Developing and Communicating a Vision 179
FLIXIBILITY M O D U I_‘ E
by I P H E .‘ TING relevant facts and are making the best possible decision. In terms of goal serting. we

often discover that performance management systems, which are needed o ensure
that individual goals are aligned with organizational goals, can become so complex

PR‘ 'DUCTI w IT i that we feel that too much time is spent setting goals and not enough is spent working

to achieve those goals.

AND IN CREAS ING Competencies. In organizing the five competencies in this module, we begin at

the highest level of abstraction with the importance of developing and communicating

a vision. A vision communicates answers to the basic and timeless questions: Who are

PR OFITAB ILITY we? Where are we going? and Why are we going there? These are the bedrock ques-
tions that help us understand and justify the reason for the organization’s existence,

For individual leaders, the root questions are: What do | care most about? and How

do I want to spend my life in pursuit of whart is most important to me? A vision pro-

vides us with a destination, a desired future. To support that vision, our discussion of
setting goals and objectives addresses the question; How will we get to our destination?

Our nexe competency, mativating self and others, brings us to the question of energy—
COMPETENC1ES . : Where does it come from and how can we best use it? Energy relates to concepes
: such as inspiration, commirment, and perseverance in pursuit of our vision. Our
ng a Vision o P ' P P

Developing and Communicating next competency, designing and organizing, addresses organizational structure and
Seftting Goals and Objectives culture, and their impact on our ability to achieve our vision. Lastly, we address
: organizational-level processes, leader behaviors, and individual-level issues associ-
Motivating Self and Ofhers ated with managing execution and driving for results. We explore each of the compe-
Designing and Organizing tencies in turn to see how they support individual and organizational efforts 1o

Managing Execution and Driving for Results compete in dynamic, complex environments,

n contrast to the human relations and internal process models, which take an .
internal focus, the rational goal model takes an external focus. It is similar to the DEVEIDplng and
internal process quadrant, however, in its emphasis on control and its connection Commun iCating

to carly management theories. This module in many ways reflects the more traditional Mud“_le 3 CUIHPEIIEHCY 1 a Vision

definitions and purposes of leadership and organization.

ASSESSMENT

Organizational Goals. The primary goals of the rational goal m4l:|~:!=:l are improving
productivity and increasing profitability. Consistent with the assumptions of the rational
goal model, the competencies in this module focus on providing clear direction as a Objective

Developing and communicating a vision is a skill that is important for managers. The exercise
& ¥ a « o /s " 3 [ o
means of achieving productive and profitable outcomes. Reflecting the external focus of

below is designed to help you assess your prior experience with some of the key issues associated
this quadrant, Compete is the action imperative. Key activires focus on ggurcl-.a.l-iﬁual:iun. with the effective communication of a compelling vision.
[ : -

rational analysis, and action raking, Directions Think abour situations where you have made suggestions for raking some action. This could be
]

while working with a team (e.g.. project, work group, or committee) or individually (e.g., mak-

ing sugpestions to a supervisor, coworker, subordinare, family member, or friend). With these
in the Compete quadrant. For example, at the same time that people want a leader o examples in mind, please respond to each of the items below using the following scale:

provide a clear vision for the organization, people are unwilling to embrace a vision
unless they see the vision as their own. For their part, good managers want to take the
lead and move ahead, but they also want o take time to be sure that they have all the

Paradoxes. Despite its emphasis on logic and rationality, paradoxes are also evident

Rarely Seldom Somenmes Often Very often
1 2 3 4 5

When making suggestions for taking action, 1. . .
178
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I. explain how my idea fits in with the “big picture” of what we want to accomplish terms of mechanics, the formulation of a vision includes three key processes. First, a

vision must be framed and defined. Second, a vision must have the right companents

Y ! and content. Finally, a vision must be effectively articulated and communicated. We will
3, emphasize the rational arguments for taking that action,

| consider each of these issues in turn,
! | 4. 1rv o connect the needs and interests of others to the action I'm suggestng,

| 2. justify my suggestion and explain why it would be the right thing to do.
y ) :

¥ 5. talk about my suggestion in terms of what we would ideally like to accomplish.
|
6. try to make my suggestion as vivid as possible. e k £ i =
" : : _ - PROCESSES FOR FORMULATING A VISION
7. offer compelling examples of how my approach will make a difference to people.
8. avoid gewing into too many details until others have agreed to my basic idea Vision does not arise in a mysterious manner. Research suggests that vision emerges as a
9, try to explain how my suggestion will benefit us all in the future. leader surveys the situation and finds ideas that await a champion (Nanus, 1992). The
k k ) - story of Charles Schwab and Company. as reported by Morris (2005) and summarized
| 10. look for ways to connect what 1 want to do with what others want to do. ] pan} I ) i

