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Nathan Wagner

MGT 306 - Organizational Behavior

Spring 2004

Individual Project
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Learning organizations, according to Senge, are organizations where people continually expand their capacity to create the results they truly desire, where new and expansive patterns of thinking are nurtured, where collective aspiration is set free, and where people are continually learning to see the whole together. To be a learning organization, the people inside of the organization need to communicate openly with each other using active listening.  In addition, they need to encourage functional conflict as a means to avoid groupthink, which can lead to groups making uninformed decisions.  Stetson Baptist Church has three teams in the local church softball league.  While it may seem that being a learning organization would not necessarily help a sports team, if a team were to become such an organization it would help them tremendously by improving team morale and developing the chemistry necessary to overcome talent deficits.  Many principles are involved in becoming a learning organization, including personality, ethics, motivation, communication, power, and leadership.


The first principle that is significant to developing a learning organization is becoming aware of personality differences.  Personality, as defined by the book, is a relatively stable set of characteristics that influence an individual’s behavior.  Understanding personality differences among members of work, educational, or a sports team is essential to developing the team into a learning organization.  There are different theories that have evolved to help us identify aspects of our personalities in order to understand these differences better.  Trait theory, according to the text, is the personality theory that states that in order to understand individuals; we must break down behavior patterns into a series of observable traits.  We can analyze these traits in order to determine how they interact to form our personalities.  From this theory comes the “Big Five” set of traits that include Extraversion, Agreeableness, Conscientiousness, Emotional Stability, and Openness to Experience.  While this theory is useful in analyzing personalities, it also is limited in that it creates positive and negative associations with each alternative.  For example with emotional stability, the description the theory gives for the highly emotionally stable person is calm, self-confident and cool.  The other option for this trait is to be insecure, anxious, and depressed.  Other personality theories include psychodynamic theory, which emphasizes the interactions of the unconscious id, ego, and superego; humanistic theory, which focuses on the growth of individuals towards self-actualizing goals; and the integrative approach, which is a broader way of determining personality using different dispositions that affect our behavior.  Each of these theories can have a great affect on the ability of a team to become a learning organization.  Our team could use these theories as a way to better understand ourselves and what our strengths and weaknesses our as individuals.


The next step after understanding the composition of each member’s personality is determining what characteristics of these personalities can be helpful or harmful to the team.  The most significant of these characteristics is locus of control, whether a person sees the world as a place of circumstance, where they have no power over what is going on in their lives; or as a place where they shape their own lives with the decisions they make.  Other significant characteristics include self-efficacy, which is how effectively a person believes that they can perform a given task; self-monitoring, which is how much a person sees the need to follow cues from others on how to behave; and positive/negative affect, which is whether a person likes to see the glass as half empty or half full, so to speak.  


These characteristics can be invaluable to a team’s development. A player with a high external locus of control would have to focus more on not blaming others for plays that he clearly should have made.  A player with a high internal locus of control would have to focus more on not becoming overly critical of himself when things do not go as well for the team.  In addition, self-efficacy can be a valuable tool in the form of visualization, a highly common tool in sports psychology that helps a player to see himself hitting the ball or making the play in the field.  With knowledge of these characteristics, a team is able to make adjustments according to which areas need development, and a player can become much more effective in his role.


While these personality theories may be a great help to our team’s performance, they are in essence hard to measure.  Personality tests help us to better measure these traits.  The most popular of these tests is the Myers-Briggs Type Indicator (MBTI).  The MBTI is derived from psychiatrist Carl Jung’s Psychological Types and a basic knowledge of type dynamics can be a great help to players on the team in understanding the mental part of the game.  Personally, I am a dominant introverted feeling, with an auxiliary extraverted intuition, a tertiary extraverted sensing and an inferior extraverted thinking.  This infers that I prefer a meaningful and emotional inner life, I tend to be interested in other people and concepts and that I prefer to help other to achieve their full potential as individuals and in groups.  This style can be helpful to the rest of the team in that I can be a great leader by example and will always be ready to help a teammate with a problem they are having on or off the field.  It can also be harmful if I become too attached to an idea or value that I refuse to see that there may be better ways to accomplish a team goal.  A basic knowledge of strengths and weaknesses of type dynamics such as this can be essential to a team understanding each other and getting “over the hump” in terms of forming a cohesive team, that meets the requirements of a learning organization.


After discovering what each other’s personality types are, the next step in understanding each other as a team is determining how to perceive the individuals on the team and their roles.  Paramount to this is social perception, which is how we see other people in light of their observed characteristics.  There are three important aspects of social perception.  The first is the characteristics of the perceiver, which include their familiarity with the target, attitudes towards the target and mood at the time of perceiving the target. The second is the characteristics of the target, which include physical appearance, verbal and nonverbal communication, and the inferred intentions of the target.  The last is the characteristics of the situation, which include the social context of the situation and the strength of situational cues.  Understanding social perception can be essential to a team’s development into a learning organization because it can help the team to become more aware of how it sees other team members and what is the cause of their impressions of each other.


There are many barriers that have evolved to forming accurate social perceptions.  These barriers include selective perception, stereotyping, first-impression error, projection, and self-fulfilling prophecies.  Selective perception occurs when a perceiver takes into account only the information supports their own preconceived notions, and ignores information that may discount those notions.  Stereotyping occurs when a perceiver makes a generalization about a person because the person belongs to a certain group.  First-impression error occurs when someone forms an enduring impression of someone based solely on observations made on first meeting that person.  Projection occurs when someone assumes that more people share their beliefs and patterns of behavior than is actually true.  Understanding these barriers can have a great affect on a team’s overall cohesiveness, as they will be more in tuned to how their perceptions are flawed, and more open to developing perceptions of teammates that better represent those teammates as people.


A second essential principle to becoming a learning organization is understanding how attitudes, beliefs and values affect the way people act and becoming aware of how others react to your own attitudes and beliefs.  An attitude, as defined by the text, is a psychological tendency expressed b evaluating an entity with some degree of favor or disfavor.    One way of better understanding attitudes that people develop is the ABC model.  The ABC model examines three ways we respond to other entities:  either on an affective, cognitive, or behavioral basis.  The affective basis is measured using physiological indicators and verbal statements about feelings, such as I like chicken.  The behavioral basis is measured using what other people see you do and what they hear you say that you want to do, such as I want to kill that fly.  The cognition basis is measured using statements that you make regarding what you believe, such as I believe that the Red Sox are cursed.  To fully grasp someone’s attitude, we must comprehend all three aspects and how they work together to form the attitude.  


After understanding the attitudes that we hold, the next step is to understand why we hold such attitudes.  There are two major influences to attitude formation:  Direct experience and social learning.  Social learning involves family, friends, and other social interaction developing ideas and attitudes in an indirect manner.  Direct experience involves direct experience with an object or person, such as finding after hours of studying math that you dislike the subject.  


After understanding how we come by our values the next step is figuring out what attitudes we hold towards the team as a whole.  Organizational commitment is how strongly you identify with an organization.  There are three different types of organizational commitment:  Affective commitment, continuance commitment, and normative commitment.  Affective commitment occurs when a member believes in the team so much that there is a strong desire to remain with that team.  Affective commitment involves not only loyalty, but also a strong concern for the growth and well-being of the team.  Continuance commitment occurs when a team member cannot afford to leave the team because of time, money, and effort invested in that team that it seems impossible to leave.  Normative commitment occurs when a team member stays with the team because they feel that they should do to some sort of perceived obligation.  


An extremely important aspect of understanding attitudes is learning how to change attitudes in yourself and others.  There are three parts involved in persuading a person to change their attitudes toward something:  source characteristics, target characteristics, and message characteristics.  Source characteristics can include expertise, trustworthiness, and attractiveness, and a person who is perceived to be an expert in the field can be particularly persuasive.  The target characteristics are important because some targets are more easily persuaded then others and therefore, the persuader will not have to work as hard to persuade them.  The message characteristics are important because depending on what you are trying to get across, you may wish to change the way that you make your point.  Changing attitudes in players can be an essential part of building a successful softball team.  The team as a whole could benefit from this by being better aware of attitudes that we hold and why we hold such attitudes, allowing us to be more open to other ideas and helping us to become a better learning organization in doing so.


A person’s values, as well as there attitudes can have a great effect on what kind of a team member they will be.  Values are our sense of right and wrong, our moral compass to help us make and come to grips with decisions.  There are two types of values:  instrumental values and terminal values.  Instrumental values are the means to an end, in that they are what we believe are acceptable behaviors to portray in achieving our goals.  Terminal values are those goals that we wish to achieve or the end state of existence that we hope for.  There are many cultural differences that we face in our lives and they can also affect values in that there are vast disparities between the values of the American culture and the values of other cultures.  Values can play a significant role in the development of a team, especially in a church league where church members’ values sometimes clash with those of players on the team who do not belong to the church.  These differences must be fully comprehended in order for a team to become unified and open with one another in an effort to become closer to being a learning organization.


