalities. Often, the argument is that where
there is resistance then more work must be done in building commitment on the
part of HRM (see Chapter 6); otherwise, people would not resist! According to
this view, if reason prevailed there would be total commitment and no resistance.

Many social scientists suggest that rather than restrict the category of rationality to
plans that rarely work out in practice we should instead study the practical, situated
rationality that people display in their everyday life — what is sometimes referred
to as mundane reality. Hence, there are rationalities, rather than rationality per se.
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People make sense through their understanding of the world, their interpretations
of other people and those things that populate their world. They have many cat-
egories and devices for making sense of this world; some of these will be shared
with other members of the organization and some will not. Some will be regarded
as legitimate by the organization while others will not. Organization members build
their practices on their understandings (Baunsgaard and Clegg, 2013).

We should not study just the formal rationality that characterizes modern
organizations — the plans, documents, and devices of the top management
team — we should also look at what people actually do with and to these. In
other terms, we should expect rationalities to be plural, consisting of both the
words and the deeds that are done - and sometimes not done - in and around
organizations. Rationalities are always situated in different accounts, albeit that
some of these will have far more legitimacy than others in certain contexts.

Many of the strategic errors that managers make can be attributed to the fact
that they manage as if the world depicted and represented in their legitimate
view of rationality was actually as controlled and controllable as they think is
the case. Rarely, given the ingenuity that different stakeholders bring to sense-
making, can this illusion be sustained, because we rarely share a common sense.
We work from different interests, different disciplines, and different knowledge,
with different power relations, striving to make sense using those terms that
make sense to us. Of course, if we are all doing this, then we should expect
managing to be a highly politicized and contested activity — which is precisely
what management is.

SUMMARY

In this chapter we have introduced the two key terms that comprise the title of the
book: managing and organizations. We chose to begin with organizations, as this
is the more conventional point of departure. Next, we considered ‘managing’, the
other key word in the title of the book. Managing is an activity, something that we
all do. We all manage our everyday lives, more or less competently. While managers
are specialists in managing - it is the job that they are paid to do - this does not
make everyone else they work with a non-manager. They do not give up managing
their affairs because someone called a ‘manager’ has come on the scene.

The core competency of managing is sensemaking: making sense of others,
of situations, of material things and immaterial ideas, plans, and documents.
It is possible to make sense on one’s own but it is not advisable. Sensemaking
is what we do when we make sense of situations, people, and things. Most of
what is important about situations, people, and things is the sense that others
are making of them, and if we do not have a good grasp of the range of sense-
making that is going on we cannot begin to act as effective managers. Being an
effective manager means getting things done, and to get things done we have to
act with and through others: we must form alliances and coalitions, use power,
build relations, manage conflicts, develop cultures, and so on.

We never manage in a metaphorical green field’. There is always too much
history, too much past sense that people have made of the same situation or
situations that they define as being similar. That’s how people make sense — they
make comparisons using what they know. People bring past experience to bear
on the situations in which they find themselves. Different people often make
different sense of what appears to be the same situation. Managing has to deal
with these different definitions of the situation.

A great deal of management and organization theory seeks to prescribe specific
states for organizations. But managing is never static, always dynamic. Managing
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means accomplishing organization in action. If rules are not followed, if routines
are not repeated, if standards are not reproduced, then the organization is not being
achieved in the terms that those who seek to control think it should be. Contrary
to much conventional thinking, lack of control may not be such an error. Creativity
and innovation rarely come only from following rules or orders: it is often the
exclusion of error, according to plans, that makes organizations more fallible and
likely to fail, precisely because they have minimized opportunities for learning.

For the individual, becoming an employee in an organization means renouncing
some degree of freedom of choice and freedom of sensemaking. As the old adage has
it, you have to fit in — and organizations will go to great lengths to try and ensure
that you do, from selection, through training, to performance-related pay. Much of
HRM is oriented to achieving desired organizational behaviour. As an employee, you
have to make sense on terms that are largely prescribed for you - and for those who
are managing you and those whom you are managing. There will always be areas of
agreement and areas of conflict and some things that just do not make much sense.

Managers use many artifacts with which to manage: organization charts,
standards, routines, rules, technologies, and, above all, formally planned and pre-
scribed ways of relating to and using all these devices. Because of sensemaking
they may actually use these devices in creative and different ways. The devices
used by managers do not prescribe what management does: managers choose
how they will use what they use and what they seek to position it as meaning,
just as do all those other people in and around their organizations — subordinates,
colleagues, rivals, suppliers, customers, etc., who have an interest in the situation
being defined and managed.

Sensemaking is always more problematic when situations are changing rapidly
and their definition is contested or unclear. The world of organizations is changing
rapidly at the present time such that ever since the development of new digital
technologies, particularly the Internet in the mid-1990s, writers have been noting
that paradigms of management were changing (Clarke and Clegg, 1998). In this
book we focus not only on new technologies but also on changing international
divisions and specialization in the production of goods and services, and the skill
implications of these for managers; we also look at the effects of globalization
and the increased diversity that this creates for organizations to manage; also,
we consider the role of changing values, particularly those concerning corporate
social responsibility and sustainability, values often held dearly by the younger
generations, and consider what it means to manage in a world that is not only
speeding up but becoming evermore integrated. All these trends are deeply cor-
rosive of traditional modes of organization.

EXERCISES

1. Having read this chapter you should be able to say in your own words
what each of the following key terms means. Test yourself or ask a col-
league to test you.

Managing Hierarchy
Identity Organizations
Technologies Metaphors
Rationality Sensemaking
Values

2. Why do organizations seek to forge common sensemaking?
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TEST YOURSELF
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TEST YOURSELF

Review what you have learned by visiting:
https://edge.sagepub.com/managingandorganizations4e or your eBook

Test yourself with O Revise key terms with the

multiple-choice questions interactive flashcards

CASE STUDY

In a by now famous article in the Administrative Science Quarterly by Karl Weick, you will
read about a bush fire that killed 13 firefighters.

The heart of the story as Weick retells it is this:

On 5 August 1949, at about 4 p.m., 15 smoke jumpers - trained firefighters but new to one

another as a group - parachuted into Mann Gulch. The crew’s leaders originally believed that
the blaze was a basic ‘ten o’clock fire’, meaning that the crew would have it under control by
10 the next morning. Instead, the fire exploded and forced the men into a race for their lives.

The Mann Gulch fire may seem to be a distant tragedy, but Maclean’s exploration of
the event touches on many questions of deep significance for readers today. For those of
us concerned about leadership in organizations, the episode illuminates problems facing
corporate leaders. Increasingly, corporate work unfolds in small, temporary outfits where the
stakes are high, turnover is chronic, foul-ups can spread, and the unexpected is common. As
we will see from what follows, minimal organizations, exemplified by the crew at Mann Gulch
and found at a growing number of businesses, are susceptible to sudden and dangerous
losses of meaning.

The fire at Mann Gulch probably began on 4 August when lightning set a small fire in a
dead tree. The temperature reached 97 degrees the next day and produced a fire danger
rating of 74 out of a possible 100, indicating the potential for the fire to spread uncontrollably.
When the fire was spotted by a lookout on a mountain 30 miles away, 16 smoke jumpers were
sent at 2:30 from Missoula, Montana, in a C-47 transport plane. (One man became ill and
didn’t make the jump.) A forest ranger posted in the next canyon, Jim Harrison, was already
on the scene trying to fight the fire on his own.

Wind conditions that day were turbulent, so the smoke jumpers and their cargo were
dropped from 2,000 feet rather than the usual 1,200. The parachute connected to their
radio failed to open, and the radio was pulverized as it hit the ground. But the remaining
crew and supplies landed safely in Mann Gulch by 4:10. The smoke jumpers then collected
their supplies, which had scattered widely, and grabbed a quick bite to eat.

While the crew ate, foreman Wagner Dodge met up with ranger Harrison. They scouted
the fire and came back concerned that the thick forest near which they had landed could
become a ‘death trap’. Dodge told the second-in-command, William Hellman, to take the crew
across to the north side of the gulch, away from the fire, and march along its flank toward the
river at the bottom of the gulch. While Hellman did this, Dodge and Harrison ate a quick meal.
Dodge rejoined the crew at 5:40 and took his position at the head of the line moving toward
the river. He could see flames flapping back and forth on the south slope as he looked to his
left. Then Dodge saw that the fire had suddenly crossed the gulch about 200 yards ahead
and was moving toward them. He yelled at the crew to run from the fire and began angling

up the steep hill toward the bare ridge of rock.
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The crew was soon moving through slippery grasses two and a half feet high but was
quickly losing ground to the flames - eventually towering at a height of 30 feet - rushing
toward them at a rate that probably reached a speed of 660 feet per minute. Sensing that
the crew was in serious danger, Dodge yelled at them to drop their tools. Two minutes later,
to everyone's astonishment, he lit a fire in front of the men and motioned to them to lie down
in the area it had burned. No one did. Instead, they ran for the ridge and what they hoped
would be safety.

Two firefighters, Robert Sallee and Walter Rumsey, made it through a crevice in the
ridge unburned. Dodge survived by lying down in the ashes of his escape fire. The other 13
perished. The fire caught up with them at 5:56 - the time at which the hands on Harrison’s
watch melted in place.

As Weick writes, there is more to this story than bad luck or poor decision-making. As he
says, under conditions of ‘noise created by wind, flames, and [when the sound of] exploding
trees is deafening and the temperature is approaching a lethal 140 degrees, and when rela-
tive strangers who “love the universe but are not intimidated by it” are strung out in a line,
people can neither confer with a trusted neighbor nor pay close attention to a boss who is
unknown and whose commands make no sense whatsoever. As if these obstacles were not
enough, it is hard to make common sense when each person sees something different - or
nothing at all - because of the smoke ... It is hard to make common sense when each person
sees something different.’

Weick’s central point is that when sensemaking breaks down and one is confronted with
immediate danger, one should ‘drop one’s tools’ - metaphorically and in this case literally.
When routines are disrupted, challenged, or broken, don’t do what one normally does. When
people know that they don’t fully understand what is happening they should resile from nor-
mal routines and improvise. Dodge improvised by creating a fire to burn a safe spot in which
to shelter from the fire storm but the others, handicapped by their tools and training which
confirmed their identity as the kind of professionals they were, did not understand why he
was doing what he was doing.

Mann Gulch was a tragedy, but in the scale of things, a small one.

9/11 was a tragedy on a large scale, immediately killing nearly 3,000 people. 343 fire-
fighters died when the Twin Towers collapsed on September 11 2001. However, the death
toll from the attacks continues to grow as thousands of emergency workers contract cancer.

The first responders’ response to 9/11 raises major organizational issues. Should respond-
ers be sent in to situations where there is little hope of survival for those whom they attempt to
help and themselves, as well as the potential for long-term harm? Under those circumstances,

should they, literally, ‘drop their tools’?

Questions

Analyse the Mann Gulch incident - what should the firefighters have done to save lives on
9/11? What can one learn from Weick’s analysis about the organizational response to the 9/11
incident - should the firefighters have dropped their tools and refrained from entering the
stricken building? Answer the question from the perspective of the Fire Service executive
seeking to make sense of the disaster to inform future responses to similar disasters: in such
an event what should firefighters do? Prepare a draft set of recommendations for responding

to a future event similar to 9/11.

Resources

Check out the companion website https://edge.sagepub.com/managingandorganizations4e

for a list of web resources related to this case study.

9/11 AFTERMATH

FURTHER READING
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ADDITIONAL RESOURCES

If you want to find out more about ‘sensemaking’, then the key
resource is Weick’s (1995) book, Sensemaking in Organizations. It is
not an introductory book, though, and may be hard going if you are
new to this subject. An easier source is the entry in Clegg and Bailey
(2008) The Sage International Encyclopedia of Organization Studies.

The Swedish theorist, Nils Brunsson, has written three excel-
lent books on problems with the rational model of organizations.
These are The Irrational Organization (1985), The Organization of
Hypocrisy (1989), and Mechanisms of Hope (2006). Together they form
a remarkable trio of organization analysis at its best. Again, however,
they are not for the introductory student. There is also an interview
with Nils Brunsson at the companion website: https://edge.sagepub.
com/managingandorganizations4e

Rational choice theory is dissected economically and clearly by Zey
(2008a).

A good overview of approaches to understanding and sensemaking
in organizations is provided by Sandberg and Targama (2007), in
Managing Understanding in Organizations.
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SEEING, BEING. FEELING

LEARNING OBJECTIVES

This chapter is designed to enable you to:

e Develop an understanding of how psychology contributes to organizational behaviour

o Describe the process of perception and understand how it can affect performance at work
e Outline how values drive individual behaviour

e Outline arange of personality theories

e Explain how positive psychology can improve people’s workplaces

A few words from the great William James (1842-1910), American philosopher and psychologist:

The greatest discovery of my generation is that human beings can
alter their lives by altering their attitudes of mind.

INTRODUCTION

It is not an over dramatization to say that those of us alive today live in a world
of unparalleled uncertainty. In the last few years we have seen a succession of
natural disasters ranging from destructive floods and earthquakes and human
made catastrophes, including global financial meltdowns, increasing civil unrest
across the world, and shifts in economic power trending towards the east. At the
same time advances in technology, particularly in communications technology,
are transforming not only the ways in which we do business but also how we
relate and communicate within and between societies. As organizations face the
unparalleled levels of complexity and uncertainty that arise from such challenges,
they must become more agile and responsive, not only to survive but also to lead
and capitalize on the opportunities available to them during turbulent times.

It is no secret that people — how they relate to one another, work together, and
share ideas - are at the very core of the ability of organizations to be innovative,
responsive, adaptive, and successful. What we hope will be evident in all the
chapters of this textbook is that the relational aspects of managing and organizing,
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while often treated as ‘the soft stuff’, are probably going to be the most difficult
part of your life as a manager. Indeed, most of the problems you will experience
at work will be related to people, the things they do, or do not do, and the way
you relate to and with them.

In organizations today a ‘one size fits all’ management approach will not work.
Contemporary managers can no longer rely on hierarchy and nominal roles to
manage people; there is no longer a divine right to manage, and so managing has
become an increasingly difficult, political, and challenging endeavour. It is so for one
very good reason: people are complex. It is imperative, therefore, that managers are
acquainted with some of the core ideas that have originated from psychology and
are now applied to managing and organizations, often in taken-for-granted ways.

The astute reader of this book will notice that we gradually but surely move
away from psychology towards sociology, anthropology, and politics as we
increasingly situate the managing and managed person in a broader context. We
begin with the person, however: hence, in this chapter we will predominantly
take a psychological perspective to explore the core ideas central to managing
individuals, particularly from a psychological perspective. Psychological properties
can be analysed at both an individual and a group (social) level, both of which
are critical to managing people at work. We will explain the basic psychologi-
cal concepts and principles we believe are central for managing individuals in
organizations and will go on to look at teams and groups in Chapter 4. In this
chapter we will discuss perception and how perception can affect how we behave
and think about things. We humans are not the perfectly designed creatures we
believe ourselves to be; how we perceive things, what we attend to and ignore,
how we interpret people and make decisions about them is prone to many types
of errors. For this reason understanding the process of perception is critical in
helping us become better managers.

Second, we will take a close look at values because they are the fundamen-
tal building blocks for managing culture, diversity, and communication (all
topics covered in detail throughout this textbook). You need to consider how
yours and others’ values are formed and how they can drive us throughout our
working lives; how they bind us but also how they separate and differentiate
us from others, how they can lead to conflict between people and societies.
Third, personality is important because it is seen as the essence that makes
each of us who we are, determines how we behave, and shapes how we feel.
We ask, ‘Can we categorize people as types, or are each and every one of us
unique individuals?’ Finally, we close the chapter by looking at emotions from
a ‘positive psychology’ (PP) perspective. We will concentrate on a topic, the
pursuit of which is enshrined in at least one nation’s constitution. Before we
explore these fascinating topics, let us first build an understanding of psychol-
ogy and its application at work. (See Talk #2: Introduction to managing people
in organizations, by Dr Tyrone S. Pitsis.)

PSYCHOLOGY AT WORK

Psychology first explicitly emerged in Greece more than 2,500 years ago when
philosophers tried to explain the nature of the self, the soul, and personality. The
word psychology has a classical etymology.

Psychology seeks to answer the question: ‘Why are we the way we are?’ It
concerns itself with all aspects of the workings of the mind (such as perception,
attention, thought, memory, and affect at the intrapersonal and interpersonal levels
of analysis), and also with understanding the brain’s development, its possibilities,
degradation, and limitations.
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The application of psychology at work has occurred through the fields of
applied industrial and organizational psychology. However, more generally it is
in the field of organizational behaviour that the theory, research, and practice in
psychology have been applied to organizational life. OB involves understand-
ing, researching, and addressing organizational behaviour phenomena from a
multidisciplinary perspective, primarily including psychology but also drawing
on sociology, anthropology, economics, and political science to name but a few.

In this textbook we epitomize the interdisciplinary nature of the OB field. The
book is written by a sociologist who has worked in management for 25 years and
has a behavioural science background (Stewart); a philosopher and strategist who
works in both the management and the design field (Martin); and a psychologist
(Tyrone), who also works in management. In Chapters 3 to 5 we predominantly
draw upon psychology’s contributions to OB; later, some of the other influences
will be more apparent — they are all part of the rich blend that comprises the
study of managing and organizations today.

At certain times in our lives we will ask an existential question about ourselves:
Who am I? What do I stand for? We can all answer such questions to a degree but
how we answer them depends upon our beliefs about human nature, the way in
which we make sense of the world and our place within it, what we understand
our values to be, which relationships we prize, what we count as successes and
failures, and so on. Over the last 100 or so years, there has been a great deal of
theory, research, and practice in psychology that seeks to address such questions
about who we are. Our intention in this chapter is to guide you to what you need
to know in relation to psychology at work.

In almost all fields of psychology, two main themes drive theory and research.
The first theme centres on the nature versus nurture debate. At issue is whether
we are genetically encoded to be the way we are, such that how well you achieve
things in specific spheres of life will depend on your genetic dispositions — your
personality, ability to be a leader, to be caring or aggressive. The second theme
focuses on the idea that we come into this world tabula rasa - that is, with a
clean slate — and that our personality is something that is socially constructed as
we learn to manage our selves and become the kind of self we want to be. From
this perspective we learn to become leaders, influenced by social contexts such
as the socioeconomic status of our families, our culture, social support systems,
the environment in which we grow up, our schooling, and so on.