Reflection  Each of the items above relares to some aspect of developing and communicating a vision.
: Fhe higher your score, the more practice you have already had at using this important

K |!n||||'|'f‘ll.'r.~ ¥s

LEARNING

Why is vision so important for individual leaders and for organizations? When
Kouzes and Posner (1995, p. 21) asked thousands of people on many continents
over a 20-year period whar they expected of their leaders—whar was required 1o
generare respect and commitment in followers—the first answer was '.'is'mn.. '.rhrrs.t
rescarchers argue that vision is what people want most from a leader. Vision is
crucial to organizational success.

As we begin to look back on the first decade of the twenty-first century, there
are additional reasons for the increasing importance of vision in organizational life. The
demographics of the workforce have undergone monumental change, with increasing
diversity on almost every dimension imaginable. As the baby-boom generation
begins to cycle out of the workforce (or, in some cases, cut back on time spent in
paid employment), the next generation of workers is already fomenting r.'h:mgcs. i1.1
the nature of work. Expectations about careers and psychological contracts (beliets
about the obligations of employers and employees to each other) are very different
today from what they were when the rational goal model was initially proposed. For
L'E:!l‘l.‘.l[ll.n'. a recent Fortune magazine cover story on Generation Y in the wnrl-’.|!|;?|:c |s
very telling. A young man and woman stand next to the headline: “'Manage’ Us?
Puh-leeze” (2007). Many of the individuals in this new gencration entering the
workplace do not want to be “managed”; don't even think of it, much less wy it! In
addition ro wanting a big say in where, when, and how they work, they also want
more than a pay check. They want to ply their ralents in ways that hri?g them mean-
ing and fulfillment. Merely "motivating’ this generation will not suffice. They want
and demand inspiration.

In this Learning section, we consider both the mechanics of crafting an inspir-
ing vision and the impact that a visionary leader can have on an organization. In

in Box M3.1, }ﬂm'idu.\ an 1'.\.ir1|p|-_' of how visions can emerge from a combination of

changes in the environment and long-standing personal values.

BOX M3.1 A STOCKBROKER’S MAVERICK VISION

In 1975, on May |—the day the U.5. Securitics and Exchange Commission (SEC) derepulated brokerage
commissions—Charles Schwab started his own company built on what was a unique and quite unconven-
tional idea—that there might be a profitable business in selling stock to the middle class. Charles Schwab and
Company was based in San Francisco (not Wall Street), and on thar day when the SEC deregulated—every
other brokerage firm increased fees on individual investors—Schwab lowered its commissions by more than
50 percent. Schwab’s “rogue” status continued when it became the first firm to bundle murual funds rogeth-
er and to force the funds—not individual investors—uo absorb the cost of trading fees. Schwab was also the
first discount brokerage to add a network of hundreds of branch offices across the United States. The compa-
ny grew fast (long before the dot-com bubble) and became the biggest, most successful discount brokerage
firm in the industry, and Charles Schwab became a multibillionaire and a household name.

In May 2010, Charles Schwab operates in a vastly different environment but is stll commirted to the
same vision of helping individual investors. As in 1975, Schwab is once again trying to encourage people o
invest in the stock market, maintain a broadly diversificd portfolio, and hold stocks for the long term. Unlike
1975, however, far more people have personal experience with the stock market’s rollercoaster ride and are
afraid to get back on. Many individuals who watched their investments fall dramatically in 2008 failed to heed
Schwab’s advice to “just hang on” and fled from the stock market as it neared its March 2009 bottom. As a
result, Schwab now faces the difficulr task of coaxing people o return to investing so they don't miss our as
the market rebounds.

Charles Schwab saw an opportunity in changing circumstances. Suddenly the industry was being dereg-
ulated. He anticipated a need in the middle class. His concern for the middle class was genuine, not just a
business gimmic

. His vision led him to a unique path; it took his organization o places other organizations
could not go. When marker conditions change, Schwab adjusts its business model and its ractics. Whar
remains constant is Charles Schwab's original vision—to build a company driven by the best interests of its
clients and their long term financial security.