Motivation is another highly important part of becoming an effective team and an effective learning organization.  Motivation is what makes us do what we need to do in order to reach our goals.  There are many theories on what motivate people, the most simple of which involves with internal needs and external incentives.  One significant internal need is the Protestant work ethic and how people should work harder because success in life is the key to getting into heaven.  There are many internal needs however, so a team must be aware that all players are not internally driven by the same factors.  External incentives are the outside factors such as money and self-interest that can motivate us.  If players are more motivated by recognition and pride, then they will have higher external needs and may not perform well with lesser crowds or after making a mistake.  If players are more motivated by internal needs, such as developing friendships with one another and working as hard as possible to be the best player they can be regardless of the circumstance, then they will have more success in situations where there is little glory to be gained.


Another significant motivation theory is Maslow’s Need Hierarchy.  According to Maslow, there are five separate categories of human needs and they are arranged in a hierarchy, with higher needs not being able to be met without the lower-level needs being met beforehand.  The needs, in order, are physiological needs, safety and security needs, love (social) needs, esteem needs and self-actualization needs.  The lower levels of these needs correspond to Theory X, which is a way of viewing people that assumes that people are lazy, self-centered, and prefer to be led.  The higher levels correspond to the Theory Y approach, which states that people focus more on higher needs and therefore, require less supervision.  A coach who believes in Theory X would be more likely to be a strict disciplinarian, as he believes that the players will not perform without him telling them what the consequences are for not performing.  A coach who believes in Theory Y would be more of a players coach, and would try to become more like one of the guys.


Frederick Herzberg has a similar and equally important theory of what motivates people.  He states that there are two sets of needs for every individual:  motivation factors, which refer to satisfying the need for personal growth, and hygiene factors, which satisfy needs such s comfort.  A team who was more aware of who was uncomfortable on the field, and therefore not meeting hygiene factors and who was not being challenged enough, and therefore not meeting motivation factors, would be able to adjust those players’ roles accordingly.


Equity theory is another important theory in developing ways to understand how to motivate a team properly.  It involves an equal exchange of contributions that a player makes to the team, and demands that that player makes of the team.  If the demands the player is receiving from the team are not equal to the contributions they have made to the team, then there can be problems if that is how the player is motivated. In order to resolve this inequity, there are many tactics that can be use including altering the person’s outcomes or inputs, altering the inputs or outcomes of whoever the person is comparing themselves to, changing who is used as a comparison, rationalizing the inequity, and leaving the team.   All of these strategies can help the player to resolve their inequity and go back to being a productive member of the team.


Expectancy theory is one of the most important concepts in motivation.  It involves three key constructs:  valence, which is what value is placed on a reward; expectancy, which is the belief that if you put forth the effort you can perform the task; and instrumentality, which is the belief that if you perform, you will be rewarded.  Problems can arise when these beliefs are not met:  either a person does not value the reward they receive, they do not believe they can perform the task no matter how much effort they put forth, or they do not think they are being rewarded for their performance.  These problems can have a great affect on the performance of our team.  If a player feels that they are playing well and not being rewarded with either more playing time or a better position in the field or in the batting order, then they may be lose their motivation.  If a player feels that a pat on the back and a good job from the team is not a valuable reward for a good play, then they may lose motivation.  If a player feels that they cannot make the play in the field or hit the ball no matter how hard they try, they may become discouraged and lose motivation as well.  A team has to be aware of all these factors in order to be effective in keeping everyone’s motivation level high, as highly motivated players lead to success on the field.


One of the many impediments to success on the field for a softball team can be the effects of stress.  Stress, as defined by the book, is the unconscious preparation to fight or flee that a person experiences when faced with any demand.  Stress can have many connotations, however, and is basically, a feeling of anxiety caused by some sort of behavior.  There are four approaches to stress mentioned by the book:  the homeostatic/medical approach, the cognitive appraisal approach, the person-environment fit approach, and the psychoanalytic approach.  The homeostatic/medical approach has to do with the fight or flight response.  This response is triggered by an external factor that upsets a person’s inner balance, or homeostasis.  The cognitive appraisal approach is similar to the homeostatic/medical approach in that it deals with a person-environment reaction, but it also takes into consideration that different people find different situations stressful.  This needs to be taken into consideration on any sports team because certain players respond better in clutch, stressful situations, such as with the bases loaded, than other players are.  The person-environment fit approach emphasizes how a person or player can become stressed when given conflicting expectations of their social role.  If a player is put in an environment or situation that is a good fit, such as a clutch hitter being up to the plate in a clutch situation, then they will have a better chance to feel no stress.  The psychoanalytic approach is Freudian in nature, and therefore deals with interactions with the inner self.  These interactions are the ego ideal, the person’s perfect self, and the self image, which is how well the person believes they are living up to the ideal.  Stress, therefore, is the result of differences between the ego ideal and the self-image.  From a player’s perspective, if they were to believe they were a good power hitter, and could not get the ball out of the infield in a game situation, then this could lead to a conflict between the ego ideal and the self-image, which would cause stress.


There are many sources for stress found in organizational life.  These stressors include task demands, role demands, interpersonal demands, and physical demands.  Task demands may include change and lack of control, both of which cause uncertainty, and therefore can lead to stress.  Role demands include role conflict resulting from either conflicting or unsuited demands placed on a person; and role ambiguity, which is caused by confusion over expectations of others.  These role demands can be evident at a softball game, when a player may be asked to play a position that they have never played before, such as first base, due to injury or illness, which may put stress on that player.  Interpersonal demands include abrasive personalities, sexual harassment, and the leadership style in the organization, all of which can lead to a person having their hygiene factors violated, causing a member to become uncomfortable, and therefore stressed.  Physical demands include the extreme environments and mentally and physically strenuous activities that are so common on a softball field.  Players are asked to perform tasks involving both mental and physical strength every time they step up to the plate and with these tasks come demands on the body that can lead to stress.  Dehydration is also a common problem in our league, and it can also lead to physical stress.


The consequences of stress are many and far-reaching, but there also are some benefits associated with the optimum level of stress known as eustress.  The word eustress comes from the combination of the words euphoria and stress, and is associated with the optimum level of stress. There are benefits associated with some levels of stress up to the eustress point.  These benefits include improved cardiovascular efficiency, enhanced focus during emergency situations, and bursts of physical strength.  These benefits can greatly help players on a softball team to perform better, and to develop a better mental focus during pressure situations.


Most people, however, are not in the eustress area.  We are either under or over stimulated, leading to problems with distress.  With little to no stress, a person can feel under-stimulated which can lead to boredom and frustration from feeling as if you are accomplishing little to nothing with your life.  Having to much stress in your life can lead to many physical illnesses such as heart disease and stroke, along with such mental problems as depression and burnout.  These problems can lead to declines in efficiency, diminished interest and fatigue.  These problems are not good for a player on a softball team, as they can lead to problems with playing performance and tension among teammates if a player becomes so depressed they lash out at another person on the team. 


On an organizational level, stress, and more specifically mismanaged stress, can lead to many direct costs to the team including participation problems, and performance decrement.  Participation problems, related to the team, are costs that are associated with players being late to games or not showing up at all, and player turnover.  Performance decrements deal with costs that are the result of drops in player production. These costs deal directly with the team, and the negative affects stress can have on player participation and production.


People deal with stress in many different ways, and learning how each player handles stress can be a key factor in understanding their strengths and weaknesses.  One way of dealing with stress is through Type A behavior.  Type A behavior describes a series of behavioral characteristics, including competitiveness, time urgency, aggression hostility and a strong need to achieve.  These behavior patterns can lead to extremely stress-filled lives.  The alternative to being Type A is being Type B, which is free from the stresses that are common in Type A’s.  If a team were to have too many Type A’s on it, then there may be reason to believe that the team would have greater success then other teams due to the Type A’s strong need to achieve.  However, more than likely at the first sign of trouble, the team would overreact and have no one there to bring them back to looking at the big picture.  A good mix of a couple Type A’s and mostly Type B’s would probably be the most successful team, as the advantages of each Type would help to counteract the disadvantages of each.