The opposing view of nature versus nurture frames much of what you will
learn in the field of organizational behaviour because psychology informs much
of organizational behaviour theory, research, and practice. Some theorists and
researchers hold dearly to one or the other view. Some think it is all in the genes;
others think that genetic potential is extraordinarily malleable and a great deal
depends on the environment in which we develop. Others prefer more moderate,
integrative theories about what makes us who we are — a view that we share. Our
view is that we are born with some aspects of what constitutes us as a person
but that much of who we are is also learned over time and that context has a
profound impact on our development as human beings. How you approach the
question of nature and nurture influences how you manage people, how you
manage yourself and behave at work, as well as the underlying assumptions that
you make about how people might, or might not, behave at work.

An important theme that has emerged in organizational behaviour theory
and research suggests that nurture is overridden because of the fundamental
drives that underpin human nature. Such ideas are derived from Charles Darwin
and his theory of evolution, in particular the importance of behaviours that
perpetuate the survival of the species. Some evolutionary arguments stress
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the ‘selfish gene’ perspective: that we are programmed for competition in a
fundamental struggle to perpetuate our genes over those of others. Others
stress that fitness and survival depend far more on the fact that we are social
animals seeking affiliation and human relations; hence, we are more committed
to cooperation than competition to ensure our survival as a species. These two
related but somewhat opposing views of evolution underpin many of the ideas
in management research and theory today.

Many management scholars and theorists use Darwinian theory to validate
and substantiate their claims about human nature as being based in a competitive
instinct and struggle. Evolutionary psychology has made substantial inroads into
management research and theory such that it is now steeped in the Darwinian
tradition of ‘survival of the fittest’. Yet despite this belief in survival of the fittest,
some of those who believe in it as a competitive concept are the first to claim a
liver or a kidney transplant when their survival is at stake! In the ideal world of
survival of the fittest, of course, such individuals would be left to die because
they are simply not fit enough. Conversely, some of those who believe that the
fittest survivors are those best able to cooperate are the first to complain when
their taxes are raised to provide more public goods.

Before Darwin published On the Origin of Species by Means of Natural Selection,
or the Preservation of Favoured Races in the Struggle for Life in 1859, Adam Smith
(1961 [1776D), a political economist and philosopher of the Scottish Enlightenment
who is credited with being the father of capitalism, argued that progress and eco-
nomic growth occur because human behaviour is based on self-interest, which is
best served by the operation of free and unfettered markets in the supply of goods
and services. For example, if we as consumers want more leisure time and express
a preference for this through our purchasing decisions in markets — maybe by
buying vacations and appliances rather than saving money - then business people
who market vacations or innovations in labour-saving devices will be rewarded. We
buy and sell in markets that achieve balance between the supply and demand of
goods such that, in the long term, efficiencies will prevail, with price mechanism
maintaining equilibrium. By being self-interested, we create demand preferences
that markets emerge to meet; these markets benefit all of society because they
create a self-regulating economic system where benefits trickle down by way of
jobs, economic growth, prosperity, and innovations.

Fundamental self-interest does not necessarily provide welfare or products
or services that cannot be privately owned to generate income and so, the argu-
ment goes, government must become involved in providing such public goods.
When a 16-year-old single parent has produced a baby and needs some support
to sustain herself and her child, no business will assist her because there is no
profit in giving resources away unless someone is paying them to do so. Hence,
government typically provides social security and basic support. Of course, in
doing so, in the long term, this is a subsidy to business in general because it
enables the reproduction of another recruit to the next generation of workers and
consumers. It is not surprising that social responsibility and economic, social, and
environmental sustainability have long been perceived as the duty of government
to regulate or as a task for charity and other ‘do-gooders’ (see Chapter 13).

The views of Adam Smith have certainly been influential. Look at any news-
paper story on corporate behaviour to see parallels with notions of survival of
the fittest, the centrality of self-interest, and the primal pursuit of economic
wealth as the end of human activity. Today, this bundle of beliefs assumes that
self-interested economic action is the only rational basis for human behaviour.
Hence, it is a small step to arguing that our rationalities are formed this way
as a constitutive feature of our human nature. Using Darwin and Smith as
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authorities, some scholars, such as Nicholson (2000), would argue that compe-
tition is genetically a human predisposition. Despite the global financial crisis
of 2008, which continues to be felt almost a decade later, one of whose effects
was to raise questions concerning the viability of unfettered market behaviour,
we still see behaviours being lauded that stress a return to business as usual,
with exorbitant CEO salaries and payouts, together with a continuation of gender
and racial inequalities in management ranks as well as resistance to sustainable,
corporate social responsibility.

All ideas, such as the survival of the fittest through competition or cooperation,
as well as debates about nature and nurture, underpin and are underpinned by our
beliefs or working theories about how the world, and the things within it, operate.
Our values and beliefs are integral to all these working theories and assumptions
about work, organizations, and society. These values, beliefs, and assumptions are
inherent in the workplace and become an important component of the management
of people and organizations. Psychology provides part of the answer to understand-
ing and dealing with the tensions and opportunities that present themselves in the
workplace. We will now consider these in more detail.

We will begin with a central concern in psychology, that of perception. How
we take information in, process it, store it, add to it, and use it, are fundamental
issues for research and theory into human perception. Feeding into the idea of
perception is how we experience and make sense of others and ourselves in
the world, particularly in terms of what drives our behaviours and attitudes to
work, society, and life in general. Our discussion of personality will lead us to
the exploration of values. Values refer to those things we value more strongly
than others. Sometimes our values are aligned to those people we relate with,
while sometimes our value systems are opposed to those with whom we have
to relate in our jobs. Values, as the drivers of behaviour, are integral not only
to management but to organizational life in general. Here the concept of per-
sonality becomes a core concern, particularly given that there is an obsession
with selecting and developing the ‘right’ people for the job; moreover, dealing
with different personalities from the unique positioning of our own personality
complicates our ability to practise management. Ultimately, our aim as managers
should be to create positive, productive working environments, in which all kinds
of performativity can flourish healthily and so we will close with a discussion on
the idea of positive emotions at work.

First, however, in order to fully understand how values drive behaviour, how
we make sense of our own and other people’s personality, and even how we can
achieve happiness, we need to understand how the process of perception works.
In the next section we will discuss the process of perception, its structures, and
common errors.

PERCEPTION AT WORK

In general terms, all management starts from perception because we manage what
we think we perceive to be happening.

Figure 3.1 represents a basic model of information processing: the model
shows in a simplified way the perceptual process of how we deal with stimuli
in our environment. Let us use an example in order to help us make sense of
this model. Let us assume you are at a party, and the music (stimulus A) played
has been excellent all night — Alt-J, Bastille, and even some MGMT. You notice
one of your fellow students (stimulus B), whom you find very attractive, is alone
and you go over and strike up a conversation — you find you both have so much in
common that you attend to every word (attention). So much so that you forget
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about the music, even though your absolute favourite song is playing (filtering) —
filtering can be intentional or subconscious and essentially is the same thing
as selective perception, or the process of selectively gathering and processing
information that is consistent with one’s values, beliefs, and attitudes. The more
you listen to the person the more you find you have in common, the more
attractive they appear to you, and the more they reinforce what you believe
about their attractiveness, and so this information that is selectively attended
to is stored and processed in relation to existing schemas (organization). The
cognitive process of organization happens through schemas - which can be
thought of as sets of cognitive constructs developed through social interactions
that organize our thoughts, feelings, and attention (Baldwin, 1992; Epstein and
Baucom, 2002).

Storage and

/ retrieval
/ Interpretation
/ Organization

Attention and
filtering

7

FIGURE 3.1 A basic information processing model of perception (adapted from Reed, 2009)

The next step in the model is interpretation - all the information you have gath-
ered and organized about this attractive person (attractiveness, smiling, common
interests, body language) has been grouped into a set of schemas that comprise a
possible relationship (be it sexual or loving), and so you store all this information
as reality or as representative of what you are experiencing. The problem is that
people interpret stimuli in different ways, sometimes not in the same way you do.
What you did not notice is crucial: what you did not notice was that this person
found you friendly, and recognized you from the lectures — it was not romantic
interest but simple affability that person exhibited towards you. But to be sure,
they utter those words you never expected to hear, ‘Oh, here is my partner, I'll
introduce you, you’'ll really get along’. All that information you stored about a
possible love interest is retrieved and reinterpreted. What you once thought ‘real’
is no longer real, and so you must re-analyse and update your information as
you come crashing back from a momentary alternative reality. Of course, some
people don’t do this, and still hold on to the original belief — in this example, if
you did this you probably would find yourself charged with stalking or being
labelled ‘a creep’.

Schemas are a very important component of the perceptual information-
processing story told above because in many ways they underscore much of
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what we cover in this chapter - our values, personality, and emotions can all be
linked to schemas (also referred to as schemata or scripts). Schemas are used to
structure and organize information that we experience in our social world and
are often hierarchical (my car is a Mini Cooper, a Mini Cooper is a small car, a
car is an automobile, an automobile is a vehicle, a vehicle is a mode of transport).
There are several types of schemas, including person schemas and self-schemas.

You may perceive yourself as an open, honest and hard-working person and
so it is not surprising to you that your employer also finds you hard working:
self-schemas are critical in our personality and include idealized self- or projected
self- (an ideal self-) schemas. That is, a schema forms the ‘ideal’ type of what a
person strives to be or with which they compare themselves.

Other kinds of schema include script, social, and role schemas. We all have
several scripts, deriving from script schemas, and these scripts allow us to function
in our daily lives — we have scripts for going to a restaurant, scripts for going to
university, scripts for how we ride our bikes, and so on (Schank and Abelson,
1977). In all these situations there are conditions (such as going to the restaurant
because you are hungry, you have money for food, and the restaurant has food),
standard roles for main actors (you are the star playing the lead role of customer)
and supporting actors (waitress, chef, and other customers), props (tables and
chairs, etc.), and results (the main actor has less money, but is no longer hungry)
(Reed, 2009). We develop these scripts from social schemas and role schemas.

Once our schemas become established they become increasingly difficult to
change and falsify; that is, we tend to pay attention to information that reaffirms
or fits our schemas, rather than questioning our schemas whenever we experi-
ence information that contradicts them (Reed, 2009). As an example, read the
following sentence:

THE HAMUN BRIAN IS SO AZAMING,
AS LNOG AS THE FRIST AND LSAT LTETER IS THE SMAE

YUO WLIL MKAE SNESE OF THE SNETECNE!

This sentence is an example of how schemas are organized and influence per-
ception through selective perception. Your brain will automatically complete
information for you so that things will make sense — most people will see ‘The
human brain is so amazing...”. However, if you read the sentence exactly as the
letters appear you will find most of the sentence is nonsense. What you think you
see, and what is actually there, are two different things. This example tends to
only work with people who possess good English language skills. The brain reads
the first and last letter, matches it to the words on either side and quickly calls up
language scripts that fit the general idea of the passage. ‘The hamun brian’ makes
no sense (unless you actually know someone called Hamun Brian), so your brain
searches for the closest match - ‘the human brain’.

For social cognitive psychologists schemas are, as already mentioned, the
underlying constructs that contain information about our values, how we per-
ceive ourselves as people, how we perceive others, how we adjust and respond
to change, how we operate in our social world, and how we experience our
emotions, make sense of our attitudes, opinions, prejudices, and assumptions
(Augoustinos et al., 2014). Schemas are so powerful that they are one of the most
important components of cognitive-behavioural therapy. Schema therapy is used
to uncover and deconstruct the underlying thought processes and structures of
people and treat depression and anxiety by replacing destructive schemas with
more psychologically healthy schemas (Giesen-Bloo et al., 2006; Malogiannisa
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et al., 2014; Young et al., 2003). Schema therapy can even be used to understand
better how we might negotiate peace between conflicting parties (Leahy, 2011).
We will revisit schemas in this context when we look at personality and also the
pursuit of happiness; let us now look at how perception and schemas can be
problematic, especially in workplace contexts.

There is probably no better example of how schemas structure our under-
standings, beliefs, and values than the science vs religion, evolution vs creationism
debate. The argument for and against intelligent design (ID) is one of those
debates. There has been a growing and powerful movement within the United
States, which seeks to include ID as a core part of the education curriculum.
At best the proponents of ID want it taught along with Darwinian evolutionary
theory; at worst they want it to totally replace teachings on evolution. The main
argument is that God (an intelligent entity) designed the world and humans and
that much of this design can be scientifically tested and supported to a) prove
God exists, and b) prove evolutionary theory is wrong. Here is an example of
the arguments used:

The Christian world view begins with the Creation, with a deliberate act by
a personal Being who existed from all eternity. This personal dimension is
crucial for understanding Creation. Before bringing the world into existence,
the Creator made a choice, a decision: He set out a plan, an intelligent design.
(Colson and Pearcey, 1999: 55)

In March 2011, a Republican State Representative for Texas, Bill Zedler, introduced
the Bill HB 2454, which was aimed at protecting the rights of people to teach ID.

Science, of course, rejects the ideas espoused in ID, and organizations and
institutions such as the National Science Teachers’ Association and the US National
Academy of Science have responded by claiming that ID is not a science; in fact,
some call it junk science. Ironically, the very things that proponents of ID argue
for and against contradict their arguments for intelligent design: for example, the
existence and wiping out of most dinosaurs and many other species; the exis-
tence of mental and physical illness; as well as the fact that if we are to believe
their thesis, every single human being on earth can be traced back to Adam and
Eve (which means we are all the result of in-breeding). It seems some people do
not necessarily rely on facts or evidence in making up their minds about things
but rely more on commonly held beliefs that are experienced and interpreted as
being true, despite the weight of evidence against them. Common errors in how
people perceive the world appear to be rife.

PERCEPTION AND COMMON ERRORS

Armed with a basic understanding of perception and the perceptual process and
structure let us now define and explore some common errors we make in judge-
ments, interpretations, assumptions, and beliefs about our social world, the people
within it, and our place in it. In this chapter we will discuss stereotyping, self-ful-
filling prophecies, the halo effect, attribution error, and cognitive dissonance. All
these errors have important implications not just for our roles as managers but
in life more generally. We will first deal with stereotyping. In reality while many
textbooks present stereotyping as an error, stereotyping serves as an important
process for dealing with information in a timely manner and is not always negative.

Stereotyping occurs most commonly in the absence of enough social cues in
order to make an informed assessment (Jackson, 2011; Kawakami et al., 1998).
Stereotypes are problematic when what we stereotype is complex, as most people
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tend to be. Think of the terms ‘Jock’, ‘Nerd’, ‘Greenie’, and so on - these are all
stereotypes. The most common issues concerning stereotyping centre on culture
and race. Examples of language around stereotyping include overt statements that
are perceived as fact but are still false and covertly racist: “The Irish love potatoes’,
‘The English don’t bathe’, ‘Americans are loud and obnoxious’, and ‘Chinese drive
badly’. Alternatively, and most often, stereotyping can be racist and overtly offen-
sive: ‘Mexicans are lazy’, ‘Arabs are terrorists’, and so on.

Stereotyping also concerns people’s roles based on gender. For example,
currently in Australia, the United Kingdom, and the United States there is still
a gender gap in terms of equal pay - even after over 100 years of the women’s
rights movement. While the situation is definitely improving (although mainly
only for white, Western women) due to greater access to education, employment
law, and so on (Kassenboehmer and Sinning, 2014), women are paid on average
approximately 80 per cent of men for the same role and position (Iyer and Ryan,
2006; Joo-Kee, 2006; Taylor, 2006). When we ask our management students in
the classroom about their opinions concerning such gender pay inequity, those
opinions vary; some students argue that because women can become pregnant
they are not a good investment and so should be paid less. Others argue that the
inequity occurs because of sexist, male-dominant culture, which has no place in
modern society. Research suggests that mothers are perceived to be less competent
and less committed to their work, even though there is no evidence to support
such a stereotype: surprisingly, it is women who were more likely to perceive
mothers in this way (Abendroth et al., 2014; Benard and Correll, 2010).

Often, to avoid stereotyping, people have been asked to stop or suppress their
stereotyping behaviour. In studies of prejudiced people it was found that while
suppression works in the short term, it tends to work only with highly motivated
individuals who want to stop stereotyping people. In the long term, even when
people are motivated they tend to revert back to stereotyping (Wyer, 2007). Indeed,
people with unprejudiced beliefs tend not to stereotype, irrespective of whether
they are motivated to do so or not (Wyer, 2007), and even when they lack social
cues they still tend to avoid stereotypes (Kawakami et al., 1998). Such individu-
als can contribute to positive workplaces and positive identity construction (see
Dutton et al., 2010). Seeking out more information about others, learning about
other cultures and subcultures, knowledge and experience of other people, dis-
cussion and open communication, and practising empathy and compassion are
all ways we can avoid stereotyping people. In short, the more we interact with
people of different cultures, experiences, walks of life, the greater the range of
social schemas that we can draw upon, and the less likely we are to make ill-
informed or ill-conceived shortcuts based on limited information.

The next perceptual error arises from self-fulfilling prophecies. The self-
fulfilling prophecy affects both how we perceive others and how we act when
we interact with them but it also affects how we perceive and act ourselves. One
of the most famous studies of self-fulfilling prophecy was Robert Rosenthal’s and
Lenore Jacobson’s (1992) seminal study on the ‘Pygmalion effect’ — an experiment
that would in all likelihood not be allowed in today’s world. In their experiment
the researchers randomly selected 20 per cent of students from 18 different
classrooms and told the teachers that these chosen students were gifted, and
that these students would show improvements in academic ability over time. The
students were returned to class and by the end of the year the students did show
significant improvement.

What caused this improvement? Teachers treated the gifted students differently
because they were perceived as gifted. These students sat closer to the teachers, and
were given more attention by the teachers and were, generally, treated differently
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to the non-select group. The ‘normal’ students were perceived as less bright and
these students were given less time to answer questions and had certain qualities
attributed to their behaviour because they were differentiated. The implications for
us as managers is that we can easily allow our self-fulfilling prophecies to cloud our
judgement about people, so we may label some people as performers and team players
and others as non-performers, or not team players — we therefore start to treat people
differently and the prophecy becomes fulfilled. In order to avoid such self-fulfilling
prophecies, we need to be careful that how we judge people is based on sound
information, is done accurately, and uses critical reflection, equity, and fairness.