Sewrees: Adapred from Maorris (2005, 2010},
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Please take one hour, in a quict place where you can do some reflection in solitude and wrire 3
draft of your leadership story. Consider the following chaprer "headings™:

# Chaprer 1: The Early Years. Recall your formarive years. How did your early personal experiences
and family crcumstances shape who you are roday?
Whar carly messages, lessons, or values were inculcated during this life phase?

* Chapter 2: Angels and Heroes. Describe two people who have made a difference in your life—
one from your personal life and one from your work life. What "leadership lessons” did you
acquire from each person?

® Chapter 3: Leadership Courage. Think of a time in your life when your values were significantly
challenged. How did you resolve ar work through this sirsation?

* Chapter 4: Your Legacy: Everyone says it differendy, but what do you think is the "tue joy of
life"? What personal values or wisdom would you want 1o pass on o those you care most
deeply abour?

Your instructor may construct discussion groups within which you can share your draft stories.

Everyane has a story—leaders just use their stories better. Leaders recognize the defining moments
in their lives and communicate those lessons in words and actions. Everyones life is filled with
experiences—traumatic, frustrating, or exhilarating—that can be the source of valuable learning,
Stories create real human connections by allowing others to ger inside our minds and our lives.
With their human protagonists, dramas, and climaxes, they engage listeners on an emotional and
intuitive level that is rarely touched by purely rational argument.

Presenting your leadership story o someone else takes courage, but inevitably, someone
will want to hear about who you are and the story behind whar is imporrant ro you. It may not
come out in exactly those words, but thae will be the reality of the experience. It may be during a
job interview; it may come from a counselor or family member during a conversation about your
career and furure; or it may be part of an carly conversation you have with someone with whom
you are establishing a new relationship. But it will come, so be prepared.

APPLICATION Envision

This application exercise will allow you to link your job search and career planning activities to
vour own personal vision and values (e.g., your personal leadership story as part of your leadership
“point of view").
Identify three organizations where you might like 1o work someday. Starting with their company
website, locate and print a copy of the organization’s vision, mission, values, or whatever label the
organization gives these types of starements,

Take each in turn, and lay it side-by-side with your persanal leadership story draft. Begin o
think about how you would answer the following questions, if asked by potential employers in
each of the organizations you identified:

= Whar about this organization mikes you want t be a part of it?
= Why this company and not (insert names of two most obvious competitors)?
® What do you want most from an organization/career?

®» Whar is it about you that makes you think you would be a good fit for us and thar we would

be & good fit for you?

Reflection
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®= Whar do you see as the most important values that define who you are as an individual?

* How aligned do you think those values will be with our organization? Why?

To help you refine your answers, your instructor may have you role play these conversations in
dyads.

Career planning should nor be something thar you do only when you are actively seeking a job.
With demanding workloads and busy lives outside of work, however, it is easy to let career plan-
ning get pushed to the back burner. Regularly updating your career plan ensures thar you are pre-
pared if an unexpected opportunity arises. It can also help you recognize early that you are no
longer on a path you feel passionate abour pursuing. That knowledge gives you the opportunity
to make changes thar will lead ro a more satisfring future.

Some people may feel that they have too much invested in their careers to make a change,
but those past investments are “sunk costs.” Rather than looking at past invesements, you should
consider only the future costs and benefits of making a career change. Consider the example of
H. Edward (Ed) Roberts. Although known to many people primarily for his first carcer in the
computer industry, Roberts's second career, as a doctor in rural Georgia, was perhaps even more
important to others.

Roberts invented the Alair 8800, the first affordable home compurer, which sold for $397
back in 1975. It was the Altir 8800 that led Bill Gates and Paul Allen to write Microsoft Basie, And
it was Ed Roberts' company, Micro Information and Telemetry Systems in Albugquerque, New
Mexico, that first distributed software for whar would become the largest software company in the
world, Despite his investment of time and money in the nascent compuorer hardware industry,
Roberts had a different vision for himself. In 1977 he sold his company and meved 1o Georgia where
he had a farm and wrote software. Later, Roberts revived his dream of becoming a doctor, attending
medical school and practicing medicine uncil his death in 2010, In Roberts' obituary, Paul Allen
noted, * . ., unuil he got sick, Ed was seeing up wo 30 patients a day as a country doctor in Cochran,
Ga. I'm sure they are all glad he didnt rest on his lawrels” (Allen, 2010; "Ed Roberts {computer
engineer), 20010; Lohr, 2010; *The tinkerer who helped spark the PC revolution,” 2010),

Settin%_Gna_ls
and Objectives

Module 3 Competency 2

ASSESSMENT

Objective

Directions

In this assessment, our intent 1s to get you thinking about goal setting as it relates 1o your academic,
personal, and professional life as a prelude 1o discussing goal and objective setting in organizations.
The questions for consideration that follow will help you focus on basic aspects of goal-setting
processes. There are several keys o making any goal-secting process effective, and we discuss those
throughour the Learning section that follows as we explore some of the connections, relationships,
and challenges involved in setting goals and objectives thar help us achieve our personal visions,

List at least one goal (bur do not restrict yourself to one) that you have in each of the following
four categories. You will be referring back 1o these goals throughout discussions and activities in
this and other sections of the rextbook.