Other ways of dealing with stress include personal hardiness and self-reliance.  People who have personal hardiness are less likely to feel the effects of stressful events than most.  It is characterized by commitment, control, and challenge.  Self-reliance is a way of developing relationships that are supportive and interdependent, as opposed to counterdependent, or overdependent.  Interdependence involves healthy, secure patterns for developing relationships that are supportive.  Counterdependence is an unhealthy, insecure pattern of developing new relationships that involves separation in other relationships.  Overdependence is another unhealthy, insecure pattern of developing relationships that involves a preoccupation with knowing as many people as possible in order to feel secure.  Personal hardiness and self-reliance in relationships can be useful in fielding a team that is able to cope with stress and form a cohesive unit that is able to bond together in times of stress.


There are many ways to deal with stress including primary prevention, secondary prevention, and tertiary prevention.  Primary prevention deals with reducing, modifying, or eliminating stress at the root of the problem, the cause.  This can be useful when it is possible to eliminate the stressor, but when this is not possible, other ways of limiting the stress are necessary.  Secondary prevention involves altering or modifying the person or the organizational response to stress.  This is useful when there is no avoiding the stressor, and the player is forced to change his reaction to the stress.  Tertiary prevention involves curing the individual or organization of the symptoms of stress.  This prevention is designed to treat symptoms such as headaches or hypertension that can result from stress.  These prevention techniques can help a team to keep the stresses that can be caused by game situations, or by other situations in their lives, from becoming a problem for the individual and the team.


Communication is an essential part to any team’s success on the field, and is the next essential part of becoming a learning organization.  Communication occurs when someone evokes a shared or common meaning in another person.  Interpersonal communication, then, is communication that is between two or more people in an organization.  There are four basic elements to interpersonal communication:  the communicator, the receiver, perceptual screens and the message.  The communicator is the person that is trying to get across the message.  The receiver is the person to whom the message is intended.  Perceptual screens are the personal biases that can change the intended meaning of the message.  The message is the thought and feeling that the communicator is trying to get across, and includes both the content of the message, and the feelings that are caused by the message.  Understanding the basics of interpersonal communication can help a team by allowing them to simplify the message they are receiving and become aware of screens that they filter messages through.


A skill that can be useful to develop in order to become a more effective communicator is reflective listening.  Reflective listening is a technique that involves a receiver using techniques designed to understand the message sent fully and clearly.  Some of the techniques include affirming contact, paraphrasing the expressed, clarifying the implicit, reflecting “core” feelings, eye contact and two-way communication.  Affirming contact occurs when a receiver uses such statements as “I see” or “Uh-huh” to help a speaker to get through early thoughts regarding a problem.  Other techniques, such as paraphrasing the expressed, are useful later in the thought process.  Paraphrasing the ideas of speaker is another way to use reflective listening techniques and helps a receiver to build acceptance and empathy into their relationship with the listener.  When a speaker implies ideas and thoughts in their message it is sometimes necessary to ask for clarification on those thoughts.  This can help a receiver to shift the focus of the conversation from the problem itself to other aspects that may affect how the speaker is dealing with the problem.  After uncovering the implicit thoughts of the speaker, a receiver should then try to reflect on core feelings that the speaker might be expressing.  These feelings are the most important feelings that are being expressed from the speaker’s point of view.  Eye contact can be a key listening technique, as if eye contact is lost during a conversation, generally the conversation ends, and too much eye contact can become intimidating for a speaker.  Therefore, moderate direct eye contact is what should be strived for, and gives a speaker the sense of control while also communicating that you are open to their ideas and support those ideas.  Two-way communication occurs when the receiver provides feedback to the communicator on the message, and some sort of interaction occurs between the two.  This type of communication is preferred in reflective listening over one-way communication, which involves no interaction and feedback.  Reflective listening can greatly help a softball team in situations when a player has a problem on the team and someone else is listening to that problem.  If reflective listening techniques and two-way communication are used by the receiver, the player can feel more supported and can more easily solve their problem. 


Another important aspect of communication is effective communication by supervisors or managers.  Five specific skills are essential to the successful communication of any manager or supervisor:  expressive speakers, empathetic listeners, persuasive leaders, sensitive to feelings, and informative managers.  Expressive speakers convey their thoughts ideas and feelings about a message to a person and can better communicate their ideas to employees or team members.  Empathetic listeners use reflective listening skills and are patient with others, making employees feel like they are important and that their message is received.  Persuasive leaders, according to the text, encourage others to achieve results rather than telling them what to do.  Being sensitive to the feelings of employees or players involves constructive criticism, given in private to employees.  Praise for achievement, however, is given in public, which is useful in raising esteem of employees.  Informative managers keep the employees or players better informed on what is going on in the organization and filtering out information that is not necessary for them to hear so that they do not become overloaded.  These techniques can be useful to the manager of a softball team in that by using them, he can empower his players and create an atmosphere of trust and harmony in the dugout. 


There are many barriers that exist to communication, and one of the most important of these barriers is defensive communication.  Defensive communication can be aggressive, attacking and angry, or passive and withdrawing.  Nondefensive communication is neither aggressive nor passive, but is assertive and direct.  The two forms of defensive communication are subordinate defensiveness and dominant defensiveness.  People who use subordinate defensiveness never assert themselves, and are always giving in to the other person in the argument no matter whether they are right or wrong.  Those who use dominant defensiveness always assert themselves and use their aggressiveness to intimidate others into going along with what they want.  There are many tactics to using defensive behavior including the power play, put down, labeling, raising doubts, misleading information, scapegoating, hostile jokes, and deception.  The power play, put down, labeling and raising doubts are all used by managers to intimidate players or employees and are all forms of dominant defensiveness.  Misleading information, scapegoating, hostile jokes an deception are all used by the player or employee, and are ways of deflect responsibility from the person either by misusing or lying with information, or by passing the blame to someone else.  Defensive communication is something that players on a team have to be aware of, because if they do not, then great ideas can go unheard because either one player is dominating conversation, or a player is too afraid to stand up and say how they really feel.


Another aspect of communication that can be significant is nonverbal communication.  Nonverbal communication covers all aspects of communication that are not spoken.  Four parts of nonverbal communication are proxemics, kinesics, facial and eye behavior, and paralanguage.  Proxemics is how a person uses the space around them and includes territorial space, or the degree of comfort that a person has at varying distances from other people.  Kinesics refers to body movements and posture.  Different body movements signify different emotions, for example pacing can be a way to exhibit nervousness.  Facial and eye behavior refers to the way a person uses facial expressions and eye contact to help convey their message.  Paralanguage is variation is speech, and according to the text includes pitch, loudness, tempo, tone, duration, laughing, and crying.  Differing paralanguage, similar to kinesics, can signify different emotions, such as loud speech signifying nervousness.  An understanding of nonverbal communication can be important to a team because it can help them to notice the feelings of other players no matter what they are saying.  Therefore, if a player is saying that they will not be intimidated by a pressure situation, but they are pacing around the dugout, a manager can recognize that they really are nervous and maybe put a different player in the game at that point.  By better understanding how players fit into roles, a team can get closer to becoming a learning organization.  


Another issue that can be essential to success in an organization or team is diversity.  Diversity encompasses any differences that people may have as individuals.  These differences may be in culture, gender, age, or ability as well as other areas.  Cultural diversity can be essential to succeeding in a world that is getting smaller, and a country that is becoming more culturally diverse over time.  There are many issues that relate to cultural diversity that are essential for any manager to learn if they want their team to welcome and understand players from other cultures.  



Some of these issues are individualism versus collectivism, power distance, uncertainty avoidance, masculinity versus femininity, time orientation and U.S culture.  Individualism versus collectivism refers to where an individual places their emphasis: on themselves and their individual needs and goals, or on the collective whole and the needs and goals of the team.  Power distance refers to the amount of unequal distribution of power is tolerated by a culture.  In a culture with a high power distance, managers are given power with their title, and are awarder respect just because of that title.  In a culture with a low power distance, employees and managers have similar degrees of power, and managers are only given more power if they have some sort of technical knowledge that employees or players do not possess.  Uncertainty avoidance is the how much uncertainty is accepted as normal in a culture.  High uncertainty avoidance means that a culture prefers security and dislikes conflict, while low uncertainty avoidance insinuates higher tolerance for risk-taking and differences among individuals.  Masculinity versus femininity measures what is valued by the culture.  A culture that is characterized by masculinity values material gain and self-confidence; while a culture that is characterized by femininity values the feelings of others and building interpersonal relationships.  Time orientation determines whether a culture focuses more on short-term goals, or long-term goals.  The United States was found by Hofstede to be the most individualistic country he studied, with a weak power distance, a high tolerance for uncertainty, with a masculine culture, and a short-term orientation.  


