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MANAGING GROUPS

After studying this chapter, you should be able to:

Explain why groups are important in organaagi and should be taken seri-
ously by managers.
A Discuss the characteristics of various types afdand informal groups.
A Identify reasons why people join groups.
A Discuss such group processes and characteristiohemsveness, roles, sta-
tus, norms, coalition formation, and risky shift.
A Describe the impacts of group size and spatiahgements.
A Explain the workings of the informal orgartiea.
A Discuss the stages through which groups pssgas they move toward
maturity. A Cite characteristics and productgrofipthink and identify
ways to prevail
group think. A Discuss guidelines for the effecmanagement of
group meetings.

In his popular bookTheory Z William Ouchi [ 1981) contrasts the mode]
Japanese organization to the model American orgtoiz A key differ
ence is the greater Japanese emphasis on colléeitigon making ami
collective responsibility. Teamwork, group [rath#ran individual)
bonuses, concern for consensus, and attentiontdgoarsonal relation'
ships are conspicuous in. the Japanese model.s&gsdied in previous
chapters, Ouchi's Type Z organization incorporatasy of these charac-
teristics. What the characteristics have in comisattention to groups,
A group is a collection of individuals who have a commoralgare
interdependent, and perceive themselves as a Haitold Leavitt [1975]
has suggested several reasons why groups are anpaird should be
taken seriously by managers. They are:

A Small groups seem to be good for people. They swtisfy
membership needs and provide a useful range ofitati far
members. They provide support in times of streksyTprovide
settings in which people learn about trust and eoafion,

A Groups seem to be good problem-finding tools. wes will
explore in the next chapter, groups may be usefprémoting
creativity and innovation.

A In a wide variety of situations, groups make beittecision,
than individuals. In the previous chapter we saat tiroups

I. This definition is based on D. L, Bradfo@roup Dynamic$Chicago, IL: Suviin
Research Associates, 1984). For a discussion miitaefs of groups, see D. Cariwright ills
A. Zander,Group Dynamics: Research and Theddd, ed. (New York: Harpei & R,
Publishers, 1968), 46-48.
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outperform individuals in many problem-solving cexis.

A Groups are great tools for implementation. Theyngcommit-
ment from their members so that group decisionsvares will-
ingly carried out.

A Groups can control and discipline their membersvays that
are often very difficult through more impersonakdplinary
systems.

A As organizations grow larger, small groups appwabe useful
mechanisms for fending off many of the negative@s of large
size. They help prevent communication lines fromvwgng too
long, the hierarchy from getting too steep, and itidividual
from getting lost in the crowd.

A Groups are natural phenomena and facts of org#izal life.
They can be created, but their development canagirbvent-
ed. The question is not whether groups should eist
whether they should be planned.

In this chapter we will consider the effective mgament of
groups in organizations. Figure 15-1 provides ahooutline of the issues
to be considered. We will first identify reasonsywteople join groups.
Then, we will discuss types of groups. Third, wdl examine a variety of
important group processes and characteristics.tkroure will consider
issues in group development, including a modelhef ¢volution of the
informal organization and an examination of groupvement toward
maturity. Finally, we will consider issues in thieetive management of
groups. The factors we will discuss influence sociticomes as group
performance and member satisfaction. Those groupomes, in turn,
cycle back to affect the future condition, behayidevelopment, and
management of the group.

Figure L5-1 ISSUES TO BE CONSIDERED

"sr >> Group Processes " " .

» @roup OrQup, | Nand Group Group Out-
Fofmation Types Characteristics Development Management Gomes

TYPES OF GROUPS

Groups may be formal or informal. Formal groups @eated by the
organization to help accomplish some organizatiofgtctive. Their
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members work together to get a job ddnéormal groups are created by
the members themselves. Both types of groups gyertant in organiza’'
tions.

Types of Formal Groups

Formal groups may be classified as command groupasik
groups. These group types differ in their membersimnd duties.