1. Personal relationships

2. Academic/scholastic accomplishments
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Cuestions

for Consideration

=

Rcﬂ{r ton

LEARNING

3, Careerfjob interests

4. Your financial furare
¢l

1. Are these goals consistent with your story/vision from the Practice segment in Developing
and Communicaring a Vision?

2. How do you know thar the goals you identified will bring you closer 1o the realization of your
personal vision?
3. How difficulr and challenging are each of these goals?

4. Do the various goals support and complement one another, or might there be some potential
conflict and cum;wmmn. AMIONE Some of the goals?

5. How will you measure pmy'::ﬁ and success on each of the various goals?

6. How would you go about n:ml'-mg any questions, inconsistencies, or problems you have,
ba,‘ld_‘d Qn your answers oy EI'II: qu:ﬁtlﬂl’l! EI.'I'LI"'('t'

The goals and objecrives we set for ourselves in our lives ideally flow directly from che visions and
personal stories we craft for ourselves, as we did in the Practice for Developing and Communicar-
ing a Vision. Sometimes, however, we set goals thar don't align very well with our vision. Such
goals can take us off course if we don't occasionally take the time to step back and thoughtfully
review them.

Muoving forward logically from the development and communication of vision, we
come to the formulation of specific organizational plans, goals, and objectives aimed ar
realizing the vision. Broader organizational goals ideally ger translared into various sub-
goals art the divisional, functional, or other business-unit level and then ultimately cas-
cade down the organization to relevant departments, units, reams, and individuals.
Again, this is an ideal—in practice, things are rarely so tidy!

Goal setting is a critical rool both for individual achievement and for directing the
efforts of individuals and groups of individuals roward a common end. When Frederick
W. Taylor, the father of scientific management, was defining the appropriate amount of
pig iron to be handled by a single man in a single day, he was engaging in classic goal
setting for blue-collar workers. This was a fine-grained process that clearly defined and
delineated every aspect of the task: how it was to be performed, expected outcomes,
and rewards for accomplishing it.

In the 1960s, “management by objectives” (MBO), a white-collar, managerially-
focused version of goal-setting introduced by Peter Drucker (1954), emerged and
became popular. Research, theory, and practice on goal setting continued unabated
through the turn of the century. While much has changed abour individuals—the work
they do, the sertings in which they work, and their arritudes rowards work—goal set-
ting continues to be a popular tool for managers today. Our plan in this section is to
review the key lessons learned abour goal serting from the past, get a dear understanding
of how work environments in the new economy impact goal-setting effectiveness, and
gain a fuller appreciation of the relationship between developing and communicating a
vision and setting goals and objectives.
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GOAL SETTING—THE BASIC BUILDING BLOCKS

What is goal setting, and why should managers be concerned about i€ Goal-serting
theory and research emerged when the rational goal model—the theoretical forerunner
of the Compete quadrant of the competing values framework—held sway as the domi-
nant model of organizational effectiveness, The rational goal model assumes an organi-
zation is effective if it successfully achieves the goals it is pursuing, For most businesses,
then as now, a primary goal is profitability. For other organizations such as nonprofits
and governmental agencies, goals rypically focus on a accomplishing a mission, rather
than achieving a profit. From a purely rational and logical perspective, goals define the
results that people should aim to accomplish in pursuir of the organization’s straregy
and vision, Goals serve as the foundation for performance planning, review, rewards,
and improvement effores. Withour goals, time and eftorr would be wasted on activities
not specifically focused on the organization’s success—as defined by its goals.

Goal serting takes place ar all levels in an organization. The focus, purpose, and
kinds of activities that are part of the process, however, vary with the level of the orga-
nization in which they take place. At the most senior levels of managerial leadership—
at the enterprise level, for example, goal setting tends to be focused primarily around
what Latham and Wexley (1994) refer to as the organization’s superordinate goal—
namely its vision. That focus tends to be strategic and directional. It involves an organi-
zation’s most basic and fundamental decision: the choice of missions, strategies, and
major allocarions of resources. These strategic/visionary choices, taken together, will
generally shape the organization’s overall furture.