As with the self-fulfilling prophecy, the halo effect also involves bias in judge-
ment that affects behaviour. An example of the halo effect relative to managing
people might be the expectation that because a person who works for you is highly
skilled in his job and performs well, he will also be highly skilled as a manager
of people. As a result you promote him to a supervisory level only to find he is
incapable of managing the team you authorized him to lead. In terms of organ-
izational behaviour at an organizational level, the halo seems to be rife. Hype
surrounding businesses that are perceived to be successful creates a halo around
them: think of Google, Apple, and Pinterest. For example, Cisco was one of the
most popular companies and was often used as an exemplar of how businesses
should operate — until of course Cisco developed financial problems (Rosenzweig,
2007). Similarly, a former large American company, Enron, had been awarded a
number of accolades, even up to its historic collapse, and so the halo effect reminds
us that we should be sceptical and careful about how we use examples as proof
of success. Interestingly, a similar, but less covered concept in management is the
devil effect — which is essentially the opposite of the halo effect.

Consider a former prisoner who cannot get a job when he divulges this infor-
mation, even though he has done his time - what do you think the chances of
getting a job would be? Virgin CEO Sir Richard Branson, for example, sought to
turn around perceptions of ex-prisoners by creating an employment and manage-
ment development programme for ex-prisoners within Virgin with great success.
Recently, in the UK, there has been a concerted campaign against a football player
who was convicted of rape and has served time in prison for the offence. The
campaign seeks to deny him future employment on the grounds that as a con-
victed rapist he sets a poor role model for the young men who follow the game.

The final two perceptual errors we are prone to make are attribution errors
and cognitive dissonance. Let us begin with attribution error; in order to do this
we should first discuss attribution theory.

Attribution theory addresses how we explain away our own behaviour and
the behaviours of others based upon two general types of attribution. Attribution
theory involves three general components, with internal/external attributions
being one of those.

Another component of attribution is stability: if we perceive the attributed
causes as stable, then we would expect the same result from that behaviour next
time. Conversely, if the attributed cause is unstable, then we would expect out-
comes to vary next time. The final component is controllability: if we believe the
situation is controllable then we would assume that next time we could control
the outcome; if the situation is uncontroliable then we believe it probably cannot
be altered, irrespective of our efforts (see Weiner, 1980; 1992; 2014). Research
shows how we attribute negative motivations to people we disagree with and
more favourable perceptions towards those we agree with. Thus if we agree with
a war, or with gay marriage, for example, we are more likely to attribute positive
motivations towards people who also support our perceptions and attitudes, and
we are also more likely to be attracted to them and they are more likely to be
attracted to us (Greifeneder et al., 2011).
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EXTEND YOUR KNOWLEDGE

‘Why women say no to corporate boards, and what can be done: ornamental directors in
Asia’, by Chris Rowley, Jean Lee and Luh Lan (2015) Journal of Management Inquiry, 24 (2):
205-207, which you can find at the companion website https://edge.sagepub.com/managing
andorganizations4e, deals with the idea of the ‘ornamental director syndrome’ and covers
many of the concepts we consider in the following section on attribution error, in this chapter,

and in this textbook more generally.

Within attribution we are prone to two key errors. The first is the fundamental
attribution error.

When we see someone fail or behave in certain ways we believe it is due to
their personality, attitude, or disposition. For example, over recent years research
has shown that when discussing rape crimes people have apportioned blame to
the victims of rape due to their choice of clothing, being under the influence
of drugs and/or alcohol and therefore not in control of their own behaviour, or
choice of profession (e.g. being a prostitute), rather than to external causes such
as the criminal, the criminal act, and the anti-social behaviour of another person
(Vanderveen, 20006). Related to attribution error is the notion of self-serving bias.

Let us say you go for a job interview in which you are successful: you may believe
that you got it because you did well in the interview, that you have all the skills and
abilities necessary, and that you can do the job. Conversely, let us say you missed
out on the job — you may attribute your failure to the poor interview questions, or
to someone on the interview panel not liking you, or you felt the questions were
stupid, or guessed the position had already been filled internally. The concepts of
fundamental attribution error and self-serving bias are important to reflect on when
managing people, especially when we are making judgements about behaviours
based upon assumed internal attributions. Practising empathy, by putting yourself in
other people’s shoes or trying to understand their perspective and trying to account
for the external causes of behaviour, is a good way to avoid attribution errors.

The final perceptual error is cognitive dissonance.

Most commonly we do not experience dissonance until we experience con-
flicting or disconfirming information. For example, a devout person may question
their faith after experiencing tragedy in their life; they question their belief in God,
and their religion. They may ask, “Why would God do this to me?’ Similarly, Albert
Einstein developed his theory of relativity but when his theories were used to
develop weapons of mass destruction he felt anxiety and regret - his assumptions
were that his theories would lead to new forms of power generation, not the pos-
sible destruction of humanity and the death of millions (Braun and Krieger, 2005).

Leon Festinger (1957) was one of the first people to develop and study cognitive
dissonance theory. Festinger’s study, even though quite old, is not only critical to
understanding cognitive dissonance but is also fascinating. Along with a number
of colleagues he studied the behaviour and cognitions of a cult that claimed to
know the date that the world would end, a cult that presumed the world would
end by flooding. A number of people were convinced, and joined the cult, some
of whom were totally committed, others less so. After the date of doom passed
and there was no flood or destruction, what do you think happened? Those peo-
ple who were on the periphery believed they had been conned, or left the cult.
But a number of people became even more committed to the cult, claiming that
it was actually their faith and prayers that stopped the floods.

When experiencing cognitive dissonance, therefore, people will either seek
to reconcile their feelings of anxiety and discomfort by changing their beliefs,
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or reinterpreting the information that contradicts their beliefs (Festinger, 1957;
Festinger and Carlsmith, 1959). There are some interesting implications that emerge
out of cognitive dissonance. Let us say you choose to study a subject, and you find
the subject really difficult and you struggle and put lots of effort in — you pass but do
not do so well. Now let us also say you study another subject that you find very easy,
you don't need to study hard, and you still do exceptionally well. What dissonance
theory shows is that the first case creates dissonance because you choose a subject
and find it difficult; you therefore reduce dissonance by saying ‘even though it’s a hard
subject, I really am getting a lot out of it, so it’s worth it’. Conversely, your emotions
concerning the subject that you did well in are less intense. Cognitive dissonance is
important when we give feedback to people, because their commitment to the task,
their beliefs, opinions, and expectations will determine how they react to the feedback.

Interestingly, we rarely question what we know, how we came to know it,
and what we think we know about things, because we take things such as our
knowledge, experiences, values, and belief systems for granted; as a result we
selectively perceive and reinterpret what we experience to fit what we already
know (Kahneman, 2011; Weick, 2004). The pre-eminent psychologist, and Nobel
Prize winner, Professor Daniel Kahneman, has over his lifetime provided some
excellent insights into the cognitive judgement errors we make under conditions
of uncertainty. In his critically acclaimed book Thinking, Fast and Slow (2011), he
brings together core ideas that emerged out of the decades of research conducted
by himself, his colleagues such as Paul Slovic and Amos Tversky, as well as other
leading researchers. Kahneman (2011) presents an interesting and powerful meta-
phor that sees the brain as containing two systems. Table 3.1 summarizes the core
features of these two systems of the brain. This is our own representation of the core
features of the two types; we recommend you read the book to get deeper insights.

TABLE 3.1 A summary of Daniel Kahneman’s (20m) System 1 and System 2 thinking

System 1

Intuitive: system 1is intuitive and automatic in that
you have little control over what you see, hear or
feel as you respond to a stimulus. For example,
reading these words is automatic.

Fast and effortless: system 1 makes judgements
quickly and without much cognitive effort.

Emotional: system 1feels and can make
judgements based on these feelings.

Error prone: system 1's speed and intuition can be
prone to errors under conditions of uncertainty.

2+2="7?system 2 can instantly and intrusively make
judgements about things - which allows us to be
experts and proficient.

| like chocolate more than coffee: system 1 often
concerns issues of taste and distinction, and can
change.

System 2

Deliberate: we must consciously engage system 2
and think about how we come to a judgement. For
example, studying is effortful and deliberate.

Slow and effortful: because system 2 is not
automatic it requires cognitive effort and time.
Often the conditions under which we make
decisions rarely allow for time, or we cannot put in
the effort.

Rational: system two ‘thinks’ it’s the boss, and
makes rational judgements. However, it is system
1that really is the boss and influences the results
of system 2 much more than we have ever given
credit.

Lazy: system 2 is lazy and often system 1 dominates
because of the cognitive effort required for
system 2 judgements under uncertainty.

27 x13 = ? system 2 kicks in when system 1 cannot
readily find the answer or make a judgement.
However, it tends to ‘give up’ or make mistakes
because of the high levels of cognitive resources
being used.

| must make a chocolate soufflé: system 2 often
concerns itself with difficult or complex tasks.
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Daniel Kahneman sought to counter the idea in economics that humans are ratio-
nal beings, have stable tastes and behave in a mainly self-interested way. He also
questioned the assumption that emotions somehow cause us to make errors in
judgement. Rather, Kahneman argues that people are neither ‘fully rational’ nor
self-interested and that their tastes and preferences can and do change.
Kahneman argues that system 1 is quick to process things, is intuitive and
is ‘the boss’ and draws upon system 2 when more complex problems are faced.
System 2 is methodical, effortful, and on the whole rational. However, system 2
is also lazy and will take short cuts. As an example, look at the following maths
problem and solve it in your head (do not use paper, do not use a calculator):

2+2=7
Now look at the following problem and solve it in your head:
27 x13 =

What did you notice as you tried to solve these two problems? One was easy,
effortless, and mainly intuitive — you could not easily give the wrong answer to the
first problem. However the second problem might have caused you to concentrate
much more and there was, unbeknown to you, a very strong physiological and
mental response (trust us, as you tried to complete the second problem, your blood
pressure rose, your pupils dilated). In both cases system 1 called upon system 2,
but because the second problem required significant cognitive effort on your part,
system 2’s resources were severely taxed or depleted (or what Kahneman calls ego
depletion). Ego depletion means that when you are doing complex tasks or faced
with complex problems your cognitive resources are taxed quite heavily — hence
there is a greater propensity for cognitive errors to occur, or for you to give up or
be distracted. Interestingly your ‘self-control’ or self-regulating behaviour is also
diminished, hence you are more likely to eat or behave badly, be rude or make
offensive comments, and take short cuts.

To repeat, these two systems are not ‘real: in psychology, especially, we
don’t tend to ascribe to the idea of ‘minds within minds’ but as metaphors
they are very good at providing insights into how we come to make cognitive
errors. Kahneman’s dual process theory is increasingly gaining attention in
management research and theory. There is an engaging and interesting presen-
tation on system 1 and 2 thinking by Kahneman himself on YouTube, which
we recommend you watch.

The process of perception is important, and it shows that we can often make
errors. Often these errors occur because our ideas are based on unreflexive beliefs
about things and we make assumptions or inferences based on these systems of
beliefs rather than being better informed.

A final word: all the things we have discussed under perception in many ways
are what make us human. Our inadequacies, creativeness, eccentricity make us all
unique and the reality is that some of the most influential theorists, researchers, and
leaders on earth have interpreted things and made sense of things in very differ-
ent ways from most of the rest of us. Further, many of these issues of perception
are essential to handling the nearly infinite stimuli our mind receives. Perception
and cognition are definitely exciting fields for research and theory. You should
now have solid foundations for the rest of this chapter because perception and
schemas underpin much of what we will cover (ideas about ourselves, others, and
about our social world). So, let us now look at the idea of values because these
not only frame how we perceive the world, they also affect how we act upon it.

DAVID KAHNEMAN
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IN PRACTICE

Dea|ing with cognitive errors is increasingly becoming a central concern for developing lead-
ers and managers. Our friends at Mind Tools have kindly given us permission to reproduce
an extract from an article on cognitive errors and ways to deal with them. For each of the errors,
read the definition and the example and before you read the section on ‘how to avoid’ the error,

ask yourself how you would avoid the error and compare your response with the advice given.

1. Confirmation bias

Confirmation bias happens when you look for information that supports your existing beliefs,
and reject data that go against what you believe. This can lead you to make biased decisions,

because you don't factor in all of the relevant information.

A 2013 study found that confirmation bias can affect the way that people view statistics. Its
authors report that people have a tendency to infer information from statistics that supports
their existing beliefs, even when the data support an opposing view. That makes confirmation bias

a potentially serious problem to overcome when you need to make a statistics-based decision.

How to avoid confirmation bias

Look for ways to challenge what you think you see. Seek out information from a range of
sources, and use an approach such as the Six Thinking Hats technique to consider situations

from multiple perspectives.

Alternatively, discuss your thoughts with others. Surround yourself with a diverse group of
people, and don't be afraid to listen to dissenting views. You can also seek out people and
information that challenge your opinions, or assign someone on your team to play ‘devil’s

advocate’ for major decisions.

2. Anchoring
This bias is the tendency to jump to conclusions - that is, to base your final judgement on

information gained early on in the decision-making process.

Think of this as a ‘first impression’ bias. Once you form an initial picture of a situation, it’s

hard to see other possibilities.

How to avoid anchoring

Anchoring may happen if you feel under pressure to make a quick decision, or if you have a

general tendency to act hastily.

So, to avoid it, reflect on your decision-making history, and think about whether you've rushed

to judgement in the past.

Then, take time to make decisions slowly, and be ready to ask for longer if you feel under
pressure to make a quick decision. (If someone is pressing aggressively for a decision, this

can be a sign that the thing they're pushing for is against your best interests.)

3. Overconfidence bias
This happens when you place too much faith in your own knowledge and opinions. You may

also believe that your contribution to a decision is more valuable than it actually is.

You might combine this bias with anchoring, meaning that you act on hunches, because you

have an unrealistic view of your own decision-making ability.

In a 2000 study, researchers found that entrepreneurs are more likely to display the over-
confidence bias than the general population. They can fail to spot the limits to their knowledge,

so they perceive less risk. Some succeed in their ventures, but many do not.
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(Continued)
How to avoid fundamental attribution error

It's essential to look at situations, and the people involved in them, non-judgmentally.
Use empathy and (if appropriate) cultural intelligence, to understand why people behave in
the ways that they do.

Also, build emotional intelligence, so that you can reflect accurately on your own behaviour.

Go to the Mind Tools website to read the full article: ‘Avoiding psychological bias in decision

making: how to make objective decisions’. ® Mind Tools Ltd. Reproduced with permission.

VALUES: MANAGING ME, MYSELF, AND |

For many scholars, values can be thought of as the building blocks of culture
(Howard, 1988). However, values can also be understood within the context of
people management; to form, sustain, and improve relationships with people, or
to motivate people, we must understand what is and what is not important to
them. Values not only drive behaviour but also affect, and are affected by, how
we perceive and make sense of our world. To a great extent, management is
about managing people in a coordinated way to ensure that organizational out-
comes are realized while also ensuring that one’s own and others’ values are met.
Understanding values is a fundamental attribute for managing today. Moreover,
we should also have an understanding and appreciation of how our values filter
information and create knowledge, colouring the world we perceive just as tinted
lenses do. Not everyone sees things the same way.

Although there are many theories and approaches to values, here we look in
detail at Shalom Schwartz’s (1992; 2014) account of the role that universal values
play at the personal level. We choose to highlight Schwartz for two reasons: first,
because his work underpins much of the values research evident in organizational
behaviour today, yet his role is underemphasized when compared to Hofstede
(who we cover in more detail in Chapter 7), even though Schwartz developed
his theory of values based on a sample of over 60,000 people around the world
(Schwartz, 1994); and second, his work is influential and well respected in psy-
chology. Indeed, in our first issue of this textbook we believed that over the
next few years Schwartz’s model of values would become a dominant tool for
understanding people’s values — be they employees or customers — and it seems
that our assumption was correct. Unlike the values models that we will consider
in Chapter 7 on managing culture, Schwartz’s values model clearly distinguishes
between individual level and cultural level values — something that cannot be
said about the models of Hofstede, Trompenaars or Hampden-Turner — which are
much more oriented to the broader cultural level of analysis. In the next section,
we provide you with the necessary background to values theory to help you start
managing values.

WHAT ARE VALUES?

Schwartz defines values as desirable goals, varying in importance, which serve as
guiding principles in people’s lives (Schwartz, 1992; 1994; 2014). People are social
animals living in a state of tension between values associated with their individu-
ality and values associated with social conformance (Aronson, 1960). Values can
create tension because some values that drive our behaviour as individuals are
not consistent with others that regulate our behaviour socially.
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For example, superstar football players earn more money in a week than most
people earn in a lifetime. They have the means to have whatever they desire and
to live a lavish lifestyle in competition with other fit, wealthy young men. Not
surprisingly, these young men express both highly competitive and team-based
values. Sometimes their competitive values as young men competing for success
can clash with social norms. In addition, sometimes the team norms of sharing
with your teammates may conflict with social norms respecting the individuality
and privacy of others, particularly as one comes into contact with others from
outside one’s field who are, nonetheless, relatively overawed followers. A num-
ber of high-profile cases of sexual assault by professional sportsmen underscore
this point. For instance, from a social values perspective, one might see young
football players as overpaid, oversexed, and undereducated louts, whereas from
an individual values perspective, they are supercompetitive and thus appropri-
ately rewarded, but they have some problems adjusting to societal rather than
team values.

Values have a personal component and a social component. Sometimes what we
value as individuals might not be valued by society and vice versa — the interaction
of personal (self-schema) and social values (social schema) can result in tension
because values are something people feel strongly about. Typically, individuals
become very upset when they feel their values are threatened or compromised.

In essence, this is where the role of a manager is most difficult - managing
and sharing understanding about values, whether they are those of a co-worker,
a customer, a superior, or other organizations. Understanding values is critical in
aligning organizational behaviour and managing people.

WHAT WOULD YOU DO?

You run a small boutique advertising business in the IT industry employing 12 talented
people. After several secret meetings, you recently decided to take on a major tobacco
company Robin & Batman Tobacco (RBT) as a client. This is a lucrative contract and while you
feel a little uneasy that you will help sell cigarettes, you make the announcement the next
morning to all staff, thinking that they will be happy, given you have a profit share system in
place. That afternoon, four of your employees come into your office and say that if you take
on RBT, they will have to leave the company. What would you do now, and what should you

have done?