These issues can be significant to a team because if a team member were from a different culture then the U.S. culture that most team members would be expected to be from, they might have different outlooks on these issues.  This could become a problem if the team did not discuss these issues with the player and the rest of the team.  Discussing the issue would dissolve the problem and allow the player to better adjust to the team and the culture as a whole.


Cultural diversity is not the only diversity issue that is challenging teams these days.  Age diversity is a problem, especially on my current team, as there are older members on the team who have their own expectations and work ethics, and there are college-age kids on the team who have their own expectations and work ethics.  These differences can sometimes cause a division of the team, and a lack of harmony among its members.  The generation gap that occurs between these players can also be common in business, as the four generations in the workplace (the silent generation, baby-boomers, generation X, and generation Y) sometimes clash over ideas and values.  These differences must be accommodated by teams and businesses alike, and understanding these differences is the key to accommodating them.  


Another diversity issue that can affect a team is ability diversity.  My team, in fact, a couple of seasons ago had a kid with a hearing disability on it, and we were forced to adapt to him.  At first, it was a challenge, but we all embraced him as a teammate and he ended up being one of the bright spots of the season.  Disabilities are not the only ability differences that have to be tolerated on a team.  Some players are just naturally better than others are, and the team must understand this and be able to accept each player for their own abilities and adapt these abilities to fit a role on the team. 


While differences may seem like a problem to a team, they are actually an asset, as different viewpoints can be helpful in unearthing the best solutions to problems, and people who come from different cultures, age ranges, and ability levels can provide those viewpoints.  There are five main benefits to diversity.  The first is that a diverse team or company may have better success in recruiting the best employees or team members.  The second is that diversity can help to better market your team or company.  A diverse team can say to the community that they represent that community and incorporate all of the different backgrounds associated with that community, and may get more help with funding.  The third benefit is that diversity allows for better creativity and innovation.  The fourth benefit is more experiences to draw from for problem solving.  The fifth benefit is the ability of the team to see “outside the box” better than a team with little diversity.


Diversity is not the only issue that can force a team to have to adapt.  There are ethical issues that can make a team have to make tough decisions.  Three theories have developed to help us to make these decisions.  The consequential theory focuses on the consequences of an action. Incorporated in the consequentialist theories is John Stuart Mills’ utilitarianism, which focuses on the greater common good.  Rule-based theory focuses not on the consequences of the act, but on whether or not the act itself is right or wrong.  Most theological guidelines focus on rule-based theory.  Character theory on the individual in the act, the values and integrity of that individual, and is Aristotelean in nature, in that it focuses on virtue ethics and character.  These theories can help a church softball team to analyze ethical issues they are having, and to obtain a better grasp of right and wrong.


These ethical theories can be applied to many modern problems that a team may experience such as organizational justice, whistle blowing, social responsibility, and codes of ethics.  Ethical dilemmas may arise on teams that have to deal with distributive and procedural justice, which are the two parts of organizational justice.  Distributive justice deals with how fair an outcome someone receives within an organization is.  Procedural justice deals with how fair the procedure was that led to the outcome.  Whistle blowing involves employees or team members that inform people in authority about unethical acts by their team or teammates.  These whistle blowers can be shunned by the team if the wrongdoing is insignificant or can be deemed heroes if the act is perceived as being blatantly wrong.  Social responsibility is duty of a company or team to behave in an ethical manner.  Ethical behavior by managers can rub off on members of the team and create a socially responsible team.  Codes of ethics can be essential to building an ethical organization in that they are similar to the rules of the sport.  They give a team a set of guidelines that must be followed and allow for the team to see consequences for actions that go against those guidelines.  All of these organizational problems must be dealt with by a team if they want to build a team that can win without sacrificing the ethical standards that are paramount to any church organization.


Another issue that is paramount to making a team into a learning organization is the development of the players into a team or group.  A group, as defined by the book, is simply two or more people with common interests, objectives, and continuing interaction.  The behavior of the group can be divided into four key aspects:  Norms of behavior, group cohesion, social loafing, and loss of individuality.  Norms of behavior are a set of standards that the group uses to determine the effectiveness of its members.  Norms can be formal guideline or informal standards, and are necessary to regulate the behaviors of the members.  Group cohesion is what makes the members of a group bond together.  Highly cohesive teams are capable of managing their members much better than teams that have low cohesion due to the motivation to maintain close relationships among members.  Social loafing is a problem with group behavior that occurs when members of a team do not pull their weight and force other members to pick up the slack.  It is a problem because the abilities of the member that is loafing are lost to the team, and a potential valuable contribution is squandered.  Loss of individuality occurs members of a group are so caught up in that group that they lose all sense of personal accountability and responsibility.  This is the main problem associated with riots, but can also lead to heroic acts done without thought of self for the good of the group.  These issues are essential to the team, as social loafing can become a problem on a team when players on the team do not feel like they have to perform for the team to win.  These players are lost to the team and become dead weight unable to help the team at all.  Group cohesion and norms of behavior can help a team to bond together and become more aware of how to reach team goals.


Group formation and development is also essential to the performance of a team.  After formation, a team goes through stages in development that may lead the team to become a mature group.  One model proposes four stages to team development:  Mutual acceptance, decision-making, motivation and commitment, and control and sanctions.  The emphasis in mutual acceptance is on developing interpersonal relationships among members, and members feel each other out, as to the traits of each member.  In the decision making stage, the emphasis shifts to giving authority, planning tasks, and figuring out how to accomplish those tasks.  In the motivation and commitment stage, the emphasis shifts to motivating members to accomplish the planned tasks, supporting each other through the process.  In the control and sanctions stage, focus shifts to rewards and punishments handed out based on evaluations of performance.  The group has become mature, and has a high level of cohesion, and an established set on group norms.  In addition, characteristics of a mature group include having a purpose and mission to establish a clear set of goals to guide the team into the future, and creating a status structure that defines the role of each member and the authority that they are given.  The stages of development are essential to any team, as in order for the team to succeed, it must pass through each of the stages, set goals for task achievement, and develop into a mature team.  


Two functions that an effective team must perform are task and maintenance functions.  Task functions are those activities that are involved in completing the group’s work effectively.  For a softball team, these activities would involve practicing and playing in the games, as well as planning strategies.  Maintenance functions are those activities that a group performs in order to maintain effective interpersonal relationships among team members.  These functions would occur on a softball team if their were to develop a rift between players, and those players aired it out, or if a player were frustrated with his playing time and the manager discussed his role on the team with him.  These functions involve the greater majority of the team’s activities, and understanding the relationship between the two types of functions can help a team become a cohesive unit and perform on the field.


Essential to the success of a team with a coach that is also a player on the team is empowerment and the role of self-managed teams.  Empowerment is only achievable if the group is able to demonstrate a certain amount of skills.  Competence in the field or position is one of these skills, and is necessary in order for the player or team-member to be capable of accomplishing the necessary tasks associated with the position.  A second essential set of skills is process skills, which include the ability to negotiate.  These skills are necessary in order to convince others that your strategies will be effective and that the team can effectively implement them.  The third set of skills is cooperative and helping skills.  Without these skills, everyone in the group or on the team focus on individualistic behaviors and not on team goals.  A self-managed team is a team that makes its own decisions and therefore, does not require a manager to do so.  These types of teams can take a long time to develop, and are at high risk for problems such as groupthink.  However, when successfully implemented, self-managed teams empower employees and create greater efficiency and more productive group members.  With our team, we have always functioned as a self-managed team, being that the position of “coach” on the team only signifies the person who is responsible for handing out schedules at the beginning of the season.  That being said, it is essential to our team’s success to understand the problems associated with self-managed teams, and to not fall into the pitfalls associated with groupthink.  If we can avoid these problems, we can be a well-oiled machine that is self-maintained and able to set and achieve our own goals.  By becoming a self-maintained group, we would move one-step closer to becoming a successful learning organization.


Another essential part of becoming a 
learning organization is understanding decision making by individuals and groups. There are two forms of decisions that are made in organizations:  Programmed decision, which are routine decisions for which a decision-maker follows a procedural design from previous decisions that are similar in nature.  Nonprogrammed decisions are decisions that are not routine, and are new in nature and require creative thinking.  A programmed decision for our team would be when and where to schedule practices.  A nonprogrammed decision would be what to do in a game situation when a player gets hurt.  