As the goal-setting process cascades down throughout the organization to operat-
ing unit levels and ultimately to individual employees, goal setting should stay aligned
with superordinate goals set by the most senior organization leaders. At these lower lev-
els, goal setting tends to be more tactical, with a primary emphasis on implementing and
carrying out decisions made as part of the vision development and strategic planning
process. At the tactical level, the process involves the following:

1. i-mmulmng specific objectives, targets, or quotas that need to be achieved by a certain
time. S

. Developing an action plan to be fulluwed and idtntiﬁring specific steps to be taken
to meet or exceed those objectives.

Pl

3. Creating a schedule showing when specific activities W'I“_bs_,ﬂ'dﬂﬁ.\lﬂ.ﬂdfﬂf completed.

4. Developing a "budger” (including any type of necessary resources).

5. Estimating or projecting what will have happened at certain points during the life
span of the plan.

6. Establishing an organization to implement decisions.

. Setting standards against which performance will be evaluated.

Some parts of this list should look familiar—the Module 2 competencies of Plan-
ning and Coordinating Projects and Measuring and Monitoring Performance and
Quality both require thar tactcal goals have been set to help the organization
achieve its vision.
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Morivaring Self and Others 2003

Ill: abDjective Of this eXcrcise 15 o I“"'\-ll:l'

i with an OppomunIy o apmy what voa have

learned about serting goals and objectives in an organizational setting
1. Conduct an evaluarion ol the process thar vour weaniEation uses for settinge eoals and obie

oves. (I you are not currently |'u|l-|-..._i use vour collepe/university as vour oreanization.) To

her ir FIESATae T | 1.1 0
gather informanon, you should interview not only pe .r|._ at the top of the organization who
SCT INC Strategc direction, bur also |'-.-|._|!_ at lower levels to see how effectivel he vision and

strategic goals have been cascaded throughout the oreanization
I* . - = m i
Prepare a4 writien summary of your analvsis

ind be prepared to present and/or discuss in class

1. Does the org:

!_'ll.||'- Lo ._|I Wl

nization have some way to ensure tegic uniy and alignment  as i addresses

Do the organization-wide goals seem aligned and connected to organization’s vision/s

3. Does the organization’s performance management system seem o make pood use of goal anc

objective setring?

4. How do the oreanization-wide goals stack up against the SMART eriteria

hAlhiening 2 i
\ligning goals throughour an organization is not an casy sk, parocularty in highly 1

IVITONMENTS Wnere \Il-l-'l._l. seems like an evervday oc irrence. One of the paradoxe

ting is that more time we spend semting goals and making plans, the less time we have for

Sy e B IR 1
accomplishing anything

Motivating Self
and Others

Module 3 Competency 3

ASSESSMENT wWhen Are You the Most Motivated and Productive?

Obfective

[he objective of this assessmenr activity is o intreduce the central chemes we wi

this section as part of our reatment of Moo LI, Selt and Orhers. It s an opportunity for you

to reflect on a real EXPETICnCe Yol have had and “look in the mirror™ 1o gain a clearer

understanding of whar really motivates vou
lake a few minutes to think 1D 3 situation .I..Iliil:_' the last few months '.'.:'-.|' Vil felt really

marivared .|'|-.! 15 i result were productive and !||:|| performine. Write a short .:._-._:|||;-.|l| of thar

situation. In vour description be sure -.--_"-l-'-lll:

» Wiy vou were so monvated and able 1o work so productively

= YWhich of your reasons {if INy ) Were under vour direct and pe
Wrl 1
= Which of your reasons (iF any) were not under your contro

1 141 " 1 ar 3 ir - i " P ! P L i
Lonclude your ;'.II.I!_n.:i\l with a statement about whether the situanon you described is an

exceptional one or a rypical one for vou
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Reflection

LEARNING

In the situation you described, your high level of productivity and motivation was very likely o
consequence of a large number of factors. The ones you identified as being under your direct and
personal control likely reflect your own underlying sources or catalysts for being motivated and
working productively—thesc are the focus of the "motivating self™ component of chis compe-
tency. Those Factors that were not under your direct and personal control are often very much 5
funcrion of the contexr (i.e., situational factors). Many aspects of the context thar affect motiva-
tion are a consequence of managerial and supervisory actions and behaviors. We address these
issues in the Mortivating Others component of this comperency.

