Unit-3
CONCEPT OF MOTIVATION
Motivation may be defined as the complex of forces inspiring a person at work to intensify his willingness to use his maximum capabilities for the achievement of certain objectives. 
Motivation is something that motivates a person into action and induces him to continue in the course of action enthusiastically. It determines the behaviour of a person at work.
According to Dalton E. McFarland
"Motivation refers to the way in which urges, drives, desires, aspirations, striving, or needs direct, control or explain the behaviour of human being."
The term 'motivation' is derived from the word 'motive'. Motive may be defined as needs, wants, drives or impulses within the individual. Motives are expressions of a person's needs and hence they are personal and internal. In this context, the term 'need' should not be associated with urgency or any pressing desire for something. It simply means something within an individual that prompts him to action. Motives or needs are 'whys' of behaviour.
They start and maintain activity and determine the general direction of the person. Motives give direction to human behaviour because they are directed towards certain 'goals' which may be conscious or sub-conscious.
Motives or needs of a person are the starting point in the motivation process. Motives are directed towards the achievement of certain goals which in turn determine the behaviour of individuals, This behaviour ultimately leads to goal directed activities such as preparing food and a goal activity such as eating food. In other words, unsatisfied needs result in tension within an individual and engage him in search for the way to relieve this tension. He will develop certain goals for himself and try to achieve them. If he is successful in his attempt, certain other needs will emerge which will lead to setting a new goal. But if he is unsuccessful be will engage himself in either constructive or defensive behaviour. This process keeps on working within an individual.
NATURE OF MOTIVATION
Motivation helps in inspiring and encouraging the people to work willingly.
1 Motives are the energising forces within us: These forces are invisible and it is very difficult to measure them, because all of us are different and the motives energising us at a poiiit differ from time to time. All that is possible is to observe and measure the behaviour we choose and from this behaviour make a kind of backward causation statement to the possible motive. Observing someone's behaviour may indicate that a certain need is present in this person, motivating him onward. 
2 One motive may result in many different behaviours: The desire for prestige may lead a person to run for political office, give money away, get additional educational training,steal, join, groups or may change his outward appearance. A person wanting acceptance will behave differently in a car pool, office secretarial pool, or swimming pool. 
3 The same behaviour may result from many different motives: Behaviour may be caused by a number of different motives. For instance the motives underlying purchase of a car may be: to appear younger and attractive; to appear respectable; to gain acceptance from others; to maintain the acceptance already gained through a similar income level; to satisfy economic values and to reinforce company created status differentials. Thus it would be wrong for the manager of an organisation to lump all behaviour as coming from the same motive people join unions, get married, attend class, laugh at professor's jokes for many different reasons (motives). Thus a motive cannot be identified from any specific behaviour.
4 Behaviour can be used as an estimate of an individual's motives: It is possible to get repeated observations of one individual's behaviour and then make an estimate of the cause of that behaviour. For example, there is truth in the statement that some people always seem to feel insecure and thus behave continuously in a manner reflecting the insecuiity of feeling. There zge also people who behave in away that radiates confidence. They are confident in many different social settings so that one finds a constant and repeated behaviour from which people probably estimate the motive of the person.
Obviously, if a person is at a state of near starvation, most of his behaviour will be related to the need for food. Although it is dangerous to categorise people, it is also wrong to believe that individual behaviour, when looked at in a time perspective, cannot be used as an estimate for motivation.
5 Motives may operate in harmony or in conflict: Behaviour is frequently the result of the interplay of several motives. These motives may push a person in one direction or in a number of directions. For example, a girl may want to get high grades in school while also wanting to help her mother in the kitchen. An athlete may desire an outstanding performance and may also be sensitive to being shunned by his fellow teammates if he performs too well and receives too much of credit. Behaviour, therefore, is the result of many forces differing in direction and intent.
6 Motives come and go: It is very rare that a motive has the same energy potential over a long period of time. A young man who prefers to travel during vacation may give up the idea during the football season because the joy of travelling takes second place to the need to play football. The girl who is overly concerned about her hair and clothes during adolescence may turn her attention to other things once she grows up. Because humans are constantly growing, the motive at one point in time will not be as intense as the motive at another point in time.
7 Motives interact with the environment: The situation at a particular point in time may trigger or suppress the action of a motive. You probably have experienced situations where you did not realize the intensity of your hunger needs until your smelling senses picked up the odour of palatable food. Similarly, many of these sociological needs become stimulated when you are in a situation filled with the sociological factors. Thus needs that may be latent can be quickly stimulated by the environmental situation. We have now identified a number of generalisations that could be useful in understanding the concept of motivation. The topic of human motivation is very complex and is related to other fundamental ideas such as drives and needs so that it is difficult to put our thinking into a clear system of relationships.