Command Groups. Command groupser functional groups.
consist of managers and their subordinates and sipoan the organiza-
tion chart. The group made up of a director of rating and her immedi-
ate subordinates would be an example. As showrigar& 15-2, these
command groups “fit together" to make up the hirgr The leader of
each group is typically also a memiodéra higher level group and thus

Pigurc 15 2 HOW UNKING PINS
CONNECT COMMAND GROUPS

A

L%

Source: Adapted frolNew Patterns of Managememy Rensis Likert. Copytifk
© 1961 by McGraw-Hill Book Company. Reproduced wigrmission
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serves as #inking pin, coordinating activities and communications
between leveld.Command groups generally are relatively permanent.

Task Groups. Task groups,or committees,are formed for a spe-
cific purpose, such as exchange of informationrdimation of activities,
generation of recommendations, development of newqulures, or solu-
tion oi specific problems. Their members may bewdrdrom various
parts of the organization as needed. Wat committees are typically
created for a short-term purpose and have a linlifed A search-and-
screen committee organized to nominate candidatea key managerial
position would be an exampl8tanding committeesare relatively perma-
nent task groups that deal with issues on an omggbasis. An example
would be an ethics review committee set up to st management
on the ethical implications oi decisions.

The fact that groups arc formed by the organizatioes not neces-
sarily imply that they are simply puppets of mamagat. For instance, J.
Richard Hackman [1978] has discussetf-managing work groups.These
are "intact [if small] social systems whose memberge the authority to
handle internal processes as they see fit in omeenerate a specific
group product, service, or decisichThe self-managing work group is in
essence job enrichment at the level of the group.

Types of Informal Groups

Informal groups may be classified as interest gsoopfriendship
groups. Together, they make up the informal orgatindn.

Interest Groups. Interest groupsarise when individuals unite
to achieve some common purpose. As an examplepapgmight be
formed to petition for a recall of a judge,fie a grievance, or to pitch in
to do a job.

Friendship Groups. Friendship groupsare formed because of
some attraction, due perhaps to similar valueskdrawunds, or ages.
Friendship groups may engage in a wide varietycti/gies both on and
off the job.

Informal groups give members a forum to communicétegain
some control over their environments, and to pre\dthtus and recogni-
tion. While they are formed by members themsehasthar than by the
organization, informal groups may help achieve argational purposes.

2. The idea of the linking pin originates with R. LikeNew Patterns of Management
{New York: McGraw-Hill Book Co., 1961).

3.L R- Hackman and G. R. Oldhaiwork RedesigfReading, MA: Addison-Wesley
Publishing, 1980), 164.
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Informal groups,
created by their
members rather
than by the
organization, are
important to the
achievement of
organizational
goals,
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For instance, a group that forms so that membearshedp one anoth
accomplish a task may help both the members ancbrtgla.'enization]J
Informal groups are a reality that management camish or coerc
away. Because of this, management should recoghea® and try tq
work with them for mutual benefit. We will take toser look at thq
informal organization later.

GROUP FORMATION

Individuals join groups for a variety of reasonse ¥liggested earl-
er that individuals may join informal groups becusd friendship 0]
common interests and that formal groups are fortogatomote organi
zational purposes. Some other, though perhap®deletasons for gro
formation include proximity, need satisfaction, leotive power, am
group goals.

Proximity

Physical proximity and contact provide the oppaittufor group
formation. Certainly, if people are not able to stwow get together, they
will have little chance to interact and to form @gp. George Humans
(1950), in a model to be elaborated on later irctiepter, sees proximity
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Q: Some of your recent work has dealt with self-man-
aging work groups. Where did the idea of self-manag-
ing work groups orginate?

A: Certainly theidea of autonomouswork
groups has been present in the literaturestime
time. Our own personal theoretical work Hzeen
highly influenced bythe ideaof "self-regulation”
from the Held of psychology.In the United States,
self-managingwork groups havemerged mainly
from the desire of practicingnanagerso bring a
better system tdhe workplace.ln general, these
managerdiave notbeen inspiredy formal theory,
but havebeen willing to pragmaticallgxperiment
with a wide variety of participative and teamwork
organizationastructures.