FOOTBALL PLAYER
CASE STUDY 2
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refer to the idea that
irrespective of the
situation in which you
find yourself, your values
do not easily change so
that you take them with
you wherever you go.
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Schwartz (1992) identifies some values as ‘trans-situational’.

For instance, if you value life and freedom above all else and one day you see a
march protesting about your country going to watr, it is likely that you will support
this protest. Another day, you may be at the football stadium watching your team
win another amazing victory. At this time, your values for life and freedom may
not be at the forefront of your thoughts but does this mean that you no longer
value life and freedom, or hold them any less important? In relation to the What
Would You Do case above, even though a person works to earn money, a person
may forgo a profit, and even a job, if the actions are counter to their core values.

Values appear to have a strong motivational aspect. Rokeach (1968; 1973)
argued that values guide our behaviours throughout life. Accordingly, Schwartz
(1992) identified a number of motivational value types organized according to
sets of associated values. He identified ten universal values that he believed all
people and peoples would hold in common. Some of these values are mutually
exclusive, but most are what Schwartz calls ‘continuous’, meaning that they over-
lap. Because values overlap, people behave or respond differently to certain things
in life. Study each of the representations of Schwartz’s value types in Table 3.2
for a moment and look at their associated values.

TABLE 3.2 Schwartz's values by type and their associated meanings

Value type Associated values

ACHIEVEMENT

Description

Valuing of personal Success (goal achievement)
success by

Capability (competence, effectiveness, efficiency)
demonstrating one’s

Ambition (hard work)

Influence (the ability to influence people and

competence according
to social standards

events)
BENEVOLENCE Preservation and Helpfulness (working for the welfare of others)
enhancement of the Honesty (genuineness, sincerity)
welfare of people with . i q N
Shem one s in ireatient Forgivingness (willingness to pardon others)
personal contact Loyalty (faithful to friends, group)
Responsibility (dependable, reliable)
CONFORMITY Restraint of actions, Politeness (courtesy, good manners)
inclinations, and Obedience (dutiful, meet obligations)
impulses that are likely ) .
¢ Self-discipline (self-restraint, resistance to
o upset or harm others )
and that might violate temptation)
social expectations or Honouring parents and elders (showing respect)
norms
HEDONISM Pleasure and sensuous  Pleasure (gratification of one’s desires)
gratification for oneself Enjoyment in life (enjoyment of food, sex)
POWER One's social status and ~ Social power (control over others, dominance)
prestige, control, or Authority (the right to lead or command)
dominance over people ) )
d Wealth (material possessions, money)
and resources
SECURITY Safety, harmony, and Family security (safety for loved ones)

stability of society, of
relationships, and of
self

National security (protection from enemies)
Social order (stability of society)
Cleanliness (neatness, tidiness)

Reciprocation of favours (avoidance of
indebtedness)



Value type Description
SELF-DIRECTION Independent thought

MANAGING INDIVIDUALS

Associated values

Creativity (uniqueness, imagination)

and action Freedom (freedom to think and act)

Independence (self-dependence, self-reliance,
self-sufficiency)

Curiosity (exploring)

Choice of own goals (selecting own direction in
life and being free to choose)

STIMULATION Excitement, novelty, Daringness (risk-taking)

and challenge in life A varied life (challenge, novelty, change)

An exciting life (stimulating experiences)

TRADITION Respect, commitment, Humility (modesty, self-effacement)
and acceptance of the
customs and ideas that
traditional culttre or (submission to and acceptance of one’s life

religion provides circumstances)

Acceptance of one’s portion in life

Devotion (holding to religious faith and belief)

Respect for tradition (preservation of time-
honoured customs)

Moderation (avoiding extremes of feeling or action)

UNIVERSALISM Understanding, Broad-mindedness (tolerance of different ideas
appreciation, tolerance, and beliefs)
and protection for the

welfare of all people
wd e e Social justice (correcting injustice, care for the

weak)

Wisdom (a mature understanding of life)

Equality (equal opportunity for all)

A world at peace (being free of war and conflict)
A world of beauty (beauty of nature and the arts)
Unity with nature (fitting into nature)

Protecting the environment (preserving nature)

Sources: Adapted from Rohan (2000) and Schwartz (1992;1996)

You may recall that we said the ten values types are universal and that we all hold
these values, irrespective of culture (Schwartz, 2014). Often, values are discussed
in the same breath as culture and we will explore values in relation to culture
later (see Chapter 7), but what is important to note is that values have often been
talked about as being cultural, that is, that culture determines values; however,
a significant body of research suggests that culture does not determine values
(Schwartz, 2011; 2014; Vauclair et al., 2015).

Much research supports Schwartz’s views of values and has shown that we
all, more or less, have the same sets of values - irrespective of culture, gender,
and religion (Schwartz, 1996). However, we differ in the priorities we assign to
our values (Rohan, 2000). Value priorities refer to the order of values in terms
of their importance to us as individuals. Research has shown that how values
are prioritized can lead to conflict between people from the same political
party when their values are prioritized differently (Keele and Wolak, 2006).
How we prioritize our values has a strong influence on whether we trust or
distrust institutions such as churches, governments, and so on (Devos et al.,
2002). For this reason, there has been a lot of interest over the last decade
in understanding values, especially in organizational settings, and Schwartz’s
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model of values is growing in stature and popularity (Knafo et al., 2011;
Lindeman and Verkasalo, 2005; Lonnqvist et al., 2006; Schwartz, 2014; Sagiv
and Schwartz, 2000; Tsui et al., 2007). We explore values in greater detail later
(see also pp. 000-000), when we look at the chapters on managing human
resources (pp. 000-000), managing cultures (pp. 000-000), and managing
sustainably (pp. 000-000).

A QUESTION OF VALUES

Using Schwartz’s values, let us look at an example of how people might think
and act according to their value priorities. Imagine a person who works for a
major IT company meeting a client for the first time - let us call them Anne
(the national manager of a chain of book stores) and Samantha (the customer
relations manager of the IT firm). The two of them will have a lot to do with
each other over the next few years as their associated companies are now in a
joint venture. Let us assume Anne’s values rate highly on tradition, power, and
conformance but low on universalism, so she respects and upholds her cultural
and religious traditions and believes they are dominant, holding to the view
that people who violate or threaten such traditions should be converted to her
views or should be punished. Like Anne, Samantha also highly rates values of
tradition and conformance but rather than having power as a priority she views
universalism as a higher-order value. Take a look at the associated values for
power and universalism in Table 3.2: do you think that over time Samantha and
Anne will find it difficult to get along? What do you think might happen after
they start discussing issues important to them? Sure, they might agree that it’s
a nice sunny day, that Brad Pitt is still a hunk even though he is now well into
his 50s — but what about if they start discussing issues such as whether asylum
seekers from different religious backgrounds should enter their country? Of
course, as managers we would hope that they only ever discuss work matters
but in close working relationships such a wish would be very difficult to uphold.
This is where values are very important because we tend to prefer people who
have the same value priorities as we do, and often we find it difficult to tolerate
people with different value priorities.

Understanding values, therefore, is very important for all of us when we
must work with others. Managers, and especially leaders, are keen to align
values within organizations. A core challenge therefore is whether we can, or
should, try to change people’s values. While this is a perplexing and contentious
issue, there is evidence that values can be changed through interventions. Arieli
et al. (2014), for example, have shown that values can be changed but it is not
as straightforward as telling people, ‘these are the values we value here and
that we want you to display’. Their study focused on promoting benevolence
values (see Table 3.2), using two general techniques (which reflect Kahneman’s
(2011) system 1 and system 2 thinking): one was ‘automatic’, covert, peripheral
techniques such as priming people towards a certain value; the other direct and
‘effortful’ methods of value change, such as self-persuasion. Arieli et al. found
that when both automatic and effortful interventions were paired together,
people would adopt benevolence values, and maintained them over a four-week
period. While this research is only in its early stages, it does have potential
to make a significant impact on a range of approaches in management and
organization research and practice. Essentially, if you want to bring about value
change you need to use both direct, active techniques, and passive automatic
techniques simultaneously.
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PERSONALITY

Why do managers need to know about personality, and what is a personality,
anyway? Management, above all, is about managing people. And people, unlike
machines or numbers, have individual personalities.

Most of us are already everyday theorists of personality — we make observa-
tions about people’s actions and behaviours, and we categorize people accordingly,
on an almost daily basis. Consider the following example. A group of friends go
to the university bar every Friday night. One friend, Jo, is always joking and mak-
ing people laugh; another friend, Sal, is quiet and reserved. Jo is a ‘fun’ person,
and people might say Jo is extroverted. Sal, however, is perceived as introverted.
Their individual personalities influence how others react and behave in response
to them, both in the bar and at work.

In the workplace, depending on the task, Sal and Jo’s different personalities
will have a profound effect on how those they work with perform their work and
on the quality of their working relationships. For this reason alone, the ability
to manage diverse personalities is an important repertoire for a manager’s set
of skills. In addition to values, personality is important in understanding why
and how humans behave, think, and feel as they do. People’s personalities can
have a strong impact on what they choose to do and how they perform at work
(George, 1992), how well they succeed in life (Rode et al., 2006), as well as on
their academic achievement (Jolijn Hendriks et al., 2011).

In this section, we consider a handful of theories that have emerged from
quite distinct backgrounds. The fascinating story of how personality has been
theorized has many twists and turns. We look at three broad accounts: the trait,
the sociocognitive, and the humanist. There are many others but these are the
three dominant ways in which personality is theorized in management and orga-
nizations; each approach views the subject matter of personality from a quite
distinct perspective.

YOU ARE WHAT YOU ARE: THE TRAIT APPROACH

The trait approach develops from the perspective that personality is something
that can be clearly identified, operationalized, and measured.

The trait perspective became popular in the 1930s, when Allport and Odbert
(1936) sought to identify all the traits that might describe people. To do this, they
decided to look in a dictionary. They found about 18,000 words that could be used as
descriptors, and subsequent psychologists have sought to reduce and condense this
enormous list. The most popular approach is through factor analysis — a statistical
method used to describe variability among variables by identifying inter-correlation
coefficients that indicate underlying factors.

Let us revisit Jo. Jo might be funny, friendly, easy to get along with; she might
also enjoy experiencing new things and taking risks. Each of these traits reflects
Jo’s personality. Traits that cluster together in large-scale data sets are called a
Jfactor. In this example, the factor would be ‘extraversion’.

By far the best-known trait theory using factor analysis is McCrae and Costa’s
(1996) ‘Big Five’ personality factors. The Big Five personality factor approach
has been found to be one of the most reliable trait-based approaches to person-
ality measurement (Endler and Speer, 1998; Howard and Howard, 2006; Schmitt
et al., 2007). Almost every textbook on personality, organizational behaviour, and
management includes the Big Five, also sometimes referred to as the NEO-PI, and
OCEAN. The five factors and their associated meanings are presented in Table 3.3.
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behaviour and internal
states of mind that
help explain a person’s
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thoughts and actions
throughout their lives.
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, Bandura
meant that our
personality is a product
of our behaviour, our
thoughts, and our
feelings in interaction
with our environment.
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TABLE 3.3 The Big Five personality factors

Factor Description

Emotional stability Emotional stability includes whether a person is calm vs anxious, self-
satisfied vs self-pitying, secure vs insecure, emotionally stable vs emotionally
unstable

Extraversion Extraversion refers to whether a person is sociable vs reserved or assertive
vs timid

Openness Openness refers to a person’s approach to life - whether they are independent

vs conforming, broad-minded vs narrow-minded, creative vs practical

Agreeableness Agreeableness refers to how people get along with others - whether they are
warm-hearted vs ruthless, trusting vs distrusting, helpful vs uncooperative

Conscientiousness Conscientiousness refers to high vs low tolerance for risk, well organized vs
disorganized, well disciplined vs impulsive

Sources: Adapted from McCrae and Costa (1996) and Costa and McCrae (1999)

YOU ARE WHAT WE THINK: THE SOCIOCOGNITIVE APPROACH

The sociocognitive approach seeks to explain how learning, social behaviour, and
cognition compose and shape our personality. Its popularity started with the work
of Alfred Bandura and his concept of reciprocal determinism (Bandura, 1986).

For example, Samantha might come from a very quiet and reserved home.
She has grown to like peace and quiet, a preference that makes up much of her
personality. The fact that the bar is loud and crowded makes Sam uncomfortable,
so she becomes quieter and more reserved. It is not that she is unsociable: Sam
may be sociable and friendly at home but not in the bar because it is the wrong
milieu for her personality.

One of the most appealing sociocognitive theories of personality is known as
the locus of control, developed by Rotter (1966). You can complete Rotter’s Locus
of Control Survey in the following In Practice section.

You may remember our discussion on schemas, and attribution theory,
internal, external attributions and attribution errors — these are all concepts in
locus of control. To get a feeling for the locus of control approach, consider the
following example. You are walking along the street and you trip. You look back
at the spot where you tripped and notice there is a brick on the path. Do you
say, ‘Oh, I'm such an idiot because I didn’t see that brick’, or do you say, ‘Argh,
what idiot put that brick there?’

In one case, you internalize your behaviour (it is your fault for falling over),
and in the other you externalize (the reason you fell over is someone else’s stu-
pidity). In the former, we describe an internal locus of control, which refers to
the belief that you control your own fate. In the latter, we describe an external
locus of control, which is the perception that outside forces, or even chance,
predominantly determine your fate — your fate is outside your control.

Internals have a high level of achievement, they are much more independent,
enjoy better psychological and physical health, and have much better coping
strategies (Myers, 2001). Moreover, internals perform better on most subjective
and objective measures of organizational behaviour (Beukman, 2005; Spector,
1982). Interestingly, high external people cope better and are happier when they
eventually enter aged care homes where life is structured and controlled (Cicirelli,
1987) and high externals tend to create a social environment with a preference
for leading and being led in an autocratic way (Beukman, 2005).

Locus of control has been shown to be very important in terms of how people
behave in organizations and how well they cope with uncertainty and change
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(Chen and Wang, 2007; Herscovitch and Meyer, 2002; Spector, 1982). Those with
high internal locus of control are better able to deal with work conditions of high
uncertainty and stress (Rahim, 1997), and in an interesting study Lee et al. (2014)
found that external locus of control people are more likely to suffer stress and
anxiety through the over use of smartphones, a finding that has implications for
people in jobs where smartphone use is a regular requirement. Ng and Feldman
(2011) found that internal locus people are more likely to feel embedded within
their organization, while external people are more likely to move because they
are much more influenced by external forces.

Of course, as in all theories there are counter arguments. While much of the
research supports the idea of locus of control towards an internal or external
orientation, to simplify behaviour as either internally or externally oriented is
somewhat dualist. It might not be that people are either internal or external, but
rather are both simultaneously. Research suggests that locus of control can be
altered through cognitive behavioural training methods, which suggests locus
of control is something socialized and learned over time (Wolinsky et al., 2010);
hence, it is alterable.

IN PRACTICE

Rotter’s Locus of Control Scale
Answer the questions honestly and choose only one option (a or b) per question.

1 a.Children get into trouble because their parents punish them too much.

b. The trouble with most children nowadays is that their parents are too easy with

them.
2 a.Many of the unhappy things in people’s lives are partly due to bad luck.
b. People’s misfortunes result from the mistakes they make.

3 a.One of the major reasons why we have wars is because people don't take enough

interest in politics.
b. There will always be wars, no matter how hard people try to prevent them.
4 a.lnthe long run people get the respect they deserve in this world.
b. Unfortunately, an individual’s worth often passes unrecognized no matter how hard
they try.
5  a. The idea that teachers are unfair to students is nonsense.

b. Most students don’t realize the extent to which their grades are influenced by acci-

dental happenings.
6  a.Without the right breaks one cannot be an effective leader.

b. Capable people who fail to become leaders have not taken advantage of their

opportunities.
7  a.No matter how hard you try some people just don't like you.

b. People who can't get others to like them don’t understand how to get along with

others.

(Continued)
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22 a. With enough effort we can wipe out political corruption.

b. It is difficult for people to have much control over the things politicians do in

office.
23  a.Sometimes | can’'t understand how teachers arrive at the grades they give.
b. There is a direct connection between how hard | study and the grades | get.
24 a.A good leader expects people to decide for themselves what they should do.
b. A good leader makes it clear to everybody what their jobs are.
25 a.Many times | feel that | have little influence over the things that happen to me.

b. It is impossible for me to believe that chance or luck plays an important role in my

life.
26  a.People are lonely because they don't try to be friendly.

b. There's not much use in trying too hard to please people - if they like you, they like

you.
27  a.There is too much emphasis on athletics in high school.

b. Team sports are an excellent way to build character.
28 a. What happens to me is my own doing.

b. Sometimes | feel that | don’t have enough control over the direction my life is
taking.
29  a.Most of the time | can’t understand why politicians behave the way they do.

b. In the long run the people are responsible for bad government on a national as well
as on a local level.

Score one point for each of the following:

2 (a), 3 (b), 4 (b), 5 (b), 6 (a), 7 (a), 9 (a), 10 (b), 11 (b), 12 (b), 13 (b), 15 (b), 16 (a), 17 (a), 18 (a), 20 (a),
21 (a), 22 (b), 23 (a), 25 (a), 26 (b), 28 (b), 29 (a)

The higher the score, the higher the external locus of control (maximum score is 23).

The lower the score, the higher the internal locus of control.

Copyright © 1966 by the American Psychological Association. Reprinted with permission.
Table 1, pp. 11-12, from J. B. Rotter (1966) ‘Generalised expectancies for internal vs. external
control of reinforcement’, Psychological Monographs, 80:1-28.

YOU ARE WHAT YOU GROW: THE HUMANIST APPROACH

The trait approaches to personality present humans as in some respects ‘bits
of genes. You are a little extroverted, a little shy, a little critical, and so on. The
humanist places our sense of self at the centre of personality. The aim of the
humanist is to ensure that humans fully realize personal growth and potential
in their entirety — as a whole being and not just as bits of genetic material.
In its true original intent, humanism refers to a non-religious but naturalistic
approach to understanding human behaviour, one that stresses being fundamen-
tally ethical, human-centred, self-fulfilling, and self-actualizing. The humanist
tradition experienced its greatest growth in the 1960s as psychologists became
increasingly critical of the overreliance on objectivity in trait-based approaches

’
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to studying personality, where paper and pencil inventories and factor analysis
de-humanized psychology. By far the best-known humanist psychologists are
Carl Rogers (1967), Abraham Maslow (1968), and Albert Bandura (1977), also
often regarded as a humanist psychologist.