Maslow’s Need Hierarchy Theory:
It is probably safe to say that the most well-known theory of motivation is Maslow’s need hierarchy theory Maslow’s theory is based on the human needs. Drawing chiefly on his clinical experience, he classified all human needs into a hierarchical manner from the lower to the higher order.
In essence, he believed that once a given level of need is satisfied, it no longer serves to motivate man. Then, the next higher level of need has to be activated in order to motivate the man. Maslow identified five levels in his need hierarchy as shown in figure .
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These are now discussed one by one:
1. Physiological Needs:
These needs are basic to human life and, hence, include food, clothing, shelter, air, water and necessities of life. These needs relate to the survival and maintenance of human life. They exert tremendous influence on human behaviour. These needs are to be met first at least partly before higher level needs emerge. Once physiological needs are satisfied, they no longer motivate the man.
2. Safety Needs:
After satisfying the physiological needs, the next needs felt are called safety and security needs. These needs find expression in such desires as economic security and protection from physical dangers. Meeting these needs requires more money and, hence, the individual is prompted to work more. Like physiological needs, these become inactive once they are satisfied.
3. Social Needs:
Man is a social being. He is, therefore, interested in social interaction, companionship, belongingness, etc. It is this socialising and belongingness why individuals prefer to work in groups and especially older people go to work.
4. Esteem Needs:
These needs refer to self-esteem and self-respect. They include such needs which indicate self-confidence, achievement, competence, knowledge and independence. The fulfilment of esteem needs leads to self-confidence, strength and capability of being useful in the organisation. However, inability to fulfil these needs results in feeling like inferiority, weakness and helplessness.
5. Self-Actualisation Needs:
[bookmark: _GoBack]This level represents the culmination of all the lower, intermediate, and higher needs of human beings. In other words, the final step under the need hierarchy model is the need for self-actualization. This refers to fulfilment.
The term self-actualization was coined by Kurt Goldstein and means to become actualized in what one is potentially good at. In effect, self- actualization is the person’s motivation to transform perception of self into reality.
According to Maslow, the human needs follow a definite sequence of domination. The second need does not arise until the first is reasonably satisfied, and the third need does not emerge until the first two needs have been reasonably satisfied and it goes on. The other side of the need hierarchy is that human needs are unlimited. However, Maslow’s need hierarchy-theory is not without its detractors.
The main criticisms of the theory include the following:
1. The needs may or may not follow a definite hierarchical order. So to say, there may be overlapping in need hierarchy. For example, even if safety need is not satisfied, the social need may emerge.
2. The need priority model may not apply at all times in all places.
3. Researches show that man’s behaviour at any time is mostly guided by multiplicity of behaviour. Hence, Maslow’s preposition that one need is satisfied at one time is also of doubtful validity.
4. In case of some people, the level of motivation may be permanently lower. For example, a person suffering from chronic unemployment may remain satisfied for the rest of his life if only he/she can get enough food.
Notwithstanding, Maslow’s need hierarchy theory has received wide recognition, particularly among practicing managers. This can be attributed to the theory’s intuitive logic and easy to understand. One researcher came to the conclusion that theories that are intuitively strong die hard’.
2. Herzberg’s Motivation Hygiene Theory/Two-Factor Theory:
The psychologist Frederick Herzberg extended the work of Maslow and propsed a new motivation theory popularly known as Herzberg’s Motivation Hygiene (Two-Factor) Theory. Herzberg conducted a widely reported motivational study on 200 accountants and engineers employed by firms in and around Western Pennsylvania.
He asked these people to describe two important incidents at their jobs:
(1) When did you feel particularly good about your job, and
(2) When did you feel exceptionally bad about your job? He used the critical incident method of obtaining data.
The responses when analysed were found quite interesting and fairly consistent. The replies respondents gave when they felt good about their jobs were significantly different from the replies given when they felt bad. Reported good feelings were generally associated with job satisfaction, whereas bad feeling with job dissatisfaction. Herzberg labelled the job satisfiers motivators, and he called job dissatisfies hygiene or maintenance factors. Taken together, the motivators and hygiene factors have become known as Herzberg’s two-factor theory of motivation
Herzberg’s motivational and hygiene factors have been shown in the Table 17.1
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According to Herzberg, the opposite of satisfaction is not dissatisfaction. The underlying reason, he says, is that removal of dissatisfying characteristics from a job does not necessarily make the job satisfying. He believes in the existence of a dual continuum. The opposite of ‘satisfaction’ is ‘no satisfaction’ and the opposite of ‘dissatisfaction’ is ‘no dissatisfaction’.
According to Herzberg, today’s motivators are tomorrow’s hygiene because the latter stop influencing the behaviour of persons when they get them. Accordingly, one’s hygiene may be the motivator of another.
However, Herzberg’s model is labeled with the following criticism also:
1. People generally tend to take credit themselves when things go well. They blame failure on the external environment.
2. The theory basically explains job satisfaction, not motivation.
3. Even job satisfaction is not measured on an overall basis. It is not unlikely that a person may dislike part of his/ her job, still thinks the job acceptable.
4. This theory neglects situational variable to motivate an individual.
Because of its ubiquitous nature, salary commonly shows up as a motivator as well as hygine.
Regardless of criticism, Herzberg’s ‘two-factor motivation theory’ has been widely read and a few managers seem untaminar with his 
recommendations. The main use of his recommendations lies in planning and controlling of employees work.
Theory X and Theory Y
Theory X and Theory Y were first explained by McGregor in his book, "The Human Side of Enterprise," and they refer to two styles of management – authoritarian (Theory X) and participative (Theory Y).
If you believe that your team members dislike their work and have little motivation, then, according to McGregor, you'll likely use an authoritarian style of management. This approach is very "hands-on" and usually involves micromanaging people's work to ensure that it gets done properly. McGregor called this Theory X.
On the other hand, if you believe that your people take pride in their work and see it as a challenge , then you'll more likely adopt a participative management style. Managers who use this approach trust their people to take ownership of their work and do it effectively by themselves. McGregor called this Theory Y.
The approach that you take will have a significant impact on your ability to motivate your team members. So, it's important to understand how your perceptions of what motivates them can shape your management style.
We'll now take a more in-depth look at the two different theories, and discover how and when they can be useful in the workplace.
Theory X
Theory X managers tend to take a pessimistic view of their people, and assume that they are naturally unmotivated and dislike work. As a result, they think that team members need to be prompted, rewarded  or punished constantly to make sure that they complete their tasks.
Work in organizations that are managed like this can be repetitive, and people are often motivated with a "carrot and stick" approach. Performance appraisals  and remuneration are usually based on tangible results, such as sales figures or product output, and are used to control staff and "keep tabs" on them.
This style of management assumes that workers:
Dislike their work.
Avoid responsibility and need constant direction.
Have to be controlled, forced and threatened to deliver work.
Need to be supervised at every step.
Have no incentive to work or ambition, and therefore need to be enticed by rewards to achieve goals.
According to McGregor, organizations with a Theory X approach tend to have several tiers of managers and supervisors to oversee and direct workers. Authority is rarely delegated, and control remains firmly centralized. Managers are more authoritarian and actively intervene to get things done.
Although Theory X management has largely fallen out of fashion in recent times, big organizations may find that adopting it is unavoidable due to the sheer number of people that they employ and the tight deadlines that they have to meet.
Theory Y
Theory Y managers have an optimistic, positive opinion of their people, and they use a decentralized, participative management style. This encourages a more collaborative , trust-based  relationship between managers and their team members.
People have greater responsibility, and managers encourage them to develop their skills and suggest improvements. Appraisals are regular but, unlike in Theory X organizations, they are used to encourage open communication rather than control staff.
Theory Y organizations also give employees frequent opportunities for promotion.
This style of management assumes that workers are:
Happy to work on their own initiative.
More involved in decision making.
Self-motivated to complete their tasks.
Enjoy taking ownership  of their work.
Seek and accept responsibility, and need little direction.
View work as fulfilling and challenging.
Solve problems creatively and imaginatively.
Theory Y has become more popular among organizations. This reflects workers' increasing desire for more meaningful careers  that provide them with more than just money.
It's also viewed by McGregor as superior to Theory X, which, he says, reduces workers to "cogs in a machine," and likely demotivates people in the long term.
Theory X and Theory Y in the Workplace
Most managers will likely use a mixture of Theory X and Theory Y. You may, however, find that you naturally favor one over the other. You might, for instance, have a tendency to micromanage  or, conversely, you may prefer to take a more hands-off approach .
Although both styles of management can motivate people, the success of each will largely depend on your team's needs and wants  and your organizational objectives.
You may use a Theory X style of management for new starters who will likely need a lot of guidance, or in a situation that requires you to take control such as a crisis .
But you wouldn't use it when managing a team of experts , who are used to working under their own initiative, and need little direction. If you did, it would likely have a demotivating effect and may even damage your relationship with them.
However, both theories have their challenges. The restrictive nature of Theory X, for instance, could cause people to become demotivated and non-cooperative if your approach is too strict. This may lead to high staff turnover  and could damage your reputation in the long term.
Conversely, if you adopt a Theory Y approach that gives people too much freedom, it may allow them to stray from their key objectives or lose focus. Less-motivated individuals may also take advantage of this more relaxed working environment by shirking their work.
If this happens, you may need to take back some control to ensure that everyone meets their team and organizational goals.
Circumstance can also affect your management style. Theory X, for instance, is generally more prevalent in larger organizations, or in teams where work can be repetitive and target-driven.
In these cases, people are unlikely to find reward or fulfillment in their work, so a "carrot and stick " approach will tend to be more successful in motivating them than a Theory Y approach.
In contrast, Theory Y tends to be favored by organizations that have a flatter structure, and where people at the lower levels are involved in decision making and have some responsibility.
ERG motivation theory Alderfer
Clayton P. Alderfer's ERG theory from 1969 condenses Maslow's five human needs into three categories: Existence, Relatedness and Growth.
Existence Needs
Include all material and physiological desires (e.g., food, water, air, clothing, safety, physical love and affection). Maslow's first two levels.
Relatedness Needs
Encompass social and external esteem; relationships with significant others like family, friends, co-workers and employers . This also means to be recognized and feel secure as part of a group or family. Maslow's third and fourth levels.
Growth Needs
Internal esteem and self actualization; these impel a person to make creative or productive effects on himself and the environment (e.g., to progress toward one's ideal self). Maslow's fourth and fifth levels. This includes desires to be creative and productive, and to complete meaningful tasks.
	Even though the priority of these needs differ from person to person, Alberger's ERG theory prioritises in terms of the categories' concreteness. Existence needs are the most concrete, and easiest to verify. Relatedness needs are less concrete than existence needs, which depend on a relationship between two or more people. Finally, growth needs are the least concrete in that their specific objectives depend on the uniqueness of each person.