Q: What are the benefits of self-managing work
groups?

A: Employeesgain a considerable amount of
personal control over the day-by-dawinute-by-
rainuteactivities on thgob. For manypeople, this
personal control becomes extremeiyportant,
sventhough it maybe directed at seeminglyisig-
nificant parts of thgob.

From anorganizational viewpoint, the benefits
ire also substantialFirst, conflictis generally
reduced, makinghe day-to-daywork experience
Tiuch more harmonious.Second, self-managing
groups seem to be significantly betiieiterms of the
quality of their product. Self-managing groups are
lisa more flexible an@ccommodating tahanges.
Vlost importantly, productivityis generallybetter.
Wany managers report gains of 2040 percent
vhen compared with tradition&érms of organiza-
ions-

fessor of Strategic Management and OrganizatidhetJniversity of Min-
nesota. His research interests include self-le&ilersicarious learning,
self-managed work groups, leadership, power andrebrand group prr>
cesses. He is the authorTie Art of Self-Leadezshgmd of articles appear-
ing in Academy of Management Review, journal of AppliegdcRslogy.
National Productivity Reviewand elsewhere. He has served as a consul-
tant, researcher, and executive education leadérmany organizations.

Q: How widespread is the current use of self-managing
work groups?

A: One estimate says that about 300 manufac-
turing plants in the United States use some form of
self-managing groups. This is significant in terofs
raw numbers, but it is still very, very small irrnes
of percentage. Overall, we think that self-managing
groups are still not well known nor well understood
Q: In what sorts of situations would self-managivayk
groups be most applicable?

A: They would he more appropriate where tech-
nical interdependence between tasks is high, where
product quality is especially significant, and wher
motivation and commitment of the work force are
important. Further, since significant training and
investment are required, the application should not
be transitory or short term. Overall, we think that
self-managing concepts have wide-range applicabil-
ity, at hoth the group and individual levels, ard a
applied to both salaried and hourly employees. Q:
Do you have any recommendations concerning the use
of self-managing work groups?

A; For managers who are considering the imple-
mentation of self-managing work groups, our strong-
est recommendation is for them to visit previous
applications and see for themselves. For us, the
opportunity to see self-managing groups in action
was a most revealing experience. We have observed
extraordinary commitment and contribution from
so-called "ordinary" employees. Once you see the
exceptional power of this organizational form, iiad
matically changes your viewpoint of how effectively
groups can actually operate.

551
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as one factor influencing a complex interplay divaty, interaction, and
sentiment. Proximity gives people the chance taeslideas, opinions,
and feelings. Such sharing may lead to feelingdiiofy. Those feeling*,
in turn, may lead to desires to carry out morevits together, and thus
to interact.

Need Satisfaction

Certainly, most people join groups because thelytfet member-
ship may help satisfy their needs. One functiomgr@iups is to provide
saiety and security in numbers. Unions, investn@nbs, and street
gangs are examples of groups that help satisfy seelis in various ways.
Group membership clearly may directly satisfy nedsaffiliation add
social support. Groups may also help fulfill estemeeds—for instance,
membership in a particular law firm or sorority mag seen as presti-
gious. Even growth needs may be met by group meshiperAs exam>
pies, memberships in literary groups, art clubs;tass societies may all
present growth opportunities.

Collective Power

People may form groups because of the collectiveep@afforded
by the group. Quite simply, the fact that a numbkindividuals
pooled their efforts affords power, and thus thiitgtto accomplis
objectives, which would not otherwise be possilMembers of tl
Nature Conservancy or of the National Rifle Asstiom, for instant
believe that group membership provides leveragdleCtive power
also another reason for union membership. Latdrighchapter wewitf
consider the related topic of coalition formation.