M

Competitve people want to win, For organizations, winning has traditionally been
thought of in terms of productivity and profitability, the emphasis of the Compete
action imperative and the rational goal quadrant of the competing values framework.
Winning in today's environment requires setting lofty goals, working intensely with a
focus on quality, and responding quickly to challenges that may arise. This requires
each and every individual in the organization to be performing at her best. Individ-
vals must be personally productive—possessing an appetite for hard work and
demonstrating full exertion on the job. Individuals who are motivated, empowered,
and committed are more productive and thus are essential components of winning
organizations,

Productivity is a key concept for measuring individual, group, and organiza-
tional effectiveness. In today’s economy, however, where intellecrual capiral has
superseded natural resources and other forms of capital and technology as the pri-
mary source of competitive advantage, measuring “productivity” is complicated and
often controversial. While tangible assets such as factories and other forms of capiral
easily lend themselves to evaluarion according to established accounting and economic
metrics, human capital presents challenges both in terms of measuring employce
productivity as well as keeping employees productive in rtoday's turbocharged
workplaces.

The nature of organizations and the competitive environment within which they
operate have made high productivity and superior performance imperative at all levels in
the organization. Consequently, managers must create an environment where such pro-
ductivity, empowerment, and commitment are possible, probable, and likely. Effective
enactment of the Motivating Self and Others competency requires individual managerial
leaders to achieve and maintain a balance between push for cffort and productivity and
maintenance of overall health and effectiveness for themselves individually and for their
people.

We will examine the competency of motivating self and others through the lenses
of three related frameworks: motivation, empowerment, and employee engagement. All
three frameworks have similar foundarions and their contributions to what we know
about motivation complement one another. Together they provide a diagnostic and
analytical approach that managers can use to improve their own motivation and 10
maotivate others in the workplace.
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MOTIVATION THEORY

We have already discussed in some detail one of the most important and widely used
approaches to motivation—goal setting. Goal seuting is a practical application of
expectancy theory, one of the most comprehensive and practically useful theories of
motivation. Before going into the details of expectancy theory, we need 1o set the stage
by providing a brief overview of other motivation theories and how they relate tw
expectancy theory. Below, we organize different theories of motivation into two broad
categories. Content theories focus on different needs that may motivate behavior;
process theories focus on a sequence of steps (often considered to be thoughts} from
some stimulus to motivation (Schermerhorn, Hunt & Osborn, 2008).

CONTENT THEORIES: WHAT IS VALUABLE
ENOUGH TO MOTIVATE PEOPLE?

In the assessment for this competency, we asked you to think about when you really fele
motivated and then to describe why you were so motivated. When we drill down into
the question “why were you motivated” to try 1o find the source of your motivation, we
arc likely to discover that it was related to something that you valued, either because
you needed it or you wanted it for some reason. It is also likely that different people
identified different things thar motivated them. So we should not be surprised to learn
that psychologists and organizational scholars who have studied motivation in the work
place for the better part of the last century have come up with different theories and
conflicting research results, There is no single answer to what motivates people, but we
have learned a great deal abour different things thar may motivate people.

Extrinsic and Intrinsic Motivators.  First, research has taught us that people may
respond to both extrinsic and imtrinsic sources of motivation. Extrinsic sources are
forces that arc external to the person. Extrinsic sources can be either tangible (c.g.,
food, money) or intangible (e.g., praise from the boss). Intrinsic sources are internally
generated by the individual herself and are always intangible {e.g., a sensc of accom-
Elishmcm}l. As managers, we can directly provide extrinsic motivators to employees.
lF_‘crr example, we can give a person a cash bonus for doing a good job or offer a “thanks
for a job well done.” Although managers cannot directly provide intrinsic motivation,
they can try to create situations that will make it more likely thar an employee will be
intrinsically motivated. For example, assigning an employce a challenging rask and
coaching her to ensure she is successful may lead to intrinsic feeling of accomplishment
on the part of the employee.

Innate and Learned Needs. A second fundamental theme thar has emerged in the
study of morivation is that human behavior is motivated by “needs.” Motivation theo-
rists have debared whether needs arc innate (e.g., Alderfer, 1972; Lawrence & Nohria,
2!]!]2; Maslow, 1954) or learned (e.g., McClelland, 1961), but for our purposes that
distinction is not important. It is important for managers to have an understanding of
what types of needs motivate behavior. Not surprisingly, theorists also disagree on that
issue. McClelland (1961) suggested that there were three categories of learned needs
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Improving Productivity and Increasing Profirability

Refer back to your description in the Assessment activity of the situation in which you were most
motivated and productive. In groups formed by your instructor, consider and respond to the fol
lowing questions. Appoint a sru:kn::ipcrwn in your group to present a five-minute summary to

the class.