	
	

	
	
	

	
	
	

	
	
	


Relationships between Alderfer's ERG theory concepts
There are three relationships among the different categories in Alderfer's ERG theory:
Satisfaction-progression
Moving up to higher-level needs based on satisfied needs.

With Maslow, satisfaction-progression plays an important part. Individuals move up the need hierarchy as a result of satisfying lower order needs. In Alderfer's ERG theory, this isn't necessarily so. The progression upward from relatedness satisfaction to growth desires does not presume the satisfaction of a person's existence needs.
Frustration-regression
If a higher level need remains unfulfilled, a person may regress to lower level needs that appear easier to satisfy.

Frustration-regression suggests that an already satisfied need can become active when a higher need cannot be satisfied. Thus, if a person is continually frustrated in his/her attempts to satisfy growth, relatedness needs can resurface as key motivators.
Satisfaction-strengthening
Iteratively strengthening a current level of satisfied needs. 

Satisfaction-strengthening indicates that an already satisfied need can maintain satisfaction or strengthen lower level needs iteratively when it fails to gratify high-level needs.
An American psychologist Clayton Paul Alderfer had proposed this theory and believed that each need carries some value and hence can be classified as lower-order needs and higher-order needs. He also found some level of overlapping in the physiological, security and social needs along with an invisible line of demarcation between the social, esteem and self-actualization needs. This led to the formation Alderfer’s ERG theory, which comprises of the condensed form of Maslow’s needs.
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McClelland’s Theory of Needs (Power, Achievement, and Affiliation)
McClelland’s theory of needs is one such theory that explains this process of motivation by breaking down what and how needs are and how they have to be approached. David McClelland was an American Psychologist who developed his theory of needs or Achievement Theory of Motivation which revolves around three important aspects, namely, Achievement, Power And Affiliation.
This theory was developed in the 1960s and McClelland points out that regardless of our age, sex, race or culture, all of us possess one of these needs and are driven by it. This theory is also known as the Acquired Needs as McClelland put forth that the specific needs of an individual are acquired and shaped over time through the experiences he has had in life.
Psychologist David McClelland advocated Need theory, also popular as Three Needs Theory. This motivational theory states that the needs for achievement, power, and affiliation significantly influence the behavior of an individual, which is useful to understand from a managerial context.
This theory can be considered an extension of Maslow’s hierarchy of needs. Per McClelland, every individual has these three types of motivational needs irrespective of their demography, culture or wealth. These motivation types are driven from real-life experiences and the views of their ethos.
Need For Achievement
The need for achievement as the name itself suggests is the urge to achieve something in what you do. If you are a lawyer it is the need to win cases and be recognized, if you are a painter it is the need to paint a famous painting. It is the need that drives a person to work and even struggle for the objective that he wants to achieve. People who possess high achievement needs are people who always work to excel by particularly avoiding low reward low-risk situations and difficult to achieve high-risk situations.
Such people avoid low-risk situations because of the lack of a real challenge and their understanding that such achievement is not genuine. They also avoid high-risk situations because they perceive and understand it to be more about luck and chance and not about one’s own effort. The more the achievements they make the higher their performance because of higher levels of motivation.
These people find innovative clever ways to achieve goals and consider their achievement a better reward than financial ones. They take calculated decision and always appreciate feedback and usually works alone.
The individuals motivated by needs for achievement usually have a strong desire of setting up difficult objectives and accomplishing them. Their preference is to work in a results-oriented work environment and always appreciate any feedback on their work. Achievement based individuals take calculated risks to reach their goals and may circumvent both high-risk and low-risk situations.
They often prefer working alone. This personality type believes in a hierarchical structure derived primarily by work-based achievements.
Need For Power
The need for power is the desire within a person to hold control and authority over another person and influence and change their decision in accordance with his own needs or desires. The need to enhance their self-esteem and reputation drives these people and they desire their views and ideas to be accepted and implemented over the views and ideas over others.
These people are strong leaders and can be best suited to leading positions. They either belong to Personal or Institutional power motivator groups. If they are a personal power motivator they would have the need to control others and an institutional power motivator seeks to lead and coordinate a team towards an end.
The individuals motivated by the need for power have a desire to control and influence others. Competition motivates them and they enjoy winning arguments. Status and recognition is something they aspire for and do not like being on the losing side.
They are self-disciplined and expect the same from their peers and teams. They do not mind playing a zero-sum game, where, for one person to win, another must lose and collaboration is not an option. This motivational type is accompanied by needs for personal prestige, and better personal status.
Need For Affiliation
The need for affiliation is the urge of a person to have interpersonal and social relationships with others or a particular set of people. They seek to work in groups by creating friendly and lasting relationships and has the urge to be liked by others. They tend to like collaborating with others to competing with them and usually avoids high-risk situations and uncertainty
The individuals motivated by the need for affiliation prefer being part of a group. They like spending their time socializing and maintaining relationships and possess a strong desire to be loved and accepted. These individuals stick to basics and play by the books without feeling a need to change things, primarily due to a fear of being rejected.
People in this group tend to adhere to the norms of the culture in that workplace and typically do not change the norms of the workplace for fear of rejection. Collaboration is the way to work for the competition remains secondary. They are not risk seekers and are more cautious in their approach. These individuals work effectively in roles based on social interactions, for instance, client service and other customer interaction positions.
Using the Theory
McClelland’s theory can be applied to manage the corporate teams by being identifying and categorizing every team member amongst the three needs. Knowing their attributes may certainly help to manage their expectations and running the teamsmoothly.
The following two steps process can be used to apply McClelland’s theory:
Step 1: Identify the Motivational Needs of the Team
Examining the team to determine which of the three needs is a motivator for each person. Personality traits and past actions can help in this process.
For example, someone who always takes charge of the team when a project is assigned.The one who speaks up in meetings to encourage people, and delegates responsibilities in order to facilitate achieving the goals of the group.Someone who likes to control the final deliverables. This team member is likely being driven by power.
Another team member who does not speak during meetings, and is happy agreeing with the team thoughts, is good at managing conflicts and may seem uncomfortable while someone talks about undertaking high-risk, high-reward tasks. This team member is likely being driven by affiliation.
Step 2: Approaching Team According to To Their Need type
Based on the motivating needs of the team members, alter your leadership style to assign projects according to the type of the need of each individual team member. Challenging projects would definitely be a part of a work portfolio of someone who enjoys power while relatively simpler projects go to the kitty of someone derived from affiliation.
This information is crucial to influence while setting up relevant goals for the individual, monitoring, providing feedback, recommending the learning plan, etc. If a particular need type does not fit the position of the individual, he/she can be made aware of the same, so that they can either work in the right direction or accept their fate
Goal Setting Theory of Motivation
In 1960’s, Edwin Locke put forward the Goal-setting theory of motivation. This theory states that goal setting is essentially linked to task performance. It states that specific and challenging goals along with appropriate feedback contribute to higher and better task performance.
In simple words, goals indicate and give direction to an employee about what needs to be done and how much efforts are required to be put in.
The important features of goal-setting theory are as follows:
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	The willingness to work towards attainment of goal is main source of job motivation. Clear, particular and difficult goals are greater motivating factors than easy, general and vague goals.
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	Specific and clear goals lead to greater output and better performance. Unambiguous, measurable and clear goals accompanied by a deadline for completion avoids misunderstanding.
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	Goals should be realistic and challenging. This gives an individual a feeling of pride and triumph when he attains them, and sets him up for attainment of next goal. The more challenging the goal, the greater is the reward generally and the more is the passion for achieving it.
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	Better and appropriate feedback of results directs the employee behaviour and contributes to higher performance than absence of feedback. Feedback is a means of gaining reputation, making clarifications and regulating goal difficulties. It helps employees to work with more involvement and leads to greater job satisfaction.
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	Employees’ participation in goal is not always desirable.
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	Participation of setting goal, however, makes goal more acceptable and leads to more involvement.
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	Goal setting theory has certain eventualities such as:
Self-efficiency- Self-efficiency is the individual’s self-confidence and faith that he has potential of performing the task. Higher the level of self-efficiency, greater will be the efforts put in by the individual when they face challenging tasks. While, lower the level of self-efficiency, less will be the efforts put in by the individual or he might even quit while meeting challenges.
Goal commitment- Goal setting theory assumes that the individual is committed to the goal and will not leave the goal. The goal commitment is dependent on the following factors:
Goals are made open, known and broadcasted.
Goals should be set-self by individual rather than designated.
Individual’s set goals should be consistent with the organizational goals and vision.