Group Goals

Finally, individuals may join groups because thgyea with the,
goals of the group. The authors, for instance,esernvthe boards of coni-.(
munity organizations because they agTee with tlasguf those organiza-
tions, family enhancement and matching childrathvadult role-
models. Similarly, many people join fund-raisingaatvocacy groups rof
help the groups attain their goals.

GROUP DIMENSIONS INFLUENCING EFFECTIVENESS

Groups are complex, dynamic entities. Their effeciess depend* i upon the
rich and sometimes subtle interplay of many vadabln dtlsj
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section we will consider some of the most importainthe processes and
characteristics influencing group effectiveness. s

Cohesiveness

Group cohesiveness is the degree to which memberataacted
to one another, reflected in their desires to reraembership and to
resist leaving. More cohesive groups are generaltye effective in
achieving their goals. There is usually greater mamication among
members, higher member satisfaction, decreased mretension and
anxiety, and heightened pressure toward conformity.

The sources of cohesiveness are much like thoggonfp forma-
tion. For instance, they may reside in the persattahctiveness of group
members, the attractiveness of the group taskherprestige of group
membership. As the group achieves its goals, cubasks increases.
Large groups are less cohesive than small grouigh $tatus of the group
and outside pressures on the group both incredsesogeness.

Roles

Group members play a variety of roles, both ingidd outside the
organization. A role is a set of shared expectatiooncerning appropriate
behavior. There might bean expectation, for instatizat a nurse should
behave, and should not behave, in certain ways.rdlleeset is the group
of people who have these expectations concernipgogpiate behavior.
The sent role is the set of expectations which nmeamf the role set
convey to the individual. The received role is theividual's perception
of that sent role. The enacted role is the wayittikvidual behaves in
response to received roles.

Unfortunately, role expectations may be uncleamay cause con-
flict. Role ambiguity occurs when:

A Employees lack clear information about what peopkpect
them to accomplish.

A Employees know what outcomes people expect buttdmow
how to achieve those outcomes.

A Employees don't know what personal costs or hienafe asso-
ciated with meeting particular expectations.

Role conflict occurs when employees are expectednigage in
activities that clash with their own expectationsaoe somehow incon-
sistent. There are five types:

A Intersender role conflict results from confliagirexpectations of
different role senders. For example, supervisonsetomes find
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that their subordinates expect them to identifynvatbor while
their superiors expect them to see themselvesrasfpaanage-
ment.

A Intrasender role conflict occurs when a singlie mender trans-
mits incompatible expectations. This sort of canflmight
occur if a boss says to place more emphasis oitygumlt at the
same time is demanding greater quantity.

A Person-role conflict results from clashes betwsda demands
and personal values and expectations. A policeaffivho is
called on to evict an aging tenant, or a manager mhbst Ere
loyal employees because of budget cuts, may exmerisuch
conflict.

A Interrole conflict comes about through the incatiple
demands of different roles. A person's role asaifmrs manag'
er of a company that needs wetlands to expand ptiodu
capacity may conflict with her role as officer ofogal conserva-
tion group.

A Role overload occurs because various role extientg while
not inherently inconsistent, simply cannot all bésfied in the
time available. The increasing number of women rargethe
work force, often already heavily burdened by teendnds ct
the roles of spouse and mother, may face suclok@doad.

Both role conflict and role ambiguity have beerpagged with an
array of negative consequences, including dissatisin, anxiety, turn-
over, and low performande.

Status

Status is social ranking within a group. Achieveatis depends”
a person's achievements. Ascribed status deperidsrachievement
but on such factors as age, lineage, or sex. Vebieabed status is gener-
ally relatively fixed, achieved status may be ater

Several things affect achieved stattHhey include:

A Occupation.As shown in Table 15-1, there are substantial dif-
ferences in the levels of status afforded to varioccupations
The "icebreaking" question, "What do you do?" gisesquidt
gauge of relative status.

A The type of materials one works @ a rule, the more cosii

4. See, tar instance, A. Brief, R. S. Schuler,and M. Van SellManaging lobSt!fflc|
[Boston: Little, Brown