There are three models by which one can make a decision:  the rational model, the bounded rationality model, and the garbage can model.  The rational model involves a logical process that thoroughly analyzes each alternative with the alternative that has the best possible outcome being the one that is chosen.  While useful in that it gives us a bar to shoot for, the rational model is overly idealistic in that there is no situation in which a decision-maker can know every possible alternative, let alone all the consequences of those alternatives.  The bounded rationality model is more realistic in that sense, in that it involves a process in which a manager selects the first acceptable alternative or satisfice, realizing that they may be overlooking a better alternative, but that too much time may be required to find that alternative.  Essential to bounded rationality is the use of heuristics, which are decision making shortcuts based on what has worked in past situations.  The garbage can model is the last decision-making model.  Decisions made using this model are random, and involve no rational at all.  The problems, solutions, participants and choice opportunities are stuffed into a garbage can that is the organization, and if the four happen to connect, a decision will be made.  This model can be used in a high-stress, low-time situation where there is great uncertainty.  These models can be vital to a team because they allow them to understand the processes involved with decision-making and can help the team to decide which process is right for the decision that they need to make.  
Risk is another important factor in decision-making.  There are two extremes involved in the use of risk:  risk aversion, which is the tendency to avoid risk in choosing alternatives in a decision; and risk takers, who are people who accept the potentially bad outcomes of a risky venture in exchange for the potential reward that they may reap.  A softball team that is more prone to risk taking would be more aggressive on the base paths and more likely to dive for balls in the field.  A softball team that is prone to risk aversion would be more likely to be a station-to-station team on the base paths, not wanting to risk being thrown out, and would be more likely to let balls drop in the outfield and field them on a hop to not risk turning a single into an extra-base hit.


Related to risk is the concept of escalation of commitment.  Escalation of commitment, according to the text, is the tendency to continue to support a failing course of action.  For example, if a person has spent a lot of money on a computer, but they do not want the computer to become obsolete, they may put money into improving the computer that would be better spent on buying a newer model in a couple years.  This escalation of commitment will end up costing the buyer money and will leave them with a computer that is incapable of keeping up in the near future.  Escalation of commitment can be a problem on a softball team if the team makes an investment in time in a player, trying to improve that player’s abilities.  If the player did not succeed after this investment, it may be better off using its roster spot on a different player, but due to escalation of commitment, it may continue to try to improve the player even when they know that he will not help the team.


There are many individual factors that are involved in decision-making, one of which is Jung’s cognitive styles.  These styles are the combined middle two letters of psychological type.  The four cognitive styles are sensing/thinking (ST), sensing/feeling (SF), intuiting/thinking (NT), and intuiting/feeling (NF).  STs tend to rely on facts in decision-making, and tend be impartial and logical throughout the process.  SFs also rely on facts in decision-making, but tend to examine more how those facts will affect interpersonal relationships.  NTs focus on possibilities in decision-making and are creative and innovative in coming up with new ideas.  NFs also focus on possibilities, but tend to relate those possibilities to the people affected by the decisions.  Understanding these type differences can be the key to the development of a team as a whole, and knowing the strengths and weaknesses of each type can help a team to accentuate the positive aspects of each player’s type and try to compensate for the negative aspects of each player’s type.


Other significant individual factors involved in decision-making are intuition and creativity.  Intuition has many different meanings, but it is basically knowing the basics of a situation and understanding what needs to be done in that situation, mostly due to prior experience.  Intuition is important in softball because it parallels the effect of instincts, provide the player with the knowledge they need to make the right decision on the field.  These instincts can sometimes be natural, but generally, they are learned through experience.  


Creativity is also a significant factor in decision-making.  Creativity is the process by which new and useful ideas are generated which can be affected both by individual and organizational factors.  Individual factors include cognitive processes such as dreams and divergent thinking used by the individuals to come up with the ideas.  Divergent thinking is one of these processes and it is essential to the process because it allows the individual to see multiple possible solutions to the problem.  Personality factors and mood can also affect an individual’s creativity.  Organizational factors can either impede or support creativity.  Factors that can impede creativity include evaluations, which can make individuals focus on the end result rather than coming up with creative ways to get there, being observed while you work, and competition for results with other people in the organization.  Factors that can support creativity include feeling self-sufficient, being part of a team that is well rounded in their abilities, and having creative role models as managers.  The distinction between an environment that supports creativity and an environment that impedes creativity can be the difference in whether or not an individual lives up to their creative potential.  Another factor that can influence creativity is the individual/organization fit.  When there is match between a person’s creativity level, and the creativity level of the organization they are in, then that person is put in the best situation to maximize their creative potential.  Understanding these factors can help a softball team by helping it to see how creativity in its players can help the team to come up with more innovative solutions to problems that may exist on the team. 


Participation from team members is another important aspect of decision-making.  Participative decision-making occurs when those who will be affected by the decisions being made are able to influence the outcome of the decision.  This can help team members to feel more empowered and to improve team synergy, which occurs when new solutions are arrived at by a group through mutual influence an encouragement from its members.  For the softball team, participation is absolutely essential because players who are not involved in deciding what is going on become alienated and disgruntled, negatively affecting the cohesiveness of the team.


The group decision making-process is essential to any participative decision.  By using a process called social decision schemes, final group decisions can be determined by following simple rules.  There are four of these schemes:  the majority wins rule, where whatever idea has the majority of the members is supported by the group; the truth-wins rule, where the best idea will emerge as more members see its appropriateness; the two-thirds majority rule, where the option must have two-thirds support to be the final decision; and the first-shift rule, where the group picks the option that is the first change in opinion by a member.  These schemes can help to simplify the group decision-making process by giving the group guidelines as to determining the best solution.


There are advantages and disadvantages to group decision-making.  Some advantages are the larger amount of knowledge that is gained from the pooling of the groups experiences, the increase in the acceptance level of the group for the decision, and the fact that the group will better understand the decision and the reasons why the decision were made.  Along with the large amount of time involved in group decision-making, the other disadvantages are groupthink, and group polarization.  Groupthink occurs when members of a group become so wrapped up in the greater good of the group that they fail to use their individual practicality and moral judgment to see problems that might arise.  Group polarization occurs when a group discussion of a topic leads the members of the group to become more extreme in their feelings one way or another towards the subject.  This can lead groups to make decisions that may not be the best possible solution because they are making their belief in the decision even stronger through the support of the group.  While both groupthink and group polarization are problems that need to be avoided in group decision-making, a softball team can gain from the process through the advantages that are associated with it, which can lead to increased self-sufficiency and better group cohesion through the sharing of ideas.


There are ways to avoid the problems associated with groupthink and group polarization. These techniques include brainstorming, nominal group technique, Delphi technique, devil’s advocacy, dialectical inquiry, and self-managed teams.  Brainstorming involves generating as many ideas about the decision as possible, then analyzing the ideas after all have been generated.  This practice encourages creativity, but can lead to long discussions that cause members to lose focus.  Nominal group technique focuses on generating alternative solutions to the problem, then picking the best one.  The process is discrete and involves individuals silently listing ideas, the ideas being written on a chart, discussion designed only to clarify ideas, and finally, a written vote to choose the best idea.  This can be useful in order to encourage participation from group members who may fear criticism from the rest of the group.  Delphi technique involves using experts to help in the process.  Questionnaires are sent out to various experts who generate solutions.  Then, the alternatives are summarized and sent back out to the experts, who choose the best solution.  The technique is useful in generating individual judgments, but it limits the role of the group.  Devil’s advocacy involves having one team member role-play, trying to point out the possible negative aspects to each idea generated.  This can help fight groupthink and is useful in finding flaws in decisions before they are made.  Dialectical inquiry involves debating two opposing sets of ideas that are recommended with each side getting a chance to point out the negatives of the other side, and emphasize the positives of their side.  One negative side of this approach is that it sets up a conflict that may become dysfunctional and a possible rift between group members.  Self-managed teams can also be used in group decision-making, allowing a manager to allow the group to make decisions and empowering them in the process.  All of these techniques are useful for a softball team in that they can be used to help eliminate groupthink when making decisions about the team, and can help the team to see both sides of each solution to help make a better overall choice.  In addition, by incorporating the ideas of all team members and creating the functional conflict that is necessary in order to avoid groupthink, they can step closer to becoming a learning organization.


The next important part to becoming a learning organization is understanding how power and political behavior can affect the team.  Power is the capability to influence the actions of other people.  Related to power are the concepts of influence and authority.  Influence involves changing the thought, behavior, and feelings that a person may exhibit.  Authority is the right to influence others.  While these terms may be related, they are not the same.  A person can have authority, a position as a boss, but no power to influence others because he or she may not possess those kinds of skills.   