Advantages of Goal Setting Theory
Goal setting theory is a technique used to raise incentives for employees to complete work quickly and effectively.
Goal setting leads to better performance by increasing motivation and efforts, but also through increasing and improving the feedback quality.
Limitations of Goal Setting Theory
At times, the organizational goals are in conflict with the managerial goals. Goal conflict has a detrimental effect on the performance if it motivates incompatible action drift.
Very difficult and complex goals stimulate riskier behaviour.
If the employee lacks skills and competencies to perform actions essential for goal, then the goal-setting can fail and lead to undermining of performance.
There is no evidence to prove that goal-setting improves job satisfaction.
Meaning of Group Behaviour:
Individuals form groups. They live in groups. They move in groups. They work in groups. Groups are important. They influence work and work behaviour. They cannot be ignored. They exert significant influence on the organisation. They are inseparable from organisation. They are useful for the organisation. They form foundation of human resources. The study of group behaviour is important. Individual and group behaviour differs from each other. Group behaviour affects productivity.
The importance of group behaviour has been realized from time to time. Elton Mayo and his associates way back in 1920 conducted the famous Hawthorne experiments and came to know that the group behaviour have major impact on productivity.
Human resources comprise individuals and individuals move in groups. Every manager must possess the knowledge of group behaviour along with individual behaviour. He must understand group psychology. He should understand individual behaviour in the context of group behaviour. Individual behaviour is influenced by the group behaviour.
An individual’s work, job satisfaction and effective performance is influenced by the group in which he moves. At lower level of the organisation it is the small groups of employees work as a team. They have the responsibility to finish a task assigned to them within a stipulated period of time.
If they come across a problem they tackle it by themselves. They get guidance from senior fellow workers in solving the problem and accomplishing it. It is needless to say that groups are important in employee’s life. They spend increasing proportion of time with the group at workplace.
M.E. Shaw defined a group “as two or more people who interact and influence one another.” Viewers in a theatre, passengers in a train are not a group unless they interact for long and exert some influence on each other. Such people’s gatherings are referred to as collection.
They interact at a very low level nor they get influenced with each other but enjoy being in collection. The collection of people may get-converted into a group temporarily if they are caught up in a dangerous situation like fire, robbery etc. They will come over a problem fighting as a group unitedly.
Reasons for Group:
Man is a social animal and he lives in groups, he moves in groups. So, group is inherent to human beings.
Following are the few reasons why group is essential:
1. Management of modern organisations is making concerted efforts to introduce industrial democracy at workplace. They are using task force, project teams, work committees where workers get due representation. They participate very often in decision-making. This takes place in groups.
2. The tasks in modern industries are becoming more complex, tedious and monotonous. To change these conditions and make the environment at workplace more lively, work committees and work groups and teams are formed to monitor the work and change.
3. To make participative management more effective and relieve executives of petty responsibilities employees are given these responsibilities to carry on successfully and effectively. Group of employees are also given joint responsibility to carry on the work.
4. Groups of all kinds and types are used by inviting their cooperation in all matters related to production as well as with human relations to make the organisation effective.
5. There are several works which an individual cannot perform. To complete such tasks, group efforts are required for its completion, e.g. building of a ship, making of a movie, construction of a fly-over, a complex etc.
All these require coordinated and unified efforts of many individuals i.e. groups. A group can do the work which cannot be performed by an individual or beyond his capabilities.
6. A group can make better judgment as compared to an individual.
7. While accomplishing tasks group can use creative instinct and innovative ideas than a single individual.
8. When group is working, all the benefits of division of labour accrue.
9. Individuals in a group communicate with each other and discuss work performance and suggestions to make it better and excellent.
10. Group efforts substantially affect individual, his attitude and behaviour.
11. Group has the ability to satisfy the needs of its members. In a group an individual member feels secured and he can directly get technical and work related assistance. They also get special support when they are emotionally depressed.