1. What common factors exist across your descriptions of personal motivation and productivity?

2. Do you see any parternst For example, are more of the factors listed within the control of
individuals versus outside of their control? Are there any surprising or unexpected themes or
relationships?

3, Which of the four psychological aspects of empowerment (meaning, comperence, self-
determination, and impact) seem most relared to motivation and productivity in your
examples?

4, €an you make any inferences about how your examples might connect to the 10 Reasons
Why People o Choose 1o Sy with an arganization?

5. Brainstorm a list of “principles” or lessons learned from the examples discussed in your group.
How mighr these principles and lessons help you with furture job searches and career planning?

As you continue to reflect on what motivates you and makes you more productive, you may find
clues that help you improve your actions in the furure. Just recognizing why you are Feeling
unmotivated can often help you break out of your inertia. Far example, although equity theory
predicts thar people who feel under-rewarded will wry to “balance the equation” in some way,
keep in mind that you still can choose not to do the predictable thing. Like all social science the-
ories, equity theory is not an unbreakable law of nature—it is a statement about what commonly
happens under cerrain conditions. Just as we can use knowledge 1o find ways to overcome the

force of gravity, so too can we use knowledge 1o overcome the force of human narure!

Designing and
Module 3 Competency 4 Orgenizing

il Objective

Directrons

ASSESSMENT Assessing Organizafional Culture

Organizational culture is a critical element of an organization’s overall design. This exercise is
designed 1o give you some insight into the culeure of your work, university, or ather organiza
tion. It is drawn from the Organizational Culture Assessment Instrument” {Cameron & CQuinn,
2006), The interpretation is inchuded later in this competency.

Review the following four statements and indicate how well each statement reflects your organization
by dividing 100 points across the four statements.
The arganization is a very personal place. It s like extended family. Peaple seem to share 4
lot af themselves,

The organtzation is a very dynamic and entreprenen rial place. People are willing to stick
heir necks out and take risks,

*Adapeed from K. 5. Cameron and R, E. Cuinn, Diagresing and Changing Opanizational Culture Based on

the Competing Varlues Framework {3an Francisco: Jossey-Bass; 2006). Used with permission.

Reflection

LEARNING
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The arganization it very remults-oriented. A major concern is with gesting the job done.
Preople are very comperitive and achievement oriented.

- N 1 - .”
The organization is a very controlled and seructured place. Formal procedures generally
govern what people do. I

10 Tosal Peints to Be Allocared
This simplified asscssment of organizational culture only taps the surface of the many ways that

organizations differ. Research suggests thar there is no one “hest” organizational culture. Similarly,
different individuals may feel more comfortable in different organizational cultures,

Once organizational and work unit plans are set, a manager must decide how ro allo-
cate and coordinate organizational resources to accomplish goals. As you will see in this
Learning section, designing the organization structure and organizing work are inti-
mately connected. In terms of basic management functions, organizing is required o
translate our plans into action. Organizing is the process of dividing work into manage-
able components and assigning activities to most effectively achieve the desired results.
Said in another way, if planning provides the tools for deciding where you want o go
and how best to get there, organizing provides the tools to actually ger y::u there.

In this Learning section we begin by introducing some basic concepts and prin-
ciples related to organizarional structure. We then describe some common options
for “departmentalizing” (i.c., different ways to group work activities in the organiza-
tion). The final section discusses two different models that can be used to connect an
organization’s strategy, structural design, and culrure.

CORE CONCEPTS AND PRINCIPLES OF STRUCTURE

At the organizational level, organizing involves designing the organizational structure
so that work can be efficientdy and effectively allocated across different departments
and work units. At the work unit level, organizing involves designing jobs and allocat-
ing tasks so thar the work unit can effectively accomplish its goals in support of the
overall organizational mission and vision: Although current management thought on
how to design organizations and jobs no longer focuses exclusively on efficiency, effi-
ciency _n:rnaine" an important building block in the process of organizing. To know whar
type of structure is most appropriate for an organization, we first need to understand a
hir about the history of structure and organizing principles, what elements make up the
structure of the organization, and how those elements work together.