Most critical for Maslow and Rogers is the notion of how we express the
self-concept. The self-concept refers to our thoughts and feelings about ourselves;
in essence it is our best answer to the question ‘Who am I and who should I be?’
We view ourselves as being in the world in a number of ways. First, we have an
actual self and an idealized self, and we strive to reduce the gap between the
two by becoming as close to our idealized self as possible. When we act in ways
consistent with our ideal self, we have a positive self-image. If we feel there are
gaps between our ideal self and actual self, we have a negative self-image.

Rogers approached personality from the perspective that we are all unique and
fundamentally ‘good’ people, all striving for what Maslow termed self-actualization:
that is, the desire to actualize our full potential of what we believe we could be. For
Rogers, the key to positive self-image is the environment within which we grow
because it provides three basic conditions enabling that growth:

e People must be genuine, honest, and open about their own feelings.

e People must be accepting, in that they value themselves and others.
Even one’s own failings should be seen with a positive regard, or what
Rogers referred to as ‘unconditional positive regard’.

e The final important aspect for Rogers is empathy; empathy concerns
how we communicate our feelings to the world and how we, in turn,
share and reflect on these meanings. Empathy is very important in
concepts such as emotional intelligence (see also pp. 000) and is an
integral part of our ability to function in the social world.

Maslow and Rogers and, to a good extent, the socio-cognitivist Bandura have
some common elements in their ideas which provide us with a good framework
for understanding what comprises a self-actualizing individual:

e They have peak experiences: that is, they find themselves experiencing
moments of awe, and these moments have added to their experiences
and sense of place in the world.

e They are accepting of themselves and of others: self-actualized indi-
viduals do not judge themselves or others harshly.

e They are realist: that is, they tend not to make assumptions but rather
approach new things in a logical and measured way.

e They have a high level of sociability, social responsibility, and account-
ability: they enjoy being with others, often have a great sense of
humour, are great at solving problems and helping others, but at the
same time value their privacy and solitude.

e They display a high level of agency: that is, they are autonomous,
spontaneous, and not easily led or controlled unless they want
to be.

e They tend to place a great, if not greater emphasis on the journey
rather than the destination; however, they are still mindful of their
goal.
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PERSONALITY AND MANAGEMENT

For the most part, interest in personality from a management perspective is centred
on recruitment and selection (see Chapter 6). However, personality from a managing
people perspective is much more complex than simple personality tests and screen-
ing to select the right employee. In an organizational context, we are a collection of
disparate individuals thrown together, expected to get along and work hard together
in order to do things and to do them well. The reality is for most of us that we are,
to some degree, strangers. As we come to experience others at work we evolve
and develop a sense of each other - gaining a sense of each person’s personality.
Depending on the approach you use (e.g. trait, socio-cognitive, humanist), you will
make different assumptions about people and, as a manager, you will engage with
them in different ways. A humanist manager will seek to develop and foster their
own and their employees’ ability to move towards self-actualization and hence will
design work and will structure relationships in which many of the core elements
of self-actualization are developed — such as opportunity for autonomy, creating
peak experiences, allowing room for creativity, practising empathy, and so on.
The socio-cognitivist oriented manager will be mindful of the types of people that
exist in organizations. They will attend to the influence of people’s locus of control
upon performance at work, and will be aware that one-size management does not
fit all people. Externals react to feedback and interact differently from internals,
for example. The trait-oriented manager will be mindful of the sorts of traits that
are necessary in managing people, or best in certain customer interactions, or in
certain tasks and roles.

Be warned, however, that having at least some understanding of personality
does not mean that you are qualified or capable of managing personalities or even
categorizing and labelling people as certain types, or as possessing certain traits.
However, being mindful and aware that there are different qualities to people, and
that there are different ways of understanding people at work, and being abreast
of and knowledgeable about current theory and research concerning different
ways of understanding and dealing with different types of people, makes you a
better manager of people, we believe.

POSITIVE PSYCHOLOGY: EMOTIONS AND HAPPINESS

Psychology is commonly associated with the study of the deviant and the abnormal
but is becoming increasingly interested in more positive phenomena. Although
the essence of positive psychology has been advocated since William James, the
concept can be attributed to Martin E. P. Seligman and Mihaly Csikszentmihalyi,
who describe that:

The field of positive psychology at the subjective level is about valued subjec-
tive experiences: wellbeing, contentment, and satisfaction (in the past); hope
and optimism (for the future); and flow and happiness (in the present). At
the individual level, it is about positive individual traits: the capacity for love
and vocation, courage, interpersonal skill, aesthetic sensibility, perseverance,
forgiveness, originality, future mindedness, spirituality, high talent, and
wisdom. At the group level, it is about the civic virtues and the institutions
that move individuals towards better citizenship: responsibility, nurturance,
altruism, civility, moderation, tolerance, and work ethic. (2000: 5)

Indeed, Martin Seligman believes that positive psychology will eventually
go on to redefine the fundamental orientation of psychology more generally
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In its simplest form,

is the study, research,
and theorizing of the
psychological bases

for leading the best

life possible through
positive thinking,
feelings, and behaviour.
In a management sense,
positive psychology seeks
to understand and to
foster civic virtues, social
responsibility, altruism,
tolerance, happiness, and
psychological wellbeing
(see Lomas and Hefferon,
2015; Pitsis, 2008c).

POSITIVE PSYCHOLOGY
CRITIQUE

are by definition
feelings in response to
or expectation of an
object or event. Emotions
are complex, and at the
same time both highly
personal and social.
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(Seligman and Fowler, 2011), albeit based on a controversial platform, as we
shall shortly read. In any respect there is no doubt that positive psychology
has made its biggest inroads in the fields of education and, most relevant to
us, management.

Positive psychology (PP), in the form of positive organizational behaviour
(POB), is continuously growing and attracting attention in management theory,
research, and practice. In essence, it is an overnight success that was 100 years
in the making. Historically, psychology predominantly concerned pathology
and the treatment of a variety of mental illnesses. As such, its initial application
to disciplines such as OB also bound management psychology to pathology.
Psychology centred on abnormality below the norm and its explicit aim was
to find ways to help the individual become ‘normal’. Positive psychology is
more interested in helping people be abnormal but above the norm. One area
in which PP is internationally recognized is in the pursuit of happiness but, of
course, this is only a small part of what PP scholars are interested in. Even so
it is one of the most contentious areas, if only because happiness has become
a massive industry.

Not everyone is enamoured with positive psychology (see Ivtzan et al.,
2015); indeed, some people are critical of certain sectors of the positive psy-
chology movement. Barbara Held (2004), for example, believes that positive
psychology paradoxically presents itself in a negative light. She believes
some within the positive psychology movement are negative or dismissive
of ideas or views that run counter to the movement’s dominant message:
(@) negativity about negativity itself, which is explored by way of research-
ing health psychology, happiness, and coping styles rather than depressions
etc. and (b) negativity about the wrong kind of positivity, namely, allegedly
unscientific positivity, especially that which Seligman purports to find within
humanistic psychology.

Happiness is something that PP seeks to spread and so it will be the focus of
this final section of the chapter. Before we delve into happiness, let us briefly
look at the general topic of emotions. First, we’ll look at what they are and then
check the differences between ‘reading emotions’ and ‘feeling emotion’.

It is often assumed that emotions arise as a result of an instrumentally irra-
tional cognitive process and that they are thus superfluous to the rational job of
managing. We now know that this is not the case and that emotions enter into a
great deal of how managers manage.

Early works on emotions perceived them to be related to instinct and
survival and so were presented as quite basic, simple displays of emotional
responses to threat or courtship (such as anger, fear, sadness). However, by
the late 1990s emotion researchers and theorists provided insights that go
beyond the earlier accounts of emotions as solely tied to simple displays of
emotions (see, for example, Campos et al., 1999). Cognition, rational and
irrational, is a critical component of emotions and it is quite feasible that
a person can feel many different kinds of emotions at any one time (Fong,
2006), or more importantly can mask emotions for a range of reasons such as
the closeness they feel to other people, or due to the power status of others
(Diefendorff et al., 2011). Diefendorff and colleagues found that when in the
presence of people with high levels of power status, we mask strong nega-
tive emotions such as anger and emphasize positive ones, such as happiness.
Clearly, humans are complex in their behaviours and emotional displays and
so a simple smile sometimes means more than being just a smile: it may signal
deference or subordination.
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IN PRACTICE

Try this interesting experiment. Take a few photos of your friends in natural settings - try
and get them when they are naturally laughing or happy. Then instruct some other friend
to assume a certain attitude or disposition (e.g. happiness). Record what they have chosen

to enact. Load the pictures on your computer.

Now, show the pictures and hand out a list of emotions to another group of people. Ask
each person to attach an emotion to a face. Also have them assess whether they believe the
emotion being displayed in each picture is authentic or fake, and ask them to provide a short

reason as to why they believe this to be the case.
How consistent and accurate are people in the attribution of emotions?

Note: We do not necessarily condone the consumption of alcohol at all, and accept no
responsibility if you are influenced by the following story, but when Tyrone was a psychology
student he and his friends used to play a very similar game but would have to drink shots of

vodka every time they gave an incorrect answer.

The understanding of emotions has been problematic. Ekman, for example
(Ekman and Friesen, 1986), objectively studied emotions by observing facial
expressions and found facial expressions to be consistent across cultures. But
so what? When you smile do you always feel happy? Sometimes we smile even
though we are unhappy, or we smile back at someone in order to be friendly.
We will tend to mimic the emotions of our ‘in-group’ - the group we feel affil-
iation towards - irrespective of whether we actually feel that emotion (van der
Schalk et al., 2011). We may display emotions when we find a person attractive
(O’Doherty et al., 2003), or we want to sell them something (Sutton and Rafaeli,
1988), and for many other reasons that you might consider.

Anthropologists have shown that smiling might be interpreted as friendly and
happy, yet culturally it might actually mean that the person smiling is nervous or
anxious - as is the case with some Indonesian and Australian indigenous cultures.
Of course, at other times a smile might actually mean a person is happy but can
you ever really know if what one takes to be a display of happiness means the
person actually is happy? The ability to read and regulate emotions is a major
concern for organizational and management researchers and theorists.

Being able to read people’s emotions is recognized as an important social skill;
moreover, the ability to manage one’s own and other people’s emotions has become
a popular domain of interest. Most recently the concept of emotional intelligence
has become increasingly popular. Many textbooks include a discussion of emo-
tional intelligence, and almost always that discussion comes under personality.

John D. Mayer, along with Peter Salovey, wrote profusely on EQ (emotional
intelligence) in the early 1990s. Mayer argued that the popular literature’s assertion —
‘that highly emotionally intelligent people possess an unqualified advantage in
life — appears overly enthusiastic at present and unsubstantiated by reasonable
scientific standards’ (Mayer, 1999: 1). More importantly, Mayer believes emotional
intelligence is just that, a factor of intelligence, not a personality factor at all.
Moreover, tests designed to measure emotional intelligence are still not as relia-
ble as they should be, with claims that emotional intelligence leads to significant
outcomes in terms of performance, or other life outcomes, seeming to be over-
stated, accounting for only 2 per cent to 25 per cent of the variance in outcomes.
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has been popularized by
Daniel Goleman (1997),
who conceives of it as the
capacity to recognize our
own emotions and the
emotions of others, as well
as the ability to manage
our emotions in our
relationships with others.
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The difference between
moods and emotions

is duration - a mood is
thought to last longer,
and mood states can take
time to develop. Emotions
are seen as a response

to an event, or emotional
episode; the emotion
subsides (sometimes
within minutes) but a
mood state remains for
hours and even weeks.

Fappimess is a very
slippery concept, and most
people would describe it
as feeling 'good’ or feeling
positive. It can generally
be defined as positive
thoughts and feelings
about one’s life and can
range from elation (being
present when your team
wins a grand final at the
weekend), to a general
feeling of satisfaction

and contentment with
one's life; it includes
feeling calm, contented,
satisfied, fulfilled, inspired,
positive, and free.
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In other words, 75 per cent to 98 per cent of important life outcomes cannot be
explained by emotional intelligence - even in those surveys developed by Mayer
et al. (2001; 2003). Hence, all the really positive things you read about emotional
intelligence should be treated with a little caution - it works, but not to the degree
many authors of popular books might assume.

It should be made clear that the reading of emotions and the experience of
emotions are very different things. Think about being severely depressed - the
constant feelings of sadness, fatigue, and lack of motivation can be severely
debilitating, even lethal. Just by anecdotal logic we can assume that by no longer
feeling depressed, you go about your daily life in a very different way. Emotions
definitely affect certain life outcomes (when scientists use bland ‘unemotional’
words like ‘life outcomes’ they mean things like success, failure, life, death, alco-
holism, drug abuse, and so on). Emotions include love, anger, hatred, shame,
happiness, sadness, fear, resentment, joy. You will often hear people’s moods
being referred to and for many people it is hard to distinguish between a mood
and an emotion (Parkinson et al., 1996).
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IMAGE 3.1 A happy face and a sunny disposition

SHINY HAPPY PEOPLE

There are few emotions that are as hotly debated in the social sciences as
happiness. Life, business, and leadership coaching firms, psychotherapists,
organizations, self-help books and DVDs, and university research centres have
been established around the emotion of happiness. But what does happiness
actually mean?

The term ‘good’ could mean anything in a subjective sense, such as a general
feeling that life is good (however good is defined) but here we consider ‘good’ to
mean positive emotions and feelings with regards to one’s overall quality of life.
Veenhoven (2004) sees quality of life as integral to happiness. He breaks down
quality of life (happiness) into two parts, which are represented in Figure 3.2. First,
there is a distinction between chances of a good life (life chances) and the actual
outcomes of life (life results); second, he distinguishes between environmental
(outer) qualities and individual (inner) qualities.
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OUTER QUALITIES INNER QUALITIES
LIFE CHANCES Livability of environment  Life-ability of the person
LIFE RESULTS Utility of life Appreciation of life

FIGURE 3.2 Four qualities of life (Veenhoven, 2004)

Happiness, in Veenhoven’s model, is a function of: (a) the type of environment
we live in (top left quadrant), and whether that environment provides opportuni-
ties for growth and happiness; (b) the purpose of life (bottom left), and whether
we feel we have a higher purpose in life and are living according to our values;
(c) life-ability of the person (top right), which includes health, capabilities, adap-
tive ability (optimism, coping, resilience, and so on); and (d) appreciation of life
(bottom right), which refers to satisfaction with life, and is typically a subjective
experience. Happiness, therefore, requires a positive environment, purpose and
values, health and feelings of being capable and competent, and appreciation of
and satisfaction with life (Veenhoven, 2010; 2011).

But why be happy? A number of studies have shown that happy people tend
to be healthier (Ward and Coates, 2006), and they have greater opportunities in
life, especially when people are part of a happy community, as happy commu-
nities tend to be healthier, wealthier (Ross, 2005; Subramanian et al., 2005), and
generally do better in life. There is, however, a slight problem with some of these
studies on happiness and health. The issue is that unhealthy people seem to rate
themselves as unhappy and happy people rate themselves as healthy, but is it the
health that is causing the mood state or is it the mood state that is causing the
health? More importantly, it has been argued that happiness increases productivity
at work and leads to several other positive organizational outcomes.

Does happiness actually lead to organizational productivity? This might seem
like a simple question but it is one that has generated a very complex and hotly
debated response. The fact is, despite what you might read, we do not really have
a definitive answer to this question - indeed, if we think about it, happiness may
not be conducive to certain types of performance. For example, wealth is known
to have a low correlation with happiness (Kahneman et al., 2006) and feelings
of wellbeing but wealth does have a high correlation with good health (Bloom
and Canning, 2000), which makes the health-happiness link a little confusing.
However, the field of research on happiness and work-related outcomes is new,
and research is slowly beginning to address the issue of reliability, validity,
and scholarship (for a serious academic, rigorous and well-designed study, see
Cameron et al., 2003b). Also, we should point out that many of the studies on
happiness and increased performance are quite dubious, as you might have read
earlier in the blog by Professor Jim Coyne. So, we should be somewhat sceptical
about the happiness—-work performance link — indeed, we believe performance
at work should not be the focus of happiness.

Finally, it is important to ask whether we can teach happiness. Fortunately
we can and people have been working on increasing happiness for a long time.
While the interest in happiness is old, the design, use, and validation of happiness
training are relatively new. One of the most fruitful approaches to happiness is
schema therapy — which is similar to cognitive-behavioural therapy that addresses
how we think, feel, and act by promoting consistency across those three areas.
Aaron T. Beck uses cognitive-behavioural therapy in order to help people over-
come depression without the use of medication; CBT seems to be one of the
most successful approaches to dealing with mental health problems (Westbrook
and Kirk, 2005), while the application of parallel principles to happiness shows
promising signs (Seligman et al., 2005).
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AFFECTIVE FORECASTING

refers to the process of
making basic decisions
in the present based
on predictions about
your emotions in some
future act or event.

may be
considered to be the
overestimation of the
intensity and duration
of the feelings actually
experienced when we
achieve that future event
or goal (for example, we do
complete the big project
but we find few if any
of us feel elated; rather
we feel exhausted and
just want to go home).

is the tendency
for us to focus on the first
piece of information or
experiences when making
decisions about the future,
resulting in a focal error
because we place too much
importance on one aspect
of an event in our feelings
and perceptions about
an event in the future.
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While there is growing evidence that happiness can be taught, pursuing
interventions that make you happier should be seen as critical (Norrish and
Vella-Brodrick, 2008). Even if it adds no measurable value to an organization’s
performance, general feelings of wellbeing are something that the individual might
wish to pursue. The challenge is that there is a growing level of fear associated
with the pursuit of happiness. First, as we saw earlier, there is the pressure on
humans to be happy, which is being increasingly criticized as unrealistic. However,
there is also research showing that there is an intrinsic fear of happiness itself.
Joshanloo and Weijers (2014) show that of the 15 different cultures they studied,
all had at least some level of anxiety or fear of feeling happy. For example, people
can feel anxious about being happy because they believe something bad will
happen to punish them for feeling happy (Gilbert et al., 2012; 2014). Managerially
there are some interesting implications: the pursuit of happiness at work could
produce a negative affect, anxiety, and even depression, particularly if we do
not address the underlying anxieties that people may have about feeling happy.