Formal and informal groups
There are two main types of groups to consider in organization behavior, namely:formal and informal groups. Both formal and informal groups will exist with inside an organization.
Formal groups have been structured by the organization’s management to achieve particular goals or to simply run the business. Informal groups are friendship and social groups formed by the employees within the organization.
Formal groups will typically have a degree of structure, organization, authority, decision-making, designated tasks, assign roles, and so on. Whereas informal groups will be typically less structured without any particular responsibilities.
Types of formal groups
Formal groups can be further classified into the categories of:
· relatively permanent (command, affinity, and friendship groups)
· relatively temporary (task and interest groups)
RELATIVELY PERMANENT GROUPS
As suggested by the names, relatively permanent formal groups are set up and established as long-term groups and typically deliver an ongoing part of the organization’s activities. For example, inside an organization you would have an accounting and finance department, structured as a long-term group.
These functional area groups are often referred to as “command groups”, as they will have an individual placed in charge of the group, with the group being assigned certain responsibilities to achieve, along with the associated necessary authority.
It is likely that most employees of an organization will belong to a command group and these groups will usually be identified in the formal organizational structure.
Another relatively permanent group is known as an “affinity group”, which is an ongoing group within the organization whose members meet to share information and address problems on a regular basis. These differ from command groups as they are less structured and likely to have less authority and delegation. Affinity groups are helpful for sharing information, reducing politics and creating a more positive corporate culture. They are generally more commonly used in larger organizations.
RELATIVELY TEMPORARY GROUPS
Relatively temporary groups are short-term groups set up to complete a project, undertakes research, achieve a certain outcome, and so on. Generally they relate to a short-term task (perhaps up to two years or so) with the long-term intention of discontinuing the group at some stage.
These are often referred to as “task groups”, as they exist is to solve a particular task. An example here of a task group may be a new product development team.
Therefore, employees could belong to both a command group and a task group within the same organization. And it is possible that the roles and responsibilities of the individual across both the command group and the task group could be in conflict, as they may have competing priorities for their time and output.
Types of informal groups
Informal groups can also be classified as relatively permanent and as relatively temporary. An example of a relatively permanent informal group would be your long-term friend (your friendship group).
An example of a relatively temporary informal group could be a sporting team for a season, people in an exercise class, a networking group, and so on. This second type of group would be considered a “interest group” as their relationship is structured around a particular interest or activity.
Informal groups are of following types:
(a) Interest Group:
A group of employees coming together for attaining a common purpose. Employees coming together for payment of bonus increase in salary, medical benefits and other facilities are the examples of interest group. The people with common interest come together.
(b) Membership Group:
A group of persons belonging to the same profession knowing each other e.g. teachers of the same faculty in the university.
(c) Friendship Group:
A group outside the plant or office, having similar views, tastes, opinions, belonging to same age group. They form clubs and associations based on the friendship.
(d) Reference Group:
It is a primary group where people shape their ideas, beliefs, values etc. They want support from the group. Family is an important reference group. A team of players playing a game is a reference group.
PEOPLE WILL BELONG TO MULTIPLE GROUPS
As you can see, an individual employee could be a part of multiple groups within the same organization.
For example they most likely be part of a “command group” and then be assigned to be part of a “task group”, while also being a regular member of some form of “affinity group”. In addition they are likely to have some informal group membership, such as having some friends in the workplace. And from time to time they may be also involved in an interest group, such as a sporting team put together at the organization.
5 Stages of Group Development
Any manager who works with or supervises groups should be familiar with how they develop over time.
Perhaps the best-known scheme for a group development was advanced by Bruce Tuckman in 1965. Initially, Tuckman identified four stages of group development, which included the stages of forming, storming, norming and performing.
A fifth stage was later added by Tuckman about ten years later, which is called adjourning. It is believed that these stages are universal to all teams despite the group’s members, purpose, goal, culture, location, demographics and so on.
5 Stages of Group Development; are
1. Forming.
2. Storming.
3. Norming.
4. Performing.
5. Adjourning.
Let’s look at the stages of group development.
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Forming
The first stage of group development is known as the forming stage. The forming stage represents a time where the group is just starting to come together and is characterized by anxiety and uncertainty.
Members are cautious with their behavior, which is driven by the desire to be accepted by all members of the group.
Conflict, controversy and personal opinions are avoided even though members are beginning to form impressions of each other and gain an understanding of what the group will do together.
Some believe this cautious behavior prevents the group from getting any real work done.
However, the focus for group members during the forming stage is to become familiar with each other and their purpose, not on work.
Typical outcomes of the forming stage include things like gaining an understanding of the group’s purpose, determining how the team will be organized and who will be responsible for what, discussion of major milestones or phases of the group’s goal, outlining general group rules and discovery of what resources will be available for the group to use.
Storming
The second stage of group development is known as the storming stage. The storming stage is where conflict and competition are at its greatest. This is because now that group members have an understanding of the task and a general feel for who they are as a group and who group members are, they feel confident and begin to address some of the more important issues surrounding the group.
Such issues can relate to things like the group’s tasks, individual roles, and responsibilities or even with the group members themselves.
The storming stage is where the more dominant of the group members emerge, while other, less confrontational members stay in the comfort and security of suppressing their feelings just as they did in the previous stage.
Even though these individuals stay quiet, issues may still exist.
All members have an increased need for clarification. Questions surrounding leadership, authority, rules, responsibilities, structure, evaluation criteria and reward systems tend to arise during the storming stage.
Such questions must be answered so that the group can move on to the next stage. Consequently, not all groups are able to move past the storming stage.
Norming
Once a group receives the clarity that it so desperately needs, it can move on to the third stage of group development, known as the norming stage.
The norming stage is the time where the group becomes a cohesive unit. Morale is high as group members actively acknowledge the talents, skills and experience that each member brings to the group. A sense of community is established and the group remains focused on the group’s purpose and goal. Members are flexible, interdependent and trust each other.
Leadership is shared, and members are willing to adapt to the needs of the group. Information flows seamlessly and is uninhibited due to the sense of security members feel in the norming stage.
Performing
At its peak, the group moves into the fourth stage of group development, known as the performing stage. The performing stage is marked by high productivity.
Group members are unified, loyal and supportive. Competence in all members is seen, allowing for a high level of autonomy in decision making. Problem solving, experimentation and testing possible solutions are high as group members are focused on task completion and achievement. The overall objective of the group during the performing stage is to complete their mission.
Adjourning
For permanent work groups, performing is the last stage in their development.
However, for temporary committees, teams, task forces, and similar groups that have a limited task to perform, there is an adjourning stage.
Even the most successful groups, committees, and project teams disband sooner or later. Their breakup is called adjournment, which requires dissolving intense social relations and returning to perfnanent assignments.
The adjournment stage is becoming even more frequent with the advent of flexible organizations, which feature temporary groups
What is Group Dynamics?
Group dynamics deals with the attitudes and behavioral patterns of a group. Group dynamics concern how groups are formed, what is their structure and which processes are followed in their functioning. Thus, it is concerned with the interactions and forces operating between groups.
The term ‘group dynamics’ means the study of forces within a group. Since human beings have an innate desire for belonging to a group, group dynamism is bound to occur. In an organization or in a society, we can see groups, small or large, working for the well-being.
The social process by which people interact with one another in small groups can be called group dynamism. A group has certain common objectives & goals. Because of which members are bound together with certain values and culture.
Importance of Group Dynamics
1. Firstly, a group can influence the way the members think. The members are always influenced by the interactions of other members in the group. A group with a good leader performs better as compared to a group with a weak leader.
2. The group can give the effect of synergy, that is, if the group consists of positive thinkers then its output is more than double every time.
3. Group dynamism can furthermore give job satisfaction to the members.
4. The group can also infuse the team spirit among the members.
5. Even the attitude, insights & ideas of members depend on group dynamism. For example, negative thinkers convert to positive thinkers with the help of the facilitator.
6. Also, if the group works as a cohesive group, the cooperation and convergence can result in maximization of productivity
7. Furthermore, group dynamism can reduce labor unrest. Lastly, it reduces labor turnover due to emotional attachment among the group members