DIVISION OF LABOR AND SPECIALIZATION

Many of the ideas that we discussed in the introductory chapter related to early man-
agement theories such as the rational goal model and the internal process model are
related to organizational structure and evolved our of ideas first written about in The
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or some other one that you have been extensively involved with. Using that organization as a
focal point, complete the following:

1. Secure the formal organization chart (if available) of that organization. Review it and cujulua
an analvsis of its use of efficiency as an organizing principle, its intended structural configura-
tion, its line of authority, and any available information on the nature of differentiation and
integration.

2. Review the discussions of cultural types and the competing values cultural framework. As best
you can, try to “profile” the primary cultural type(s) reflected in your organization.

3. Consider the environment in which your organization is currently operating, Given your
analyses from questions 1 and 2, decide whether the current structure and EH]'I:'LLHI." shlould be
redesigned so the company could compete mare effectively. Be sure that you can justify your
claims regarding improvements to the organization design using grounds and warrants based

- on the principles of design and organization discussed in this competency.

4. Tnterview the leader of the organization and query that person as to his or her perceptions of

the effectivencss of the organization relative to its current design. Ask what might make the

organization more effective.

Reflection  Organization structure and culture can have an enormous impact on the atmosphere of an orga-
nizarion. So when considering job opportunities, it makes sense to try to 1.-.-4r.n as much abour
your prospective employer’s structure and culture as possible, Doing this ype of advance research
will also prepare you o ask questions if you see things during your interview that appear to be
inconsistent with published information about the organization.

Managing
Execution
and Driving for

Module 3 Competency 5 Resuits

ASSESSMENT

Objective  This exercise is designed to give you an insight into your personal leadership style with respect 10
how you approach getting tasks completed.

Directions  Using the scale below, please complete the assessment focusing on how you typically behave
when leading a work group, unit or ream.

Does not describe Perfectly describes
me at all my behavior
1 2 3 4 5

I establish ambirious goals that challenge people to achieve performance levels above
the competition,
Members of my work group perform ar higher levels than members of other unirs.
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| have consistent and frequent contact with external and internal customers ta
gather information on their needs and level of satisfaction.

| make sure thar my unit is always aware of how well they are meeting customers’
CXPECTATIONS,

| ensure thar everything the organization does is focused on berter serving customers.
I quickly address challenges and issues,

— | constamly push for faster performance in my unit,
| encourage speed and timeliness in producing outcomes,
I insist on intense, hard work and high producrivity from my people.

—— D push my unit to achieve world-class competitive performance.
| facilitate a climate of intensity and high energy in my unit.

Reflection  Being highly rask-oriented may serve you well in terms of completing your individual rasks, bur

when leading others, too much emphasis on task issues can paradoxically undermine your efforts
to ger the task completed with good quality and on time,

LEARNING

Managing Execution and Driving for Results is a most appropriate capstone compe-
tency for this module. The vision and goals of the organization must be transtated into
results by the efforts of motivated people working within the organizational seructures
and culture that we have creared. Simply put, managing execution and driving for
results is abour gerting things done.

Much research has been done over the past 10 years on this topic, particularly at
the organizarional level. As academics undertook studies to improve our understanding
of whar is required for successfully execuring a straregy and achieving the desired
results, organizations were engaged in experiments, hiring “oursider” CEOs to improve
upon disappointing results. Examples include Ford Motor Company and Hewlett-
Packard, both companies with stworied histories, that chose to hire leaders who empha-
sized execution and results to try to bring these organizations back to their former
glory.

In Ford’s case, William Clay Ford, Jr., the great-grandson of Henry Ford, stepped
down as CEO after five years; at the time of his departure, the company was clearly in a
crisis. The new CEO, Alan Mulally, had established his reputation by reviving Boeing's
commercial airline hLlﬁil'ir:‘,Lﬁ ..ti-ttr 9/11 [Nﬂugh[ﬂﬂ, 2““?}, lu“ “reaction inside [h¢ COHMT-
pany ranged from suspicion to outrage. Whar did an airplane guy know about the car
business?” (Kiley, 2009). Although top insiders questioned the decision, Bill Ford fele
that the company needed a fresh perspective. Consistent with the rarional goal quad-
rant and the internal process quadrant, one of Mulally's mantras is "Improve Focus,

———

Simplify Operations.” Results thus far suggest that its working—Ford is the only U.S.
car company to avoid bankruptcy and has seen a retumn o profitability and impressive

l' : __ 1 monitor the strengths and weaknesscs of the best competition and provide my unit r comg
| l gains in its stock price since Mulally took the wheel in 2006 (Ingrassia, 2010).
|

with information on how they measure up.