There are many sources of power within an organization including interpersonal forms, and intergroup forms.  Interpersonal forms of power include reward power, coercive power, legitimate power, referent power and expert power.  Reward power is power that comes from the ability control rewards that a player desires, such as playing time.  A manager has the ability to tell a player what he needs to do in order to get more playing time.  Coercive power is power that is similar to reward power, but it focuses on punishment.  A manager has coercive power in that he can tell a player to perform better or lose playing time.  Legitimate power is power that is derived from the manager and the player agreeing that the manager has the right to influence.  Good managers are able to achieve this kind of power when players buy into their systems.  Referent power is an interpersonal attraction that is achieved when a player looks up to a manager or other player and wants to be like that other person.  For example, a star player on a team may have referent power because the other players on that team look up to him and respect his abilities.  Expert power is similar to referent power except that it is a specialized knowledge or skill possessed by the person with the power and needed by others.  For example, a player who has knowledge of an opposing pitcher and how to hit that pitcher may have expert power over other players on the team.  Understanding these forms of interpersonal power is essential to the dynamics of the team, because if they know who has what type of power on the team, they can better understand the team as a whole.


Ethical dilemmas are bound to show up wherever power goes, because with power comes corruption.  In this sense, personal power, or that which is used for the benefit of the person with the power, can be a strong negative consequence on interpersonal power.  Personal power is a Machiavellian concept, in that the agent with the power is using it to get his or her own way.  A positive aspect that can arise as a result of interpersonal power is social power, with is used to motivate other members of the group in order to accomplish goals.  Aiming towards the positive aspects of power and away from the negative aspects can help a softball team to become more focused on goals, and to avoid the individualistic problems that can develop when everyone on the team is only their for their own personal gain.


Intergroup power can also be an important factor for a team.  Intergroup power is power that one group has over another group or individual.  Critical resources can be cause of intergroup power if one group has a resource that another group desires.  One of our players left our team to join another team from our church this past year, and that player took with him three bats that we would consider critical resources.  That team now had those resources and the power to either let us use them, or not let us use them.  (They let us use them)  Strategic contingencies, activities one group controls that other groups need to complete their tasks, can also be a big factor for our team.  The church activity committee decides each season how many teams they are going to field, and until that decision is made, team strategies cannot be decided. 


Political behavior is also an important issue for the development of a team.  Organizational politics, or how power is utilized within organizations, can actually have a positive affect on the dynamics of every team.  With our team, power is spread across the team to its members, but there are team leaders who generally handle functions of the team like making up the lineup and going to church activity meetings.  Political behavior does not have quite a generic connotation, however and is the use of actions designed to influence others in order to meet personal one’s goals.  There are three kinds of influence that can be used in the employment of political, or any behavior:  upward influence, which tries to affect the manager or boss; downward influence, which tries to affect a subordinate; and lateral influence, which tries to affect a person of similar organizational rank.  Some tactics that are used to influence others include pressure, upward appeals, exchange, coalition, ingratiation, rational persuasion, inspirational appeals, and consultation.  While these tactics may not all seem negative, they all try to influence the behaviors of other people in some way and are therefore manipulative.  There is little to no political behavior or influence tactics on our team, but some players do use political behavior in a positive way to motivate teammates to perform so that the team can win, which is an extension of that player’s personal success.


While political behavior may seem to be a negative aspect of organizational life, it cannot and should not be taken out; it should be controlled and managed.  One key to managing political behavior can be open communication.  Open communication can help ease uncertainty that can cause political behavior and can help employees to feel involved.  Other keys to managing political behavior include providing a supportive organizational climate, managing scarce resources well, and participative management.  


One of the more important strategies to managing political behavior is empowerment, which involves the sharing of power within an organization.  There are four dimensions to empowerment:  meaning, which is how well a player’s role fits into their values and belies; competence, which is the level at which a player is able to perform in their role; self-determination, which is having control over the quality of your performance; and impact, the belief that what a player does matters.  The level of empowerment in an organization can be measured on a grid with decision-making authority over job context as the vertical axis and decision-making authority over job content on the horizontal axis.  A role that is high on both scales is representative of self-management.  One that has high job content, but low job context can be considered task setting.  One that is high context but low content can be considered mission defining.  One that is low on both scales has no discretion.  One that is in the middle on both scales is said to be participatory empowerment, in that there is still some hierarchical power in the position, but the person in position has an impact on what they do and why they do it.    Empowering players is essential to creating a team that is able to perform at a high level, and by the use of empowerment, the players can feel like they are involved in running the team and they will have more ownership over the performance of the team.  This ownership can be a key factor in the development of team unity that is essential to becoming a learning organization.


Another key factor in a team’s development into a learning organization is leadership and followership.  Leadership is the manner in which a person directs and guides the behaviors of other people.  It can be broken down into formal leadership, which is based on authority of a leader’s position, and informal leadership, which is given to a person by other members of a team or organization.  


Many theories have evolved as to what makes good leaders click, and behavioral theories are included in these.  Three studies emerged from these behavioral theories:  the Lewin studies, the Ohio State studies, and the Michigan studies.  The Lewin studies identified three different styles of leadership:  autocratic style, democratic style, and laissez-faire style.  The autocratic style involves a leader using a directive, controlling approach in order to get his subordinates to follow rules and perform as a team, and allows for very little say from followers.  The democratic style encourages employees to participate in deciding the nature of the organizational environment, and encourages collaboration, and responsiveness from the leader.  The laissez-faire style involves a leader who takes no responsibility or authority, and generally leads to chaos.  The Ohio State studies isolated two aspects of leader behavior:  initiating structure, and consideration.  Initiating structure involves behavior by a leader that is used to create an infrastructure within the organization defining roles of members and establishing methods of accomplishing tasks.  Consideration involves leader behavior that develops good relationships among members of the organization and encourages trust and respect as building blocks for these relationships.  The Michigan studies identified two styles of leadership:  production oriented, and employee oriented.  The first style focused on task management, while the second focused on relationships with employees.  These two styles are a good summary of what all three studies found:  a task-oriented style and a people-oriented style.  For our softball team, the best style for our leaders to take would obviously be the people-oriented style, because we all tend to feel the need to participate in decisions regarding both our team atmosphere and what we will do as a team.   
        


With these two styles established, a grid was developed by Robert Blake and Jane Mouton that analyzed the two factors on an x-y axis:  x as concern for results, and y as concern for people.  Five original leadership styles emerged from this grid.  The organization man manager is middle on both factors.  These managers attempt to balance the two without committing to either.  The authority-compliance manager is high results oriented, and low people oriented.  This leader would fall into the autocratic style from the Lewin studies.  The country club manager has a high concern for people, but little concern for results.  This style tends to avoid conflict and is a soft Theory Y approach to management that usually yields few results without highly self-motivated subordinates.  The team manager is high on both scales, and is considered by the study to be the ideal manager.  They work with employees to accomplish tasks and are flexible and adaptive to change.  The impoverished manager is low on both scales and corresponds well to the laissez-faire style in the Lewin-studies.  The best leadership style for our team would probably be the team manager, as we are pretty self-sufficient, but need our leaders to help us accomplish our goal to win and to keep our motivation level up.  However, which leadership style is best for our team may dependent a great deal on the situation.


Because of this fact, contingency theories have developed to help leaders determine which style best fits their current situation.  Three of these theories are Fiedler’s contingency theory, path-goal theory, and the situational leadership model.  Fiedler’s contingency theory states that the leadership style and the effectiveness of the leader using that style depends on three factors.  These are the leader’s position power, which is authority that is derived from the leader’s place in the organization; the structure of the team’s task, which is the amount of clarity or ambiguity that is involved in the task, and the quality of the leader-follower relationship, which is the degree to which the team forms a cohesive bond with the leader.  Path goal theory states that the role of the leader should be to clear the path that the follower will tread to the designated goal, and select the best leadership style to do so.  The situation leadership model, designed by Hersey and Blanchard, defines which leadership style a leader should use by the development of the followers.  If the followers unwilling and unable to accomplish their task, then a manager should use a telling style of leadership, which is high task-oriented, and low relationship oriented.  The selling style of leadership should be use with willing and unable followers, where a leader uses a high-high style.  The participating style should be used with able but unwilling employees who have made it over the proverbial hump and therefore, do not require high task-orientation, but still need a high relationship oriented leader.  In the last stage, with willing and able followers, a manager can use the delegating style that is low task-oriented and low relationship-oriented becoming a part of the group and letting responsibility fall on the group as a whole.  Getting over the situational leadership hump is essential to the development of a team into a learning organization, as a team that is unable to accomplish their tasks is unable to become autonomous, and will always need that task orientation from their leaders.