Group dynamics is relevant to groups of all kinds – both formal and informal. If the UPA government has set up Group of Ministers for every governance issue, the Supreme Court of India has 27 Group of Judges committees overseeing all manner of non-judicial work in the apex court. In an organizational setting, the term groups are a very common and the study of groups and group dynamics is an important area of study.
Meaning and Causes of   Group Conflicts
We all are humans. One of the major things that make us different for each other is our way of thinking and behaving. When people with different attributes and preferences interact with each other, there are huge chances that they do not work in harmony. Not working in harmony is one of the leading causes of conflicts.cation of business
Though there are many causes of conflicts, it happens mainly because of the different ways of working in the workplace. Everyone believes that while finding the solution of the conflict, it is necessary to address the problem, not the people.
Types of conflict that can occur in any organization include vague role responsibility, conflict of interest, shortage of resources and interpersonal relationships.
What is Conflict?
According to Rahim, “conflict is a natural outcome of human interaction which begins when one individual perceives that his or her goals, attitudes, values or beliefs are incongruent with those of another individual.”
Hence, it is nothing but the difference in opinions that lead to big disasters in the organization. It can happen between two workers, two groups and people and groups altogether also.
Sources and Causes of Conflicts in an Organization
Vague Definition of Responsibility
In an organization, generally, all the workers have their own set of work and responsibilities.
In practical life, it is not completely applicable. Many times, there are chances when there emerge a conflict due to some unclear facts, like who has to complete a certain task, whom to report, superior-subordinate relationship etc.
That is why everyone believes that the organization must specify the roles and responsibilities of the workers either in writing or orally for effective ‘Conflict Control’.
Moreover, the workers should accept all the responsibilities at the same time.
Lack of Resources
There are various groups or departments in an organization. Factory gives them a separate proportion of resources. In practical life, the departments generally end up fighting for the appropriation of resources.
It generally happens due to competition among the groups to outperform other departments. In order to deal with such conflict, there should be a proper appropriation and mobilization of resources.
Interest
Undoubtedly, in every organization, there are 2 different interests which prevail.
First one is of the workers and the other is of the organization. An organization wants to earn more and more profits, for which they are not ready to pay higher wages.
On the other hand, workers want more and more wages. These two interests are contradicting to each other. In this present era, organizations try their level best to match both the needs.
Whenever any of the parties go aggressive towards their needs, it may lead to a conflict.
Inter-personal Relations
Human is a social animal having his/her own region, religion, preferences, way of working, etc.
Though this diversity in the workforce brings creativity in the work, it also leads to conflict between the groups. Many times, it leads to hampering of production or work due to personal prejudices at the workplace.
The management should try to find these prejudices and deal with them before it turns into a conflict.
Specific Causes of Conflicts
Communication Breakdown
In today’s world, all the departments in organizations are inter-connected. Communication between all the departments is quite general and obvious. It is because communication helps them to co-operate and co-ordinate with each other.
But there are certain chances of emergence of conflict between them. It can happen if one department asks for some information from some other department and that department does not respond to the request.
Moreover, there are instances when a department puts the request of another department under the status of ‘under review’. This becomes one of the causes of conflicts.
Expectation of Manager
In every organization, a manager expects something from each of these subordinates. It becomes the duty of the subordinates to fulfil the expectation of the manager.
But there are certain chances when they might misunderstand their expectations. Undoubtedly, transmission of order by the manager is important but at the same time, it is necessary to get their acceptance as well (especially in writing).
This way, the organization, as well as the managers, will be able to work on one of the causes of conflicts.
Information Misunderstood
Each person has his own level of understanding and knowledge which he applies to understand things and facts. In an organization too, the employees have different levels of education and understanding level.
Whenever they receive any information either from the top level or from the lower level, they try their level best to interpret the information. There are certain instances when they fail to interpret the actual meaning of the information.
This can lead to further conflicts. In order to solve such kind of conflicts, it is necessary for the employees to admit their misunderstanding of the information.
Moreover, the managers should provide an opportunity for the workers to give feedback without any fear.
Ineffective Leadership
Ineffective leadership causes workplace conflict between employees and their supervisors and managers because it can create frustration for all parties. This type of workplace conflict is one of the reasons employees cite for resigning from their jobs, according to Leigh Branham, author of "The 7 Hidden Reasons Why Employees Leave: How to Recognize the Subtle Signs and Act Before It's Too Late." From 1999 to 2003, Branham studied almost 20,000 exit interviews made available to him by the Saratoga Institute. His findings revealed that three of the seven reasons given for employees quitting their jobs had to do with ineffective leadership.
Policy Interpretation
Poor communication, especially when it involves policy interpretation, causes workplace conflict. Even in organizations that provide clear, unambiguous work rules, there exists the potential for conflict based on a misunderstanding or misinterpretation of workplace policies. The HR department generally is responsible for constructing work rules, publishing them for easy employee reference and interpreting those rules whenever there is confusion or disagreement. When there are supervisors, managers, directors and employees rendering their own interpretations of workplace policies, there always exists the potential for conflict.
Departmental Relationships
Workplace conflict sometimes arises out of competition among departments or between departments vying to appear the most valuable to the organization. For example, the sales department leadership and employees might believe they are most valuable to the organization because their department's primary responsibility is to generate revenue. It takes collaborative efforts to make a business successful, though. The department that generates the most revenue would be rendered useless were it not for employees in research and development, engineering, production, administration and operations.
How to Manage Group Conflict
If there seems to be prolonged conflict among several members of a group, then consider the following guidelines.
1. First, verify if members indeed are in conflict. Ask the members. Listen for 3 minutes.
They might not be in destructive conflict, at all. Robust groups might have conflict if members feel comfortable with sharing their views. Conflict is destructive if there is ongoing disagreements, name calling and people are getting upset. So, for now, describe what behaviors you are seeing that might indicate destructive conflict. Do not try to “diagnose” the causes of those behaviors, just saw what you are seeing or hearing. Acknowledge that conflict is natural in healthy groups, but explain why you suspect that conflict has become destructive.