One cliché you may often hear is, ‘Money can’t buy you happiness’, but is this
really true? Someone once responded to this statement by saying, ‘Money might
not buy you happiness, but it sure buys you a better quality of misery’. Counter
to several decades of research that suggests money does not actually buy happi-
ness, the most recent research suggests money can actually buy you happiness
(Blanchflower and Oswald, 2011). So, the next annoying person who says, ‘Money
does not buy you happiness’, please ask them to read this book but get them to
buy it, because that makes Stewart, Martin, and Tyrone happy as well.

As we bring this chapter to a close, we will consider just one last and important
perspective on happiness from a sociocognitive point of view: Tim Wilson and
Dan Gilbert discuss the concept of affective forecasting and the cognitive errors
that occur in forecasting: impact bias and focalism.

Sometimes the prospect of a negative event in the future elicits negative emo-
tion in the present, such that you might refrain from action (for example, you may
fear bad news from a full body health check-up and so you keep putting it off).
Of course, sometimes we also over predict the value of positive goals because we
think that the future event will elicit lots of positive feelings for us (for example,
we may look forward to the completion of a major project at work and plan to go
for a big night out). When we pursue things we often make a cognitive error called
impact bias. One cause of the impact bias is focalism.

Another source of impact bias may be our failure to anticipate how quickly
we will make sense of things that happen to us in a way that speeds emotional
recovery. In an interesting study conducted on affective forecasting, Kent Lam and
his colleagues (2005) found that there are cultural differences in the impact bias
process of affective forecasting. It seems that some cultures that think more holis-
tically are less likely to be affected by focalism (the tendency to over ascribe affect
to upcoming events). The study found ‘Westerners’ are more likely to focalize than
‘East Asians’; however, it also found that Westerners who were helped to ‘de-focus’
were as likely as Asians to make only moderate affective forecasts. In other words,
when we are pursuing happiness, we need to be cognizant or aware of the fact that
we sometimes attach too much emotional weight to that event, such that we can
actually end up being disappointed when the event or goal achieved does not meet
our expectations. Furthermore, positive feelings are not experienced 24 hours a day
but rather it is more likely that you will experience a range of emotions over the day.

Realistically, how likely would it be that any future event would provide
you with everlasting happiness and joy? Thus, in the pursuit of happiness we
must be aware that the feeling subsides and sometimes our pursuits might not
necessarily make us as happy as we once thought. Conversely, negative events
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are never as terrible (in terms of our ability to cope) as we think. What Wilson
and Gilbert (2005) argue is that we often find ways to cope internally with sit-
uations as they arise. In the end, you create your future emotional state in the
way that you approach and make sense of your place in that future.
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SUMMARY

Organizational behaviour is a vast and complex field. It represents the cohabitation
of psychology with management, and in this chapter we have barely scratched
the surface. Our task has not been to provide you with a complete account of
OB - there are other books that do that — but simply to suggest some ways in
which psychology and its insights may be useful in understanding management
and work. We have painted over a broad canvas, nonetheless. In this chapter we
have addressed perception, values, and personality theory. We have looked at the
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new currents in organizational psychology, which stress positive organizational
behaviour, and visited the fascinating importance that emotions such as happiness
have in and for organizations.

EXERCISES

1. Having read this chapter you should be able to say in your own words
what each of the following key terms means. Test yourself or ask a
colleague to test you.

Attribution error Internal/external

Attribution theory locus of control

Big Five personality Nature/nurture

. Emotions
Competing values
Halo effect Schemas
Organizational Personality
behaviour Happiness
Perception System 1 and system
Positive 2 thinking
psychology Cognitive dissonance
Stereotyping Affective forecasting
Values Impact bias

2. The commitment to happiness exercise. Research shows that when we do
things out of love and passion, and that fit our values, we tend to be hap-
pier and healthier. This exercise is used in Tyrone’s Executive MBA subject
on organizational behaviour and students respond to this very favourably.
The exercise is designed to help you do more of what’s important to you.
Do each part of this exercise on your own:

a) List everything that you can think of that is important to you.
Be specific and honest. These things can be extrinsic or material
(money, car, guitar, etc.), intrinsic or intangible (love, family,
friendship, happiness, etc.), spiritual (God etc.), ... really whatever
you think is important to you.

b) Now, you must choose the top five things that are most important
to you and rank them from 1 to 5. This is difficult, but it is to
help you to sort out your priorities. Once you have listed the top
five things you must also write three things that you currently do
each week which prove that the things you have listed are the
most important to you. For example, let us say you said financial
wealth is one of those. Then you should be able to say: D I put
money into my savings account, 2) I personally contribute money
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TEST YOURSELF
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1. .

2. .

3. .

4. .

5. .

c)

d)

each week to my retirement fund, 3) I own property, and so
on. If you cannot list three things that you do each week that
contribute directly to your financial wealth then maybe it’s not
as big a priority as you think. Do this for each of your top five.

v 3EhINGSs 1o i

Now, if you cannot list three things that you currently do for each
of your top five, on a piece of paper write down three things
you will start doing right away to show that your behaviour is
consistent with what you list as most important in your life.

Once you have verbalized your commitments to what you say
is important to you, start a journal and keep track of how you
show your commitment to what is important to you. Remember
that sometimes we cannot always commit to things as much as
we would like, so it would be unrealistic to commit every day.
In addition, some days are harder than others, so look more
for a general commitment over a period of time. However, by
keeping the journal we start being more realistic and honest
with ourselves.

TEST YOURSELF

Review what you have learned by visiting:
https://edge.sagepub.com/managingandorganizations4e or your eBook

Test yourself with Revise key terms with the

multiple-choice questions interactive flashcards
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CASE STUDY
Managing individuals
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There is something mysterious about concert halls. All concert halls, not only the Victorian
ones: dark corridors, silent signs, thick doors, and the bright and alluring stage. The mystique
is even more noticeable when the orchestra appears. Musicians in black and white, concen-
trated and grave looking. After a minute or two the first violin player (concert master) stands
up. A tone is given somewhere in the ensemble - and everyone follows in tuning. Then a new
silence: everyone stands up - the conductor arrives on the stage ...

e The largest orchestra in Norway, Oslo Philharmonic Orchestra, contains 109
musicians, performing as a large group, struggling and searching for a homo-
geneous sound day after day, concert after concert. Starting every week with
a new conductor, sometimes one the orchestra already knows - even maybe
the chief conductor, other times a stranger. Sometimes the teamwork pays
off - in magic moments of melding together into one. But the large group is
most of all 109 individuals, or even 110 including the conductor, trained towards
perfection, maybe with a solo career in mind. Most of them are still in training
for individual perfection, often by silent competition with the neighbouring

musician at their side.

e  Musicians in Oslo Philharmonic Orchestra differ widely in their career outlooks,
motivations, and horizons as well as their paths into their organization. Some are just
starting while others are near the end of their careers. Some have moved into their
present position by working up the ranks, some are fresh from music school, while
others have principal positions that will last a lifetime. Not all are equally ambitious
or motivated, nor are they on the same level musically, technically or emotionally.
They may despise and envy one another, disagree about music and the merits of
conductors, and even be in open competition with their colleagues for prestigious

or better positions within their respective orchestral sections.?

e The nature of work in a symphony orchestra may therefore be described as a
dichotomous experience for musicians: at times it is extremely exciting, challeng-
ing, and satisfying; at other times, full of stress, disappointment, and boredom.
Orchestral musicians are highly skilled specialists who have trained from an early
age. Once in an orchestra, musicians must contend with the social dynamics of
a huge group that is an amalgamation of diverse individuals, and in an organiza-
tional setting that is complex and competitive. The most mysterious part is how it
is possible to make this highly specialized and individual work into an integrated

and collaborating unity.

e  The history of this particular orchestra goes back to the eighteenth century, under
other names and forms than the orchestra we know today, formally established in
1919 as Filharmonisk Selskap. Famous composers and conductors such as Edvard
Grieg, Johan Halvorsen, and Carl Nielsen were all part of the orchestral music scene
in Oslo in the eighteenth and nineteenth centuries, developing the orchestra. In
more modern times, Mariss Jansons, the chief conductor for the 20-year period
to 2000, is recognized by many as the most important individual in stretching
the orchestra’s quality and quantity of repertoire. He has also been important in

stretching the management opportunity set.

(Continued)
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(Continued)

4.

The guest conductors (on a weekly basis) and the chief conductor (leading the
orchestra for about ten weeks a year) have an unquestionably important role in
the orchestra’s performance and development. Although there are some universal
rules to the art of conducting, the conductors differ greatly in personal qualities
and in musical orientation. The dominant picture of a great conductor is still the one

of the lonely and gifted genius, a picture often used to describe Mariss Jansons.

We can feel the energy increase in the orchestra sometimes a week before Mariss
arrives. Because we know it is going to be that good and that challenging. He forms

me as a musician - by his ambitions for the orchestra and for every one of us.?

There are wonderful stories of other, greater conductors, but with less pedagogical
skills. The musicians in the Oslo Philharmonic Orchestra tell stories of ‘tyrannical
artistic leaders’ with high expectations and ambitions. Some leaders are described as
having dangerous tempers and unpredictable behaviours. Individual members of the
orchestra have experienced intense critique in front of the entire orchestra but there is
never any noticeable protest or protection of the individual in this context. The stories
of these conductors are often told with a touch of pride and as a history of success,
probably because they all are willing to pay the price for an unforgettable concert.
Because the musicians face a different leader every week, they must be flexible. They
have to adapt to different interpretations of the same symphony and tolerate these
variations. In this way an orchestra may be one of few organized professional groups

that is explicitly trained in following a leader, no matter what the circumstances.

Everyday rehearsals and concerts on Thursdays and Fridays are held at Oslo Concert
Hall, while the administrative department, with about 19 administrative employees, is
located in another building. Here you also find the administrative director, in charge
of the entire organization. The story of ‘following the leader’ does not, however,
apply to him. In any case of non-artistic decision, the orchestra seems to follow a
different logic. Outside the concert hall, every decision is based on democracy:

everyone should and will be heard.

Despite the fact that it is me that has the total responsibility for this organization,
| have to give the chief conductor room enough to be creative and to be an
excellent performer. The rest of the year | also have to deal with a group of
109 strong individuals that feel that they have a right to be in charge - as a

community. | have to live with the fact that my management room is reduced.*

During a one-year period the chief conductor, the board leader, and the adminis-
trative director all left their positions - in that order. The orchestra remained the

same - 109 individuals.

Imagine you are recently employed as the administrative director. How will you start to

establish relations and teamwork with the main artistic leader (the chief conductor)?
What do you think is the main challenge you have to deal with as a director?

What do you think are the main tensions, natural and unnatural, in an orchestra
like this?

How can you, as a top manager, deal with these tensions?

Case prepared by Dr Grete Wennes, Associate Professor, Trondheim Business School,

Norway.
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ADDITIONAL RESOURCES

e Ifyou are interested in positive organizational scholarship, an excellent
site to visit is the Centre for Positive Organizations at the University
of Michigan - http://positiveorgs.bus.umich.edu/.

e Memento (directed by Christopher Nolan, 2001) is an outstanding
psychological thriller that deals with perception, memory, obsession,
and toxic emotions in the form of obsession and revenge. The film is
about an insurance fraud assessor who searches for his wife’s killer;
however, he suffers from a serious form of amnesia and must rely on
a complex array of memory substitutes (such as Post-it notes, tattoos,
and photographs, etc.). Be warned, it is a demanding film because the
storyline actually runs backwards. Similarly we recommend Inception
(directed by Christopher Nolan, 2010), which deals with temporality,
reality, and even affective forecasting.

e A great film that deals with attribution error, stereotyping, and per-
sonality is the movie Crash (directed by Paul Haggis, 2006). The film
is about a number of people interconnected in certain ways and deals
with covert and overt forms of racism, human behaviour, and char-
acter. The tag line to the film is, ‘You think you know who you are,
you have no idea!” and the story follows a number of people in Los
Angeles, CA, including a police detective with a drugged mother and
a thieving brother, two car ‘jackers’ who philosophize on society and
race, a white district attorney and his over-pampered wife, a racist
white cop and his sick father, the cop’s idealistic younger partner, a
successful Hollywood director and his wife who deal with the racist
cop, a Persian-immigrant father, a Hispanic locksmith and his young
daughter who is afraid of bullets for good reason.

NOTES

1. The case is based on the dissertation ‘Beauty and the Beast’ and is there-
fore presented from a researcher’s point of view: G. Wennes (2002)
‘Skjgnnheten og udyret: Kunsten a lede kunstorganisasjonen’, Norwegian
School of Economics and Business Administration, Bergen.

2. See more in Falkner (1973) of the diversity in symphonic orchestras.
String player in Oslo Philharmonic Orchestra (in Wennes, 2002).

4. Administrative director in Oslo Philharmonic Orchestra (in Wennes, 2002).
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MANAGING TEAMS AND
GROUPS

COHABITATION. COLLABORATION,
CONSTERNATION

LEARNING OBJECTIVES

This chapter is designed to enable you to:

e Define the meanings of teams and groups

e Describe the concept of group dynamics and the process of group development
e Categorize common problems in teamwork

e Understand the process of managing teams

e Describe toxic emotions and how to deal with them in organizations and teams

Advice from Mahatma Gandhi:

A small group of determined spirits with an unquenchable thirst
for their mission can alter the course of history.

INTRODUCTION

Our world continues to become increasingly complex and ambiguous. Resources
are becoming scarcer, and globalization continues to open up exciting possibilities,
while at the same time increasing the level of risk and complexity in managing
organizations. With complexity comes the need to address problems in collabo-
rative ways, and where once upon a time the aim was to ensure team members
were as similar as possible, current complex problems (often referred to as ‘wicked
problems’ because they have no simple solution) require diversity of knowledge,
skills, philosophies, and practices in order to achieve success. Not surprisingly the
use of teams has grown because they allow greater flexibility in decision-making
and adaption to change, and provide better decisions and even better performance
outcomes than do individuals operating under such contexts. Sometimes teams

A can be defined

as two or more people
psychologically contracted
together to achieve a
common organizational
goal in which all individuals
involved share at least
some level of responsibility
and accountability

for the outcome.
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A can be defined
as two or more people
working towards a
common goal, but there
is no psychological
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the outcomes are less
dependent on all the
members working together,
and there is usually no
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for outcomes.

A

can be defined as the
assumptions, beliefs,

and expectations held
between one person and
another or within a group,
organization, or some
other collective entity,
about the nature and
function of the relationship
between them. Typically
a psychological contract
refers to a contract made
in the context of work.
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can be the most rewarding ways of doing things, but at other times teamwork
can be frustrating, riddled with conflict, and even counterproductive. The reality
is that every single one of us will work as part of a team at some stage in our
lives — be it playing sport, doing ballet, or while studying or working. Teams and
team-working is a central concern of organizational behaviour scholars because
it is such an important part of life in organizations.

We considered the problems of perception and how perceptual errors can
affect our judgements and evaluations of people. These processes are even more
complex in teams because we are dealing with multiple people simultaneously, all
expected to be aligned to the same objectives and goals. It is therefore important
for us to have a general understanding of teams, their psychological properties,
how they influence us, and how teams work.

We will explore our definition of teams in greater detail. Management academ-
ics like to distinguish between a team and a group; even though the differences
between teams and groups are subtle, they are important differences in some
contexts. However, in this chapter we sometimes use the terms interchangeably
because in the development of psychology, all teams have traditionally been
referred to as groups.

IN PRACTICE

Eve, Theodore, Miya, and Joseph all work in the kitchen of the Olive Tree café, a top-rated
restaurant in the trendiest part of town. Every Wednesday they get together with the
head chef to design and plan the weekend specials, decide on who will cook what meals, and
so on. This weekend is Valentine’s Day, traditionally one of the busiest weekends ever. The
head chef points out to his team how important it is that they understand each other’s roles
and the menu, and stresses that they will need to work together to cope with the onslaught
of diners while maintaining the highest quality of food and service. On Valentine’s Day,
couples from all around town leave their homes for the Olive Tree. The traffic is bad; some
people are stuck in traffic, others are waiting for an hour or so for a bus and up to 45 minutes
for a taxicab while others are walking to the restaurant. Obviously, these groups of people
are going to the Olive Tree for a common purpose - to eat fine food with their partner - but
they are not bound by any psychological contract. If the people on the bus never get to the
restaurant, it does not affect the people who get there by walking or driving. If, however, one
of the kitchen team doesn’t perform it will affect the overall quality of the outcome (food may
go out late, be burnt, be undercooked, taste bad, etc.). In practice, in this example, the Olive

Tree kitchen houses a team while the customers comprise a group.

In reality, a team is a form of work group and so in this chapter we will use
the terms group and teams interchangeably to mean groups at work in which
people are dependent upon others in their team in achieving outcomes.
Interdependence among people in teams poses many challenges and oppor-
tunities to managers because it means increased saliency has to be given to
managing issues such as personalities and values; coordinating behaviours;
establishing direction, roles, and responsibilities; and resolving conflict. Put
simply, teams are not only difficult things to be part of, but they are also full
of leadership challenges. To help you better understand the complexities of
teams, we look at how group psychology came about, mainly in the form of
group dynamics. We then consider how an individual can be affected by groups
of people, and how and why teams are used.
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TEAM AND GROUP DYNAMICS

Teamwork can be extremely difficult because it is so open to interpersonal
psychological issues. Certain psychological properties of teams can attract and
bind individuals, or they can orient people towards destructive behaviours, causing
some managers to question the value of teams because they require substantial
management time and resources. In other words, teams can demand a lot of
management time and effort, mainly because when teams are used, they are not
designed or managed to great effect.

There are many psychological underpinnings to groups and teams, so we will
now discuss how these function mainly from a psychological perspective. The
specific study of teams and especially their psychological properties is called group
dynamics. Group dynamics is a concept popularized by Knowles and Knowles
(1972) and refers to the underlying attitudes, perceptions, and behaviours of groups.

Included within group dynamics are questions about why and how teams are
formed, how they develop, how they work (or do not work), how they are sustained,
their challenges, and their eventual demise. So let us take a close look at group dynamics.

THE THINGS THAT BIND: WHY WE FORM GROUPS

Why do we form groups? First, let us consider the notion of safety in numbers. In
evolutionary terms, forming groups rather than existing alone is a very important
way in which many animals ensure survival. Ants and bees have very large, highly
structured, and organized societies, comprising many groups of worker ants or
bees, queens, and armies. Small fish in the ocean and animals in the wild (such
as the impala, buffalo, and zebra) all travel in large groups for safety.