Some more recent developments in leadership theory are leader-member exchange, substitutes for leadership, transformational leadership, charismatic leadership, and servant leadership.  A leader-member exchange involves a leader forming a group of followers that he is “in” with, and an “out” group of followers.  Which group a follower is in can affect their stress level and their opinions of the organization.  Substitutes for leadership theory involve situations that can neutralize or replace leader behavior.  These can include work that is its own feedback, and does not require a leader to give such feedback, team cohesiveness and a high level of skill in a follower.  Transformational leadership involves the inspiration of followers to achieve high performance.  Personal attributes are more important to these leaders, as they do not rely on their position to lead.  Charismatic leaders are similar to transformational leaders in that they rely on personal attributes to lead.  However, charismatic leadership is not a trait that can be learned, but a gift, and transformational leadership skills can be learned.  Servant leadership is an essential trait that is inherent in leaders in learning organizations.  It involves leaders that serve the other members of the organization, and try to make the organization better into the future.  In relation to our team, the best leader on our team is one of our older players who fits the servant leadership model to a tee.  He is always taking the blame for anything that goes wrong during the game and is the first person who is their to help you warm up or to throw you batting practice before a game.     


Another essential aspect of leadership is who will follow the leaders.  There are many types of followers.  The effectiveness of each is determined by two dimensions: the activity versus passivity dimension; and the independent, critical thinking versus dependent, uncritical thinking dimension.  An effective follower would be active and independent in their thinking.  This would allow them to be self-managed and self-responsible, committed to the organization and its goals as opposed to their own goals, competent, and always in search or challenges.  Dynamic followers are similar to effective followers in that they are self-managed and self-sufficient.  They are also steward of their positions, and are trusted advisers to leaders or supervisors.  These qualities are inherent on our softball team in that all the players on the team are not afraid to voice their opinions and are able to sustain their skills without much help from our team leaders.


Dealing with conflict is another issue that is essential to the development of any learning organization.  Conflict is a situation where two or more parties with different, ideas, goals, or emotions disagree or oppose each other.  There are two significant kinds or conflict:  functional, which involves healthy constructive disagreements that can help to eliminate groupthink; and dysfunctional, which is a destructive, unhealthy disagreement that is derived mostly from emotional and behavioral factors that      

negatively affect team cohesiveness.  Avoiding dysfunctional conflict and encouraging functional conflict, which increases team unity and morale, is paramount to the success of any softball team.


There can be many causes of conflict within organizations, many of which are derived from personal factors.  These factors include skills and abilities, personalities, perceptions, values and ethics, and emotions.  Skills and abilities can cause conflict if players with high skill levels get frustrated with the players who have lower skill levels.  Personalities can cause conflict if players are not willing to adapt to the environment and let personality differences among teammates become an issue.  Perceptions can cause conflict when players perceive their roles or teammates roles differently than their teammates do.  Values and ethics can cause conflict if different players have different values and a situation arises that requires the filtering of ideas through these values.  Emotions can cause conflict if a player allows their mood to control how they treat other players on the team.  All of these factors can cause conflict and can create a team that is less cohesive and does not perform up to expectations.


Three types of conflict can have an affect on the performance of a softball team:  Intragroup conflict, interpersonal conflict, and intrapersonal conflict.  Intragroup conflict can be good or bad depending on whether the conflict is functional or dysfunctional.  If the conflict is functional, the team can grow together and can help avoid groupthink.  If it is dysfunctional, then goals may be sacrificed and performance will probably suffer.  
Interpersonal conflict is conflict that arises between two or more people.  Power networks and defense mechanisms are two tools that can be helpful in understanding more about interpersonal conflict.  There are three different power relationships in organizations that can lead to conflict:  equal versus equal, where there neither individual has more power than the other; high versus low, where one individual has more power than the others; and high versus middle versus low, where the person in the middle has more power than the lower individuals, but less power than the upper individuals.  Some defense mechanisms that are used in interpersonal conflict are fixation, displacement, negativism, compensation, identification, rationalization, flight/withdrawal, conversion, and fantasy.  Fixation, displacement, and negativism are all aggressive mechanisms that are designed to attack the source of the conflict.  Compensation, identification, and rationalization are compromise mechanisms that are designed to try to make the best of a conflict situation.  Flight/withdrawal, conversion, and fantasy are all withdrawal mechanisms designed to allow an individual avoid conflict.  Understanding the causes of and our reactions to interpersonal conflict can help a team to create an atmosphere that welcomes functional conflict and avoids dysfunctional conflict.  


Intrapersonal conflict is conflict that is within an individual and can be categorized as interrole, intrarole, and person-role conflicts.  Interrole conflict occurs when a person plays multiple roles in their life and a conflict arises among those roles.  This is experienced on our softball team by most players, as work schedules and classes can conflict with games or practices.  Intrarole conflict occurs when a player is confused about what is required in a single role. If a player were asked to be more aggressive at that plate by some members of the team, and asked to take a walk by other members, then they may experience intrarole conflict.  Person-role conflict occurs when an individual is asked to behave in a way through their role that is not in line with their values.  If a player were to be asked to take out a catcher at home plate even if the catcher were injured, and the player believed that actions taken that are meant to cause injury are wrong, then that player would feel person-role conflict.  


There are many techniques for dealing with conflict.  Some of these techniques are effective; some are not.  Some ineffective techniques include nonaction, secrecy, administrative orbiting, due process nonaction, and character assassination.  Nonaction involves doing nothing hoping that the conflict will resolve itself.  Most conflicts, however, do not resolve themselves, and that makes nonaction ineffective.  Secrecy involves trying to keep a conflict from becoming common knowledge, and is only effective at creating suspicion within the organization.  Administrative orbiting involves an attempt to solve a conflict by buying time, and can lead to frustration within the organization.  Due process nonaction involves a procedure for addressing conflicts that is so costly or time-consuming that it is not used.  Character assassination involves trying to take shots at an opponent in a conflict, and can make the assassinator seem dishonest and cruel.  Trying to avoid these techniques is essential in dealing with team conflict, as they can only lead to more conflict and a shift in focus from the goals of the team to the conflict.


Some effective ways to handle conflict include the use of superordinate goals, expanding resources, changing personnel, changing structure, and confronting and negotiating.  Focusing on superordinate goals, or goals that are more important to both parties in the conflict than the conflict itself, can help resolve conflict by focusing the parties on what they have in common.  Expanding resources can help if the situation involves a problem with scarce resources.  Changing personnel is an extreme solution that may have to be employed if a player conflict becomes too much of a problem and cannot be resolved.  Changing structure involves creating roles within a team or organization that are designed to minimize potential conflict.  Confrontation and negotiating is necessary in order to resolve a conflict where the parties must find a solution.  Two approaches for negotiation are distributive bargaining, which is used when the conflict lies in differing goals between the parties, with each party seeking to maximize their resources; and integrative negotiation, which weighs each sides arguments and seeks a win-win solution.  While negotiation may be difficult for a softball team, the other techniques, if used effectively, can help to resolve conflicts on the team and keep that team cohesiveness that is so important.


Different individuals prefer different styles of dealing with conflict, and understanding these differences can help a team to develop into a learning organization.  The five styles are avoiding, accommodating, competing, compromising and collaborating.  To analyze the styles, two scales of measurement are used:  assertiveness, which is how much a party desires to have their goals met; and cooperativeness, which is how much a party desires to see the other party’s goals met.  The first style, avoiding, is low on both scales, and involves trying to stay away from conflict and taking no action to resolve conflict when it does happen.  The second style, accommodating, is high in cooperativeness and low in assertiveness, and is a style that prefers to let the other party get their way without standing up for your own side.  Competing is assertive, but not cooperative, and involves trying to accomplish your own goals with little to no thought of the other party’s goals.  Compromising is middle of the road on both scales, as both sides must give up something in order for the conflict to be resolved.  Collaborating is a style that is high on both scales, and involves working together so that both parties’ goals are met.  Understanding each player’s conflict management style can help a team by identifying players who are overly competitive in conflict or tend to avoid or accommodate in conflicts and help those players to become more assertive or more cooperative in their means of dealing with conflict.  This can help the team to understand our differences and grow more tolerant of each other’s styles in resolving conflicts, helping us to step closer to becoming a learning organization.