2. If members are in destructive conflict, then select approaches to resolve conflict.
Take a 5-minute break. Ask one or two other members (a subgroup) to step aside with you. Ask them to suggest approach(es) to address the conflict, and then read the ideas listed immediately below. Ask them which approach(es) are most likely to move things along.
3. Use the approaches selected by the subgroup, with the entire group.
Explain that the approaches were selected by several of you, not by just one person. Ask that members set aside 10-15 minutes on the agenda to try them out. The more the members are in destructive conflict, the more likely they will be willing to try out the approaches.
Possible Approaches to Conflict Resolution
Depending on the situation and duration of the conflict, there are a variety of approaches that might support resolution of destructive conflict. Here are some possible approaches:
· Focus on what members agree on, for instance by posting the mission, vision and/or values statements to remind people of why they are there.
· Ask members, “If this disagreement continues, where will we be? How will it hurt our organization?
· Have members restate their position. If it will take longer than three minutes, allow opportunities for others to confirm or question for understanding (not disagreement).
· Shift to prioritizing alternatives, rather than excluding all alternatives but one.
· Take a 10-minute break in which each member quietly reflects on what he/she can do to move the group forward.
· Take 5-10 minutes and in pairs of two, each person shares with the other what he/she is confused or irritated about. One person in the pair helps the other to articulate his/her views to the larger group. Then switch roles and repeat the process.
· Propose an “agree to disagree” disposition.
· If disagreement or lack of consensus persists around an issue, have a subgroup select options and then report back to the full group.
· Tell stories of successes and failures in how group members operate, including how members got past their differences and reached agreement
5 Conflict Resolution Strategies We All Use
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We at Participation Company spend a lot of time talking about conflict resolution through active listening and training people to resolve conflict using a variety of strategies. This is how the Thomas-Kilmann measurement instrument and their five conflict resolution strategies came to our attention.
Kenneth Thomas and Ralph Kilmann developed five conflict resolution strategies that people use to handle conflict, including avoiding, defeating, compromising, accommodating, and collaborating.
This is based on the assumption that people choose how cooperative and how assertive to be in a conflict. It suggests that everyone has preferred ways of responding to conflict, but most of us use all methods under various circumstances. It is helpful to understand the five methods, particularly when you want to move a group forward.
Conflict Resolution Strategy #1: Avoiding
Avoiding is when people just ignore or withdraw from the conflict. They choose this method when the discomfort of confrontation exceeds the potential reward of resolution of the conflict. While this might seem easy to accommodate for the facilitator, people aren’t really contributing anything of value to the conversation and may be withholding worthwhile ideas. When conflict is avoided, nothing is resolved.
Conflict Resolution Strategy #2: Competing
Competing is used by people who go into a conflict planning to win. They’re assertive and not cooperative. This method is characterized by the assumption that one side wins and everyone else loses. It doesn’t allow room for diverse perspectives into a well informed total picture. Competing might work in sports or war, but it’s rarely a good strategy for group problem solving.
Debra wrote an illuminating article on how conflict resolution failure can lead to revolution. It’s what can happen when people feel like they aren’t being listened to and start being assertive.
Conflict Resolution Strategy #3: Accommodating
Accommodating is a strategy where one party gives in to the wishes or demands of another. They’re being cooperative but not assertive. This may appear to be a gracious way to give in when one figures out s/he has been wrong about an argument. It’s less helpful when one party accommodates another merely to preserve harmony or to avoid disruption. Like avoidance, it can result in unresolved issues. Too much accommodation can result in groups where the most assertive parties commandeer the process and take control of most conversations.
Conflict Resolution Strategy #4: Collaborating
Collaborating is the method used when people are both assertive and cooperative. A group may learn to allow each participant to make a contribution with the possibility of co-creating a shared solution that everyone can support.
A great way to collaborate and overcome conflict is to reach out and touch them.
Conflict Resolution Strategy #5: Compromising
Another strategy is compromising, where participants are partially assertive and cooperative. The concept is that everyone gives up a little bit of what they want, and no one gets everything they want. The perception of the best outcome when working by compromise is that which “splits the difference.” Compromise is perceived as being fair, even if no one is particularly happy with the final outcome.
Here is the conflict resolution process in five steps
Step 1: Define the source of the conflict.
The more information you have about the cause of the problem, the more easily you can help to resolve it. To get the information you need, use a series of questions to identify the cause, like, “When did you feel upset?” “Do you see a relationship between that and this incident?” “How did this incident begin?” 
As a manager or supervisor, you need to give both parties the chance to share their side of the story. It will give you a better understanding of the situation, as well as demonstrate your impartiality. As you listen to each disputant, say, “I see” or “uh huh” to acknowledge the information and encourage them to continue to open up to you. 
Step 2: Look beyond the incident.
Often, it is not the situation but the point of view  of the situation that causes anger to fester and ultimately leads to a shouting match or other visible and disruptive result. 
The source of the conflict might be a minor issue that occurred months before, but the level of stress has grown to the point where the two parties have begun attacking each other personally instead of addressing the real problem. In the calm of your office, you can get them to look beyond the triggering incident to see the real cause. Once again, probing questions will help, like, “What do you think happened here?” or “When do you think the problem between you first arose?
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Step 3: Request solutions.
After getting each party’s viewpoint, the next step is to get them to identify how the situation could be changed. Again, question the parties to solicit their ideas: “How can you make things better between you?”As mediator, you have to be an active listener, aware of every verbal nuance, as well as a good reader of body language.
You want to get the disputants to stop fighting and start cooperating, and that means steering the discussion away from finger pointing and toward ways of resolving the conflict.
Step 4: Identify solutions both disputants can support.
You are listening for the most acceptable course of action. Point out the merits of various ideas, not only from each other’s perspective, but in terms of the benefits to the organization. For instance, you might suggest  the need for greater cooperation and collaboration to effectively address team issues and departmental problems.
Step 5: Agreement.
The mediator needs to get the two parties to shake hands and accept one of the alternatives identified in Step 4. The goal is to reach a negotiated agreement. Some mediators go as far as to write up a contract in which actions and time frames are specified. However, it might be sufficient to meet with the individuals and have them answer these questions: “What action plans will you both put in place to prevent conflicts from arising in the future?” and “What will you do if problems arise in the future?