In the tradition of Charles Darwin, imagine yourself as an animal aware that a
predator might be waiting to make you their lunch. If there were a series of points
on your journey where attack was more likely, your chances of surviving would be
greater if you travelled in large numbers than if you were on your own - especially
if you were fitter, smarter, and could run faster than the others. However, to say that
we form groups simply to avoid getting killed is a bit too simplistic. Psychologically,
being part of a group is critical to our survival in other very important ways.

Second, we form groups because of a sense of belongingness. If you pick up
any psychological textbook and turn to the chapter on psychological disorders
(abnormal psychology), you will notice one remarkable thing: all the disorders
(regardless of their cause) are considered problems for individuals because they
cannot function effectively as part of society. Being part of a group is necessary
for healthy psychological development and identity. In their classic text The Social
Psychology of Organizations, Daniel Katz and Robert L. Kahn state the following:

By being part of something beyond the physical self, the individual can achieve a
sense of belongingness and can participate in accomplishments beyond individ-
ual powers. Moreover, affiliating with others can extend the ego in time as well
as space, for individuals can see their contribution to the group as enduring over
time even though they themselves may not survive. (Katz and Kahn, 1978: 374)

Being part of a group, therefore, is important for our own psychological needs
because it provides us with a sense of self beyond our physical life. We all belong to
one form of group or another - a family, a group of friends, a work team, a student
group, a union, a special interest group, a religious group, a nationality, and so on.
We feel that we either belong or do not belong to those groups for myriad reasons.

With the In Practice exercise overleaf, you will notice that for almost all of us,
whether we feel part of a team or not is based on whether we are made to feel
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we belong, whether our interests and values are similar, and whether we fit in.
Organizationally, when thinking about teamwork, the manager might design a
team that cultivates the feelings in the first column and reduces the feelings in
the second column. By identifying, or not identifying, with certain teams, we are
effectively creating a distinction between ‘us’ and ‘them’. Each of us is treated as
either in or apart from the group. When part of a group, we, in turn, probably
treat others in the same ‘us’ and ‘them’ terms.

IMAGE 4.1 Teams at work

IN PRACTICE
TEAM FEELINGS

ake a few moments to think about the groups you feel you belong to or are a part of. You

do not need to identify these groups to anyone unless you want to - just think about them.
In the first column below list the reasons why you feel included as part of these groups.

After you complete that list, think about the groups that you feel you do not belong to or
that you feel excluded from and, using the second column below, list the reasons why you

feel that you do not belong.

| feel | do belong because: | feel | do not belong because:

Now, with some friends, compare and contrast your answers. What do you notice about why
people felt they did or did not belong to each group? Can you see any common themes

emerging? Are there any major differences?
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Much research has shown that in group settings we tend to favour certain indi-
viduals when making decisions. This phenomenon is called the in-group bias.
In-group bias occurs because one’s own group members are perceived to possess
qualities and attributes not possessed by out-group members. As such bias can be
between groups (favouring your own group over other groups) and even within
groups (favouring select members of your group over other members of your
group) (Hogg, 1996; Turner, 1987). Creating and reinforcing an ‘us’ and ‘them’
distinction has often been used as a way of uniting teams towards performance,
especially by getting a team to compete against ‘other’ teams, thus creating strong
identification with one’s own team, or in-group. Over time, strong identification
with your group can lead to quite problematic relations, such as prejudice and
distrust, and even hatred and anger, towards members of different out-groups
(see Whitley, 1999). The more the in-group members believe that the negative
attributes of the out-group are fixed and stable the more likely they are to have
negative perceptions towards them because they present a greater threat (Effron
and Knowles, 2015; Samio and Brauer, 2015).

Overall, group cohesion and identification is important, but bear in mind that
it can pose problems that make managing teams a complex art. We will explore
managing groups in more detail later in this chapter. For now let’s look into the
different types of groups that exist, and their dynamics.

TYPES OF GROUPS

Having developed an understanding as to why we form groups, let us now look
at different kinds of groups that we may experience over time. Typically there are
two categories of groups in organizations — formal groups and informal groups.

An informal group forms outside the formal structuring of work roles and
activities. For example, informal groups are a group of workmates who meet for
lunch every week, union members within an organization, a group of workmates
who play in a football team at weekends, or even a number of people who form a
coalition within the organization to resist, reduce, or alter the power or interests
of others in the organization.

Most groups tend to be closed groups. For example, most teams in an organi-
zation will contain people skilled or capable in key areas. A surgical team will
include surgeons, anaesthetists, and nurses — all skilled in specific aspects of the
surgical task. Obviously, to be part of this team you must have completed a range
of university degrees in medicine, nursing, and so on. Moreover, the surgeon may
belong to a national association, such as the Royal College of Surgeons, which has
strict requirements in all aspects of joining and maintaining membership (includ-
ing entry requirements, ongoing exams, and fees and charges). Moreover, being
a member of such a group provides one with accreditation, as well as a certain
level of prestige and professional trust within the community. Also, continued
membership is not guaranteed because if a person fails to behave in accordance
with the code of professional conduct and standards, the surgeon will find them-
selves ‘struck off’ the society.

Some groups are relatively open; they are called, not surprisingly, open groups.
Some of the most common open groups can be found online. YouTube or TedX
are perfect examples in which people share favourite movies, ideas, and pro-
ductions; and in the case of TedX (or TED Talks) inspirational, educational, and
interesting events and presentations are provided by people from all walks of life
from all parts of the world and for free. YouTube members vary from professional
movie makers through to total amateurs and, as with TED Talks, from all over the
world. Of course, in reality even open teams are limited in membership in terms of
available and accessible technologies, same interests, power relations, composition
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of the team, and, as we will see shortly, in terms of operating within accepted
behavioural norms.
Table 4.1 lists the most common types of teams used in organization.

TABLE 4.1 Types of teams in organizations

Advice and involvement teams ~ Management decision-making committees, quality control (QC)
circles, staff involvement teams

Production and service teams Assembly teams, maintenance, construction, mining, and
commercial airline teams, consulting teams, sales and health care
teams

Project and development Research teams, new product development teams, software

teams development teams

Action and negotiation teams Military combat units, surgical teams, trade union negotiating teams

Functional teams These are teams which have managerial hierarchies and specific

core functions. These can include HR team, marketing team, sales
team, and so on.

Cross-functional teams As organizations try to reduce silos in organizational functions they
tend to create cross-functional teams. These will involve people
from several different units. These teams typically are found in
advice and production and service teams.

Self-directed teams This team tends to be highly autonomous, empowered to make
decisions, often has its own budget, and does its own hiring.

Source: Adapted from West (2008), with our own additions of functional, cross-functional and self-directed teams

While it is helpful to define teams in a way that simplifies how we might make
sense of them, the reality is that how we actually define, classify, and describe
teams lacks consensus and agreement (Hollenbeck et al., 2012). As we travel
throughout this chapter you will notice we keep adding layers to the concept of
teams, but let’s begin with John R. Hollenbeck and his colleagues. Hollenbeck
et al. (2012) came up with 42 terms used by researchers to classify teams. They
argued that while there are many variations in the categories used to describe
teams there are three central concepts which emerge and that can be thought of
as the building blocks for differentiating teams. These are:

1. Skill differentiation - refers to the degree to which team members have
functional or specialized knowledge that makes each member replaceable
or substitutable.

2. Authority differentiation — refers to how responsibility for decision-
making is handled within the team: is it the responsibility of an individual
member to decide, is it subgroups of the team, or the collective team as
a whole?

3. Temporal stability - refers to the degree to which team members have a
history of working together in the past and whether they expect to work
together in the future.

This is a good way to think about teams in terms of these three elements; however
we do believe some elements are lacking and so we build upon these elements
throughout this chapter. First of all we need to discuss the idea of social impact
because it fits Hollenbeck et al’s (2012) categories but also provides important
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extensions that are missing from their categorization of teams. So let’s look at
some of the properties and processes in more detail because these help us in
developing a good understanding of teams and hence to get a better handle on
managing teams.

GROUP PROPERTIES AND PROCESSES

So far we have considered some of the reasons why we join groups, and the kinds
of groups that exist in organizations. Group dynamics research and theory have
identified some key properties and processes of teams that are integral to how
they perform on given tasks and also help us to make even better sense of the
various types of teams in organizational and social life. In this section we will
discuss issues of social impact and group size, social facilitation, conformance and
obedience, the problems of groupthink and social loafing.

SOCIAL IMPACT AND GROUP SIZE

In groupwork social impact has been identified as an important factor in the rich-
ness and quality of communication between people interacting together (Latané,
1981; Latané and Wolf, 1981). Hollenbeck et al. (2012) do not really emphasize
physical proximity and size but these are very important, especially given the
growth of virtual teams: in particular physical proximity has many implications
for teams and could be added as a fourth element to Hollenbeck et al.’s list (Foster
et al., 2015).

To get a better idea of how people affect and impact each other let us look
at social impact a bit more closely. Social impact theory is concerned with how
a social system influences people to behave and think in certain ways. In other
words, how people in teams perform is a function of how well they know each
other, trust each other and get along, how interrelated their jobs are in terms of
space and time, and how large the group is - the larger the group, the lower the
social impact.

Group size is a critical component in how groups perform. Online groups,
often referred to as online communities (e.g. YouTube.com, Facebook, Instagram,
etc.), would be perceived typically to have a low social impact and are therefore
usually seen as unable to get complex tasks completed because they lack close
ties, are spatio-temporally distant, and can be of an immense size — even millions
of people - thus lacking the closeness one would find in a small group. This is
in theory of course.

There are exceptions to the argument that large groups lack the social impact
and meaningfulness of small groups. TEDx is a wonderful example of how
people all over the world, from the most famous through to everyday people,
can connect online in very rich and meaningful ways through TEDx talks and
conferences: be they large-scale productions or local TEDx talks that are held
all over the globe (visit www.ted.com/tedx). Thinking about groups has often
ignored the fact that computer-mediated communications now vary widely, and
new IT can provide chatting and voice or video conferencing tools where people
can interact synchronously as well as asynchronously through multimedia, such
as Skype, i-chat, msn messenger among others. In addition, social networking
sites allow members of large groups to form smaller informal groups that focus
on special interests. The smartphone and other devices are also transforming the
way people interact and work together in teams.

Usually virtual communities are not designed to achieve specific organizational
goals and objectives, and can sometimes even run counter to stated organizational
goals. Members of virtual communities, unlike virtual teams, are usually bound
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together by similar interests, and so they are usually centred on social exchange,
knowledge and information sharing rather than on task completion. Even though
they are not usually task-oriented, virtual communities do offer a lot of possi-
bilities for organizations because they can be a great way that organizations can
share knowledge, creativity, learning, and ideas (Frey and Liithje, 2011; Gudergan
et al., 2005; Lampel and Bhalla, 2007; Suh and Shin, 2010); and more importantly
new communications technology can allow people and organizations to attract
funding and create crowd capital out of large crowds by way of crowdsourcing
for resources and funding to start a business, make a movie, or provide financial
help to people. Crowdsourcing in a business context refers to the use of infor-
mation technologies to outsource business responsibilities to crowds that can
influence a firm’s ability to leverage previously unattainable resources to build
competitive advantage (Prpic et al., 2015: 77). Crowdsourcing of ideas has also
been an innovative way of capturing the ideas of a community to better design
and run events such as festivals, concerts, and athletic events or for coming up
with various forms of innovation (Chua et al., 2014; Majchrzak et al., 2015), or
for collecting and organizing for disaster relief from earthquakes, hurricanes and
floods (Aldrich, 2015; Ford et al., 2015; Prpic et al., 2015). While crowdsourcing
is not often discussed under teams in many books on teamwork, it is not hard to
see how the challenges of managing knowledge and ideas from crowds are similar
to managing virtual teams. Research, theory, and discussions on crowdsourcing
will explode over the next few years, but for now, let’s stick to virtual teams.

We will look at virtual teams in a bit more detail later, but for now it is enough
to know that a virtual team has fewer people than an online community or a
crowd and so is often perceived to be a more effective group than is an online
community. Moreover, the virtual team exists to achieve results for the organi-
zation or group of organizations. Even so, often a virtual team continues to be
perceived as less effective in most situations than a face-to-face team. Researchers
believe poor performance is due to the poor training and coaching of people in
using collaborative technologies, and especially in developing and coping with
high levels of empowerment and self-direction. While virtual teams work best
when members have had at least some face-to-face meetings, research has found
that fewer, rather than more, face-to-face meetings work best when the teams are
highly empowered (Kirkman et al., 2004). In other words, if you are going to have
people work in low social impact teams they should be empowered, motivated,
self-directed, and skilled and knowledgeable, otherwise it is highly likely that the
team will not perform (Bertram et al., 2015; Iorio and Taylor, 2015).

Indeed, this case holds irrespective of whether a team is virtual or face to
face. Face-to-face group communications have their problems, which can be just
as serious and problematic. Where virtual teams experience problems because
of the lack of social presence of others, face-to-face teams experience problems
because of the presence of others, lack of psychological contracts, and inappro-
priate group size.

The majority of group research suggests that the optimal size of an effective
and productive team is between three and seven people. While there have been
effective teams with as many as 20 people, more recently, research suggests that a
team of three is sufficient for performance on moderately difficult decision-making
tasks (Laughlin et al., 2000).

The size of a team is very important. In terms of social impact it means that in
larger groups it will be more difficult to communicate and coordinate interpersonal
behaviours and actions towards group goals and objectives. Conversely, the task
is also a critical component because a team that is working on a complex and
demanding task but is too small in size will be stretched beyond the limits of its
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abilities. Similarly, a team that is too large, and is especially working on routine
tasks, will perform less well and less efficiently due to overcrowding — simply put,
there are ‘too many chefs cooking the soup’. In an interesting study Bertolotti
et al. (2015) looked at the relationship between multiple team members (MTM)
and research and development (R&D) team performance and found an inverse (U
shaped) relationship between them when we consider factors such as the use of
social networks and the forms of technology used. What was interesting was the
effect of the use of IM (instant messaging) as a moderator of team performance.
The use of IM meant small teams performed better on tasks, but in larger teams
it had the opposite effect.

According to one of the leading researchers on teams, Patrick Laughlin (2011),
the composition of the team is also a critical factor in team performance when
considering the size of a team - in this case when it comes to group problem
solving. According to Laughlin, group homogeneity (high degree of sameness
of the individuals) or heterogeneity (high degree of differences) will have dif-
ferential performance even when the group size is the same (between three
to four members). However, what is interesting is that when the homogenous
groups are made up of high abilities (they are experts, skilled, knowledge-
able, etc.), they outperform heterogeneous groups. Of course, more research
is needed, but one might also assume that high ability heterogeneous groups
would outperform high ability homogenous groups. This suggests ability is
also a critical component to success in group problem solving. So for ‘better’
problem solving one would focus more on teams with high levels of ability.
Indeed, Laughlin found that high ability individuals even outperformed groups
composed of two, three, four, or five low ability members. Makes sense really,
don’t you think? So, in short, while team size definitely has an effect on team
performance, and there are various arguments on optimal team size, the reality
is that much more work needs to be done to fully understand how different
factors moderate and mediate the effect of team size on performance. In other
words, it is too simplistic just to look at team size alone as the reason for good
or poor team performance because many things can cause performance to vary
in a way that interacts with group size.

It appears that in face-to-face teams the ‘Goldilocks’ principle applies to group
size — teams must not be too big, or too small, but ‘just right!”. What does just
right mean? The answer to this question is not as simple as some people make
it out to be. Typically there are a number of questions that we need to consider
when deciding on group size:

o What is the nature of the task? For example, is the task complex and
ambiguous and does it demand a great amount of resources, skills,
knowledge, and expertise? A larger group might mean a greater pool
of resources, expertise, skills, and knowledge. There is a trade-off in
terms of group size and the available pool of talent. A larger group
will have a greater pool of talent to choose from; however, a larger
group will require clearer leadership and coordination as more people
can mean greater chances of conflict.

e What is the nature of the physical space within which the team will
operate? If space is limited a large group will mean space is cramped
and uncomfortable.

o Is there likely to be bigh turnover of staff? A small team cannot afford
for one or two people to leave, so is the team large or skilled enough
to cope with drop-outs?
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®  Houw skilled, knowledgeable, and able are the team members? High
ability teams outperform low ability teams irrespective of size.

o Are team members beterogeneous or homogenous? Heterogeneous
teams have more to offer learning; homogenous teams have more to
offer group cohesion.

o Is the team to be self-led or will there be a formal leader established?
Large teams will find it harder to be self-led and so structures and
systems will need to be implemented in order to direct large teams.
Smaller teams tend to be better for self-led tasks as people tend to
share leadership in smaller groups.

There is a lot of research and theory about teams, and even more written in main-
stream management websites, consultancies and online resources on teamwork,
however there is clearly still a lot we don’t understand about team-working. So
many things affect the quality of experience in teamwork, and we need to look
no further than social facilitation to see how individuals affect teams and how
groups of people affect individuals — or more precisely how the process of social
facilitation affects and is affected by social interactions.

SOCIAL FACILITATION

As social influence and impact suggest, groups of people have a profound effect
upon individual behaviour and the overall performance of the team. Social facili-
tation is a concept that is as old as the discipline of psychology itself. In the late
1800s, Norman Triplett observed that children fishing would wind in their reel
much faster when other children were present (Myers, 2001). The phenomenon
of an increase in performance in the presence of others, known as social facilita-
tion, is similar to the effect found in the Hawthorne studies by human relations
theorists (see also pp. 000). Almost always, however, social facilitation occurs on
fairly simple tasks only, or on tasks a person is experienced in doing. If the tasks
are complex or the person performing them is a novice, social facilitation pro-
duces performance that is actually worse in social settings than when the person
works alone. Thus, how you introduce and train new team members needs care-
ful consideration and thought. Also, people who can do something competently
alone may not necessarily perform competently in the presence of others. Training
and experience, therefore, can be a critical aspect to successful teamwork, as all
sportspeople who play competitive team sports know.

Standard Comparison

A B (4

FIGURE 4.1 Solomon Asch'’s experiment demonstrating conformity. Which line is identical to the standard
line: A, B, or C?
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CONFORMANCE AND OBEDIENCE

In 1955, Solomon Asch published in the journal Scientific American what has
become a classic study, in which he reported an interesting and simple exper-
iment about how groups influence individuals. Asch had prearranged a group
of five people who were seated in a room. Another individual, who had been
recruited for the study, would arrive at the experiment to find this group already
seated at the table. The individual was told that the group consisted of other
people who were recruited for the experiment. What the individual did not know
was that everyone in the group was a confederate of the experimenter. After the
subject (who was the real focus of the experiment) sat down with the group, the
experimenter began the study by telling the members of the group that he would
show them a standard line and a set of comparison lines (similar to the lines in
Figure 4.1). The group had to decide which comparison line was identical to the
standard line, and each person spoke in turn, with the individual who was the
subject of the experiment being asked to speak last. The process was repeated a
couple of times. On each occasion, the answer was obvious, but each person in
the group would answer in a way that was clearly incorrect - for example, they
would all say C is identical to the standard line. Now if you were the individual
who was the real focus of the study, how do you think you would answer? You
think you would say B, would you not? Well, do not be so sure, because over the
course of the experiment approximately one-third of the individuals agreed with
the group - even though all the information available showed that the answer
was incorrect.

Often, of course, conformity is absolutely necessary. Imagine a workplace
in which no one conformed to the rules concerning health and safety, for
instance, and no one followed policy on decision-making. Imagine the chaos;
you would be in a workplace that looked a lot like the Wild West with its
lawlessness, bandits, and outlaws. Even so, many people tend to follow or con-
form blindly to the group even when what the group is doing is clearly wrong.
Conformity might help explain why so few people resist their organizations
and why a group may tolerate or engage in unethical and socially irresponsi-
ble behaviours (see also Chapter 13 for an in-depth discussion on ethics and
responsibility).

GROUPTHINK

Similar to conformity, groupthink is a term coined by Irving Janis, who was
intrigued by how teams would sometimes arrive at devastating decisions — even
when the teams appear to be prestigious, well educated, or carefully selected
(Janis, 1982). Since Janis’s study, many researchers have found that groupthink
occurs across broad levels of an organization. Even when the team culture of a
senior leadership team is made up of experts of equal power and status, it can
become too strong. When this occurs, the team reinterprets information so that
members can avoid any thinking that might disrupt the strong team culture,
sometimes leading to a belief that, together, the team can overcome any obstacle
faced (Clegg et al., 2002), but of course, sometimes such thinking can actually
help teams overcome obstacles, such as a team that strongly believes in the vision
and mission of what it is trying to achieve (Pitsis et al., 2003).

While groupthink often means people are trying to avoid conflict through cohe-
sion, and that a lack of conflict can mean a team is in trouble, groupthink can also
cause a team to spiral into depressive thoughts. At least that is what Granstrom
and Stiwne (1998) suggested when they expanded upon Janis’s notion of group-
think. They considered how groupthink leads to depressive team behaviours
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and thoughts, and identified some symptoms and methods for overcoming
depressive groupthink. Their work suggests that behaviour in organizations,
particularly in team contexts, can have a very negative effect upon people and
can cause groups of people to feel shared negative emotions and have shared
negative experiences. Later on we look into this idea in greater detail when we
discuss toxic emotions (pp. 000-000).

EXTEND YOUR KNOWLEDGE

Do you have team spirit? Read this article by Stewart and his colleagues where they explore
the idea of team spirit and four sets of paradoxes that embody team spirit to be found in
selfless egoism, results, conflict, and relationships within a football team. The article is written
by a large team for a journal: Tania Silva, Miguel Pina e Cunha, Stewart R. Clegg, Pedro Neves,
Arménio Rego and Ricardo A. Rodrigues (2014) ‘Smells like team spirit: opening a paradoxical
black box’, Human Relations, 67: 287-310. You can access the article at the companion website

https://edge.sagepub.com/managingandorganizations4e.

To avoid groupthink the team might encourage people to voice their opinion by
establishing that any critique of the team’s decision is welcome and encouraged, or
a team can allocate a role of devil’s advocate in which one or two people actively
question ideas in an informed and critical way. One especially effective way to avoid
groupthink is to encourage reflective learning by sending team members on reflec-
tive retreats in which they discuss and interrogate the process of decision-making
in their team.

WHAT WOULD YOU DO?

No space for groupthinking at NASA

By far one of the most famous cases of groupthink is Esser and Lindoerfer’s (1989) analysis
of the Challenger space disaster. On a freezing day in 1986, NASA engineers instructed
key NASA administrators to abort the takeoff of the Space Shuttle Challenger because

conditions were unsafe. NASA had a proud history of leading the space race, a very strong
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culture of invulnerability and success, cohesion, and close personal contact. There was
extreme pressure for this flight to succeed due to future funding issues, time pressures, and
world expectations. After the instruction to abort, the engineers and other members of the
NASA team involved in the launch finally made what appears to be a unanimous decision to
continue with the flight. It ended in tragedy, with the crew all being killed in an explosion
shortly after takeoff.

Once the federal inquiry began, a number of team members started to try and apportion
blame across the organization.

Tragically, groupthink can be so pervasive that even accidents such as the Challenger
disaster have little effect on enacting change. In 2003, we saw similar events at NASA when the
Space Shuttle Columbia broke up during its re-entry into Earth’s atmosphere, killing all aboard.

Knowing what you now know about social facilitation and about management what

advice would you give NASA in order to avoid such examples of groupthink in the future?

SOCIAL LOAFING

Social loafing has been colloquially known as shirking, bludging, free riding,
or laziness — and it is a phenomenon that we have all experienced in one way
or another (and in our experience, especially in student groups working on
assignments). Most simply stated, it refers to a situation in which members of
a group exert less work effort than their peers. One of the reasons that people
exert less effort in some group situations is that people feel less accountable for
their behaviours when they know other people will pick up the slack (Harkins
and Szymanski, 1989). For instance, when everyone around you is applauding a
performance, you do not need to do so demonstratively because your applause
will neither add much nor be missed if it cannot be heard. (Though if everyone
at a performance thought this way, what would happen?)

There are many reasons why people might appear to be social loafers in an
organizational setting, such as lack of confidence, being poorly matched to the
job, or having personal problems such as family relationship or health issues.
However, although social loafing is a concern, especially for student teams doing
an assignment, in a team at work it is quite unlikely that people will be able to
loaf socially for a long period of time without other team members seeking to
correct the situation. Theoretically, one would assume that social loafing would
be much less likely to exist in work teams because team pressures can be a pow-
erful source of conformance (Barker, 2002). Hence in some ways conformance
and obedience can cancel out social loafing.

Even when social loafing does occur, it is easy to counter by, for example,
ensuring that team members have clear roles, responsibilities, and accountability.
Also, you can ensure that there are clear goals set for individuals and the team,
and that team and individual performance are measured. When team rewards are
based on individual contributions, allow team members to decide how members
will be punished for failure to perform. In general, do not use teamwork for
simple, routine, or meaningless tasks or in situations in which the whole team is
dependent on the performance of only one or two members. For example, many
department stores use sales teams; however, in sales there are often one or two
individuals that have the ability to close or complete the sales transactions. In
such situations, a team is only a team by name. It is probably more effective to
use individuals in competition with each other rather than a team that relies on
cohesion and the equal input of many individuals.

Of course, we are not suggesting more complex teamwork makes it less likely
that social loafing will occur. Research has shown that when teams work on
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non-linear tasks (that is, tasks that require people to do tasks concurrently and
revisit some tasks because they require continuous improvement — such as the
design of sophisticated software — or complex decision-making) it is often the
case that social loafers will coexist with active members of the team. Often the
management response to the existence of social loafing is to tighten managerial
control; however, rather than using a dictatorial team management style, coopera-
tion in ad hoc decision-making groups can function robustly and efficiently, even
more than greater command and control (Kameda et al., 2011). This implies that
social loafing is not simply people being lazy, who need to be forced into doing
more work; rather it is a more subtle practice and has many reasons for being.

DEVELOPING TEAMS

Up to here we have discussed groups and teams, the types of teams that exist in
organizations, and explained some of the reasons why we form teams. We then
considered some of the key team dynamics inherent in teamwork and how these
dynamics affect how individuals behave in teams, and how individual behaviour
affects teams. In this section we investigate how teams form and develop, and
differentiate between stage and process models of team development. We then
place emphasis on the social psychology of team roles because knowing our roles
and responsibilities in team settings is crucial to performance. We then move on
to some practical discussion of managing teams.

TEAM FORMATION

First, let us take a look at the stages of team development. West (2008) identified
four key dimensions upon which all teams can be differentiated — and you will
notice some similarities with Hollenbeck et al.’s (2012) categories. First, degree of
permanence refers to the duration that teams are expected to operate as a team.
The temporal life of teams can vary from quite short assignments to long-term
tasks. For example, project teams may be formed for tasks that can vary from a
few weeks to several years. Other teams may be required to work together in
short shifts, such as a team of chefs in a restaurant or a team of airline cabin and
cockpit crews who are together for only a few hours.

Second, teams vary on expectations of skill levels required over time. Consider
a specialist medical team that provides care to expectant mothers with medical
complications — not only are the required skill levels high, but they must also be
constantly developed to keep up with technological changes and improvements
in the knowledge of care and treatment of a variety of medical complications.
Other teams may require few skills other than knowledge or experience around
a given topic (as is the case with a jury).

Third, autonomy and influence refer to the level of real power and influence
possessed by the team members. A team of five 17-year-old McDonald’s staff may
have little autonomy and influence in what gets done and how it is to be done,
whereas McDonald’s top executive team is very powerful.

Finally, teams differ in terms of the nature of the task involved. Tasks can be
routine, as would be the case on a car assembly line, whereas a senior leadership
team may develop the strategy for a company for the next two decades.

We will add a fifth dimension that is not included in West’s list, that of spatio-
temporal context. By spatial context we mean that members of a team may
interact in close physical proximity or they may interact from distant or remote
physical locations. By temporal context we mean that people may operate in syn-
chronous time (at the same time), or in asynchronous time (at different times). For
example, an emergency disaster response crew will work in close proximity at
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the disaster site together at the same time, sharing not only space but also time.
Conversely, a virtual team of engineers may be globally dispersed, working at
different times of the day via computer-mediated communications (email, virtual
collaborative software) and in different time zones. Some of the engineers might
never have met face to face. Teams that operate in this way are often referred
to as virtual teams,

Virtual teams are predominantly knowledge based in that each member contri-
butes their knowledge, expertise, and experience to the specific task at hand.

So, to summarize, according to West (2008) all teams can be differentiated
based upon four key dimensions:

1. Degree of permanence.
2. Skills/competencies.
3. Autonomy and influence.

4. Level of task from routine to strategic.
And we added a fifth, that of:

5. Spatio-temporal context.

EXTEND YOUR KNOWLEDGE

Read the article ‘Virtual teams research: 10 years, 10 themes, and 10 opportunities’ by
Lucy L. Gilson, M. Travis Maynard, Nicole C. Jones Young, Matti Vartiainen and Marko
Hakonen (2014) in the Journal of Management, which you can find at the companion website
https://edge.sagepub.com/managingandorganizations4e. In this article Gilson and her
colleagues review the growth of research and practice in virtual teams, and present ideas for
future research. The article nicely packages the main approaches for making sense of and
studying virtual teams, and irrespective of whether you are a graduate student, a researcher,
or practitioner interested in virtual teamwork, we are sure you will get some relevant and

practical insights from this article.

TEAM STAGES

One of the most famous models of team development is Tuckman’s (1965) stages
of group development. As an educational psychologist, Tuckman was able to
observe how people operate in teams, and develop a theory of team development
that identified four key stages that all teams go through. These are the forming,
storming, norming, and performing stages of group development. Later Tuckman
collaborated with Mary Anne Jensen and together they added a final stage called
‘adjourning’. Table 4.2 represents each of the stages and summarizes the key
characteristics of each stage.

Many books that describe Tuckman and Jensen’s (1977) stages of group devel-
opment critique the model as outdated because it assumes team development
occurs in a linear, functional manner. Another reason the model is critiqued has
been because it is prescriptive, in that it is telling us what ‘should’ happen, rather
than descriptive — what is happening. However, the power of the model is not to
be found in terms of the ‘stages’ of group development but rather in that it pro-
vides us with a relatively simple framework for understanding that certain things
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are happening at certain stages and that these influence the effectiveness of the
team. For example, knowing that everyone is operating to the same norms around
deadlines, quality of work, values, and so on might be integral to successful task
completion. In this sense, by thinking about the stages and what goes on in each
stage, managers can identify and reflect on what is happening, and what things
need to be considered during each stage.

TABLE 4.2 Stages of group development

Stage Characteristics

Forming As the name suggests, as people form groups they tend to try and avoid conflict and
seek to gain acceptance by others. The group seems to lack a sense of urgency as
people try to get to know one another, but in reality a lot is happening at this stage
of group development. People are actually sizing each other up, working out status,
power, and roles. However, because this is an early stage of group development,
there is little action as people avoid issues and actions that might create conflict

Storming Eventually the group will have to disband, fade away, or move towards action. Once
these things start happening people begin to vie for position, they align with in-
group members, and conflict may start to emerge as people attempt to deal with
contentious issues relating to group outcomes and processes. Individuals in the
group can only remain nice to each other for so long, as important issues start to be
addressed. Sometimes members work towards cohesion in order to get things done,
but a lot of problems concerning group dynamics emerge at this stage. Sometimes
issues are repressed but continue to fester until they explode into overt conflict. It
is here where the third stage, norming, begins to evolve

Norming At this stage people start to get an understanding of their roles and responsibilities,
what they can and cannot do, how they do it, and who does it. Once norms are
established, new members must abide by these norms or face becoming outcast and
being pushed out of the team. These norms become embedded and taken for granted
and once established become very difficult to change. It is therefore important to
ensure the norms reflect the intentions of what the group was established to achieve

Performing  Once the team has established its norms and a sense of cohesion is achieved the
team is ready to perform. If you remember earlier we defined a team as one in
which people are interdependently linked. That is, the task requires all people to
perform in order for the team’s outcomes to be realized. A team can only reach the
performing stage when people are able to work well together, know and trust each
other, and care enough about each other and what they are doing to adapt and
change as needed in order to get things done. A performing team is identifiable
when people are comfortable in airing their concerns, and the team members work
through problems and issues without severe conflict

Adjourning In the adjourning stage the team has completed its tasks and everyone should be
basking in the glow of a job well done. People exchange ideas about the tasks, say
their goodbyes, or find ways to stay in touch with team members, and must cope with
a sense of ‘break-up’ and loss that they experience as the team dissipates. Of course,
some teams such as project teams only adjourn in the sense that they have completed
their given task, but remain a formal team that goes on to work on new projects

WHAT WOULD YOU DO?

Look at each stage of group development in Table 4.2, then read the mini-scenario below
and indicate what stage of team development the scenario is referring to.
A manager has asked a small team of people to prepare a proposal for a new system for

staff in the organization to nominate when they plan to take a holiday through a negotiation
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process. Discussion comes to how a decision will be made when two or more staff members
nominate the same dates for their preferred holidays. Two team members have a strong
disagreement over whether people should be allowed to either toss a coin to decide on who
gets the chosen holiday dates, or whether the person who has had the longest tenure at the
organization is given priority (answers are at the end of this chapter on p. 116).

Q1 Is this scenario reflective of the forming, storming, norming, or performing stage of
group development? Why?

After much discussion and in-fighting the team has decided that from now on all ideas
will be voted for in an anonymous ballot. Where ideas are given the same number of votes,
the decision will be handed over to the manager.

Q2 Is this scenario reflective of the forming, storming, norming, or performing stage of

group development? Why?

TEAMWORK AS A REFLEXIVE PROCESS

While the team stages help us to understand what might be happening at different
stages of group development in order to make the team more effective, in reality
the process of team-working is much more complex. One interesting way to think
of teamwork is to view it as an ongoing process of reflexivity.

Reflexivity is similar to a journey in which we start off a certain way, act
out certain things, and then stop to think about how we acted and how the
action affects future action. For example, let us say you and a friend are in a
team together, and let us say that your role is to provide information for mak-
ing decisions on allocating funding to certain departments, and your friend’s
role is to ensure that the meetings stay on track and on time. You might find
that you always go way over your allotted time, and you constantly find your-
self being cut off by your friend. Moreover, you find that the rest of the team
members agree with your friend, that you waste too much time, and that your
presentations should be shorter and better organized. You may get very angry
and storm out, but after a while you may calm down and accept that there are
certain things you can do to be better prepared and present the most important
information during those meetings. So, you do this and in the next meeting
people commend you on a job well done, and that the changes in the structure
of your presentation are much easier to follow and to understand. Through
reflexivity, you performed a task, reflected on the task, changed what you did,
and performed the task again.

While Tuckman and Jensen’s (1977) model paints a picture of teamwork and
team formation as a linear process where we can isolate and identify where a team
is in terms of its stages of development, others argue that team-working should be
thought of as a complex and dynamic process (West, 2008; Wiedow and Konradt,
2011). For example, when we work in teams a great deal of cognitive processing
and sensemaking is going on. How do we work together as individuals? Are we
getting along? Do we know how to do the job? Are our expectations realistic?
Do we have the required resources and people? And so on. Such questions do
not happen in a static way, but evolve and continue throughout the life cycle of
the team’s development. As all this processing goes on, each team member is
constantly adapting, changing, processing, and integrating what they know, do,
and think in relation to the task at hand - in this sense teamwork involves a high
level of team task reflexivity (West, 2008). By team task reflexivity we mean that
a team will be effective not so much by adhering to certain rules around stages
of team development, but that team members reflect upon their task objectives,
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strategies, processes, and environments, and adapt and improve these aspects of
their functioning in order to achieve their outcomes.

West (2008) identifies a number of problems that teams face if they are not reflex-
ive about how they are performing tasks, including that non-reflexive teams will:

e Tend to comply unquestioningly with organizational demands and
expectancies.

e Accept organizational limitations and only operate within these
limitations.

e Fail to discuss or challenge organizational incompetence.
e Communicate indebtedness and dependence on the organization.

e Rely heavily on organizational direction and reassurance.

A reflexive team will tend to improve how things are done and challenge behaviours
that are not conducive to task performance and the betterment of team outcomes.

TEAM ROLES

One final but critical aspect of teams that we need to cover is the issue of team
roles. In teams people