Another significant part of becoming a learning organization is understanding jobs and the design of work.  A job is group of specified activities that are involved in the task a person does in an organization.  In the context of a softball team, every player has a role on the team, and that role is his job.  Work is activity that can be mental or physical is designed to produce results.  There are six different ways that people use to define work.  Pattern A defines work as an activity that a person is accountable for and through which a person performs and gains value from that performance.  A pattern B would define work as an activity that allows a person to find out who they are and that is meaningful to society.  A pattern C defines work as a physical activity primarily, and that is strenuous and can be habitual.  A pattern D defines work as a physical activity that is directed by others and is not very positive in nature.  A pattern E would define work similar to a pattern D, but as mostly mentally strenuous as opposed to physically strenuous.  A pattern F would define work in terms of blocks of time spent doing activities that have no links from performance to positive results.  Understanding how a person defines work can help a team if players are not getting anything out of playing on the team, and the team needs to help the player to refocus on the positive aspects and not the negative.  


In order to design how each person will fit into the organization through their job, there are many approaches.  Some traditional approaches to this are scientific management, job enlargement/job rotation, job enrichment, and job characteristics theory.  Scientific management puts a strong focus on work simplification, which involves making the task that are involved in a job as routine as possible.  This can help to make jobs more systematic, and to therefore improve efficiency, but it can put devalue the human aspects of a job and hinder creativity and innovation.  Job enlargement involves increasing the number of activities that are involved in a job.  Job rotation involves the shifting of workers among different specialized jobs.  Both are designed to overcome boredom and to therefore, increase the productivity of the workers.  Job enrichment involves making motivation a factor in the design of jobs.  This would be related to Herzberg’s two-factor theory and would involve motivational factors, not hygiene factors.  Job characteristics theory involves a fit between the person and the tasks involved in their job.  It has been modified from its original four core job characteristics (job variety, autonomy, responsibility, and interpersonal interaction) to the job characteristics model, which has five core job characteristics (skill variety, task identity, task significance, autonomy, and feedback from the job itself.)  The job characteristics model also includes three psychological states:  experienced meaningfulness of the work, experienced responsibility for work outcomes, and knowledge of results.  These factors also influence the degree to which a job fits the person working the job.  Understanding these theories can help a softball team by recognizing what players are currents not fitting in well with their roles and what players need more responsibility in order to be challenged enough to perform well.


Some alternative approaches to job design have emerged recently that include social information processing, the interdisciplinary approach, and work design and well-being.  The social information-processing model suggests that some significant aspects of a job depend partly on what other people tell the person about the job.  Their own observations regarding the tasks involved may not be as important in their perceptions of the job as what is told to them about those tasks by others.  The interdisciplinary approach involves four separate approaches-the mechanistic, motivational, biological, and perceptual/motor approaches-and their implementation.  The mechanistic approach is similar to work simplification in that involves making tasks as simple as possible.  The motivational approach is similar to the job characteristics model in that involves finding the right fit between job and worker.  The biological approach emphasizes how much physical labor is involved in a job.  The perceptual/motor approach is similar to the biological approach, but also concerns interactions with technology such as computers.  What approach is used depends on what problems are being experienced in the job design.  


Work design and well-being involves making a job environment that is both productive and healthy for those in it.  This can be accomplished by redesigning jobs so that there is less worker uncertainty and more worker control, and managing conflict and task/job demands.  By doing these things, workers will be happier and both more productive and efficient. These approaches can also be useful to a softball team in defining roles on the team and helping to fix problems that are associated with these roles.  By redesigning roles that better fit our players, our team can also come closer to being a learning organization by better understanding both each other and what we need to do with our abilities to help the team.


The last key part of becoming a learning organization is understanding and properly managing change.  Change within organizations comes in two forms:  planned change, which is the result of decisions that are made to modify the team; and unplanned change, which is change that is not predicted by the organization and is forced upon the organization.  Our team has undergone both types.  We have unplanned change every time a player fails to show up to a game and we are forced to alter the lineup.  We have had planned changes in the past where players make decisions to not invite players back to the team who have been disruptions to our chemistry.


Change can vary from situation to situation, and some changes are more dramatic than others are.  Incremental changes are changes that are relatively small, such as changing the batting order or a position that a player is playing.  Strategic changes are changes that are of a somewhat larger scale and could include taking a player off the roster in favor of another player.  Transformation change involves changes that are designed to radically alter the team, such as changing managers or getting rid of players in leadership roles so as to eradicate behavior that may not be acceptable to the organization.  The people who initiate and manage this change in organizations are known as change agents.  They can be internal change agents, who are inside the organization and have an advantage in that they know the culture and history of the organization; or they can be external change agents, who have the advantage of an outsider’s point of view with no predefined biases, but have limited knowledge of the organization.  


When change is initiated, more than likely there is going to be resistance to that change.  Resistance can come from many factors including fear of the unknown, fear of loss, fear of failure, disruption of interpersonal relationships, personality conflicts, politics, and cultural assumptions and values.  These factors can make it hard for a change agent to do their job, but can also provide valuable feedback to an agent if communication, participation and empathy are used in the implementation.  Understanding that resistance is a part of change, a softball team can use the feedback given to have more success in navigating through the process.


There are also many behavioral reactions that are a part of change.  There are four basic reactions:  disengagement, disidentification, disenchantment, and disorientation.  Disengagement involves a person mentally withdrawing from the change.  This can cause a player to lose focus, drive, and their commitment to the team.  Disidentification occurs when a player feel that their identity on the team is being threatened by the change.  This can cause the player to become anxious and sad, which can cause problems in performance.  Disenchantment involves overly negative feelings or anger towards change, and can cause a player to become a destructive force on the team perhaps even going as far as throwing games due to their anger.  These players must be brought from their negative state to a neutral state that allows them to blow off their steam.  Disorientation occurs when a player becomes lost or confused do to change.  These players will ask many questions and may need explanation to minimize the ambiguity that the change is causing.  Understanding how to deal with these common reactions can help the team to embrace the change and to understand the reasoning behind it.


One model for going through the change process is Lewin’s change model.  This model involves three steps:  unfreezing, moving, and refreezing.  The unfreezing step is where team members are encouraged to get rid of their old behaviors and to alter the status quo.  This step is critical to the process, as it is when the team members accept the fact that change is necessary.  The moving step is where the new behaviors are instituted.  Explaining to the players what the overall goal is for the process is paramount to this phase, because it allows players to understand how they fit into this vision.  The third step is refreezing, which involves making these new behaviors into the new status quo for the organization.  This model can help a team by allowing them to see the phases that must be gone through in order for a change to occur.


There are many ways for an organization to go through change.  Some of these methods are classified under organizational development interventions.  From this broad category, there are two different types of techniques:  Organization and group-focused techniques, and individual-focused techniques.  Some organizational focused techniques are survey feedback, management by objectives, team building, and process consultation.  Survey feedback involves finding out the attitudes of members using questionnaires.  This is a useful exploratory tool in summarizing the overall attitudes of the group, and is useful in combination with other techniques.  For our team it can be helpful if there are a variety of problems associated with a change, and we need to find out which ones are shared by the most players.  Management by objectives involves all members of the group creating goals for the process.  This encourages communication throughout the change process, and can help to clear up ambiguities about the changes being instituted.  For our team, goals are usually implicit, and any changes made are generally not discussed by all the team members together.  Clearly defining objectives as a team would help us to have a better understanding of what is going on.  Team building is designed to help improve the effectiveness of the team and involves team members identifying problems, and then planning actions to take to resolve those problems.  This technique is useful in becoming a learning organization because it involves the entire team sharing ideas about problems, and working together as a team to solve those problems.  Process consultation involves improving processes that are used on the team.  These processes may include conflict resolution, communication, decision-making, group interaction, and leadership.  These processes are all paramount to succeed in becoming a learning organization, so this type of consultation would be very helpful to the team.  


Some individual-focused techniques include skills training, role negotiation, and hob redesign.  Skills’ training involves developing the skills or knowledge that is necessary to perform the task at hand.  This can be accomplished on a softball team by having more practices and more instruction from the more experienced players on fundamentals. Role negotiation involves team members meeting and clarifying what is expected of each member.  This can help a team by allowing its players to eliminate confusion that can result from a player having different expectations for himself than the team has for him.  Job redesign involves modify a player’s role on the team so that it better fits their abilities.  This can be accomplished using the techniques for job design that were discussed earlier, and can help a team to put players in more situations in which they are likely to succeed.  By understanding and using techniques that will help a team negotiate through the change process, a team can be more responsive to its environment and allow players to better communicate problems they are experiencing, which can help the team to come closer to being a learning organization.


While “learning” may not seem to be an appropriate goal for a softball team, becoming a “learning” organization is an appropriate goal.  By understanding and putting into practice all of the concepts that are involved in becoming a learning organization, a team can achieve all of the benefits of cohesiveness, empowerment, and open communication that can help a team to overcome talent deficiencies and develop the chemistry necessary to succeed on and off the playing field.