Negotiations
LEARNING OBJECTIVES
1. Be able to apply the five phases of negotiation to your work or personal life.
2. Learn negotiation strategies for use at work or in your personal life.
A common way that parties deal with conflict is via negotiation. Negotiation is a process whereby two or more parties work toward an agreement. There are five phases of negotiation, which are described in the following section.
The Five Phases of Negotiation
Phase 1: Investigation
Figure The Five Phases of Negotiation
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The first step in negotiation is the investigation, or information gathering stage. This is a key stage that is often ignored. Surprisingly, the first place to begin is with yourself: What are your goals for the negotiation? What do you want to achieve? What would you concede? What would you absolutely not concede? Leigh Steinberg, the most powerful agent in sports (he was the role model for Tom Cruise’s character in Jerry Maguire), puts it this way: “You need the clearest possible view of your goals. And you need to be brutally honest with yourself about your priorities.”Webber, A. (1998, October).How to get them to show you the money. Fast Company, 198. Retrieved November 14, 2008, from http://www.fastcompany.com/magazine/19/showmoney.html. Knowing your goals during the investigation phase can relate back to our earlier discussion on emotional intelligence and self-awareness. Going into the negotiation with your own emotions and thoughts in check will likely make it a more successful negotiation.
During the negotiation, you’ll inevitably be faced with making choices. It’s best to know what you want, so that in the heat of the moment you’re able to make the best decision. For example, if you’ll be negotiating for a new job, ask yourself, “What do I value most? Is it the salary level? Working with coworkers whom I like? Working at a prestigious company? Working in a certain geographic area? Do I want a company that will groom me for future positions or do I want to change jobs often in pursuit of new challenges?”
Phase 2: Determine Your BATNA
One important part of the investigation and planning phase is to determine your BATNA, which is an acronym that stands for the “best alternative to a negotiated agreement.” Roger Fisher and William Ury coined this phrase in their book Getting to Yes: Negotiating without Giving In.
Thinking through your BATNA is important to helping you decide whether to accept an offer you receive during the negotiation. You need to know what your alternatives are. If you have various alternatives, you can look at the proposed deal more critically. Could you get a better outcome than the proposed deal? Your BATNA will help you reject an unfavorable deal. On the other hand, if the deal is better than another outcome you could get (that is, better than your BATNA), then you should accept it.
Think about it in common sense terms: When you know your opponent is desperate for a deal, you can demand much more. If it looks like they have a lot of other options outside the negotiation, you’ll be more likely to make concessions.
As Fisher and Ury said, “The reason you negotiate is to produce something better than the results you can obtain without negotiating. What are those results? What is that alternative? What is your BATNA—your Best Alternative To a Negotiated Agreement? That is the standard against which any proposed agreement should be measured.”Fisher, R., &Ury, W. (1981). Getting to yes: Negotiating agreement without giving in. New York: Penguin Books.
The party with the best BATNA has the best negotiating position, so try to improve your BATNA whenever possible by exploring possible alternatives.Pinkley, R. L. (1995). Impact of knowledge regarding alternatives to settlement in dyadic negotiations: Whose knowledge counts? Journal of Applied Psychology, 80, 403–17.
Going back to the example of your new job negotiation, consider your options to the offer you receive. If your pay is lower than what you want, what alternatives do you have? A job with another company? Looking for another job? Going back to school? While you’re thinking about your BATNA, take some time to think about the other party’s BATNA. Do they have an employee who could readily replace you?
Once you’ve gotten a clear understanding of your own goals, investigate the person you’ll be negotiating with. What does that person (or company) want? Put yourself in the other party’s shoes. What alternatives could they have? For example, in the job negotiations, the other side wants a good employee at a fair price. That may lead you to do research on salary levels: What is the pay rate for the position you’re seeking? What is the culture of the company?
Greenpeace’s goals are to safeguard the environment by getting large companies and organizations to adopt more environmentally friendly practices such as using fewer plastic components. Part of the background research Greenpeace engages in involves uncovering facts. For instance, medical device makers are using harmful PVCs as a tubing material because PVCs are inexpensive. But are there alternatives to PVCs that are also cost effective? Greenpeace’s research found that yes, there are.Layne, A. (1999, November). Conflict resolution at Greenpeace? Fast Company. Retrieved November 14, 2008, from http://www.fastcompany.com/articles/1999/12/rick_hind.html. Knowing this lets Greenpeace counter those arguments and puts Greenpeace in a stronger position to achieve its goals.
Phase 3: Presentation
The third phase of negotiation is presentation. In this phase, you assemble the information you’ve gathered in a way that supports your position. In a job hiring or salary negotiation situation, for instance, you can present facts that show what you’ve contributed to the organization in the past (or in a previous position), which in turn demonstrates your value. Perhaps you created a blog that brought attention to your company or got donations or funding for a charity. Perhaps you’re a team player who brings out the best in a group.
Phase 4: Bargaining
During the bargaining phase, each party discusses their goals and seeks to get an agreement. A natural part of this process is making concessions, namely, giving up one thing to get something else in return. Making a concession is not a sign of weakness—parties expect to give up some of their goals. Rather, concessions demonstrate cooperativeness and help move the negotiation toward its conclusion. Making concessions is particularly important in tense union-management disputes, which can get bogged down by old issues. Making a concession shows forward movement and process, and it allays concerns about rigidity or closed-mindedness. What would a typical concession be? Concessions are often in the areas of money, time, resources, responsibilities, or autonomy. When negotiating for the purchase of products, for example, you might agree to pay a higher price in exchange for getting the products sooner. Alternatively, you could ask to pay a lower price in exchange for giving the manufacturer more time or flexibility in when they deliver the product.
One key to the bargaining phase is to ask questions. Don’t simply take a statement such as “We can’t do that” at face value. Rather, try to find out why the party has that constraint. Let’s take a look at an example. Say that you’re a retailer and you want to buy patio furniture from a manufacturer. You want to have the sets in time for spring sales. During the negotiations, your goal is to get the lowest price with the earliest delivery date. The manufacturer, of course, wants to get the highest price with the longest lead time before delivery. As negotiations stall, you evaluate your options to decide what’s more important: a slightly lower price or a slightly longer delivery date? You do a quick calculation. The manufacturer has offered to deliver the products by April 30, but you know that some of your customers make their patio furniture selection early in the spring, and missing those early sales could cost you $1 million. So you suggest that you can accept the April 30 delivery date if the manufacturer will agree to drop the price by $1 million.
“I appreciate the offer,” the manufacturer replies, “but I can’t accommodate such a large price cut.” Instead of leaving it at that, you ask, “I’m surprised that a two-month delivery would be so costly to you. Tell me more about your manufacturing process so that I can understand why you can’t manufacture the products in that time frame.”
“Manufacturing the products in that time frame is not the problem,” the manufacturer replies, “but getting them shipped from Asia is what’s expensive for us.”
When you hear that, a light bulb goes off. You know that your firm has favorable contracts with shipping companies because of the high volume of business the firm gives them. You make the following counteroffer: “Why don’t we agree that my company will arrange and pay for the shipper, and you agree to have the products ready to ship on March 30 for $10.5 million instead of $11 million?” The manufacturer accepts the offer—the biggest expense and constraint (the shipping) has been lifted. You, in turn, have saved money as well.Adapted from Malhotra, D., &Bazerman, M. H. (2007, September). Investigative negotiation. Harvard Business Review, 85, 72.
Phase 5: Closure
Closure is an important part of negotiations. At the close of a negotiation, you and the other party have either come to an agreement on the terms, or one party has decided that the final offer is unacceptable and therefore must be walked away from. Most negotiators assume that if their best offer has been rejected, there’s nothing left to do. You made your best offer and that’s the best you can do. The savviest of negotiators, however, see the rejection as an opportunity to learn. “What would it have taken for us to reach an agreement?”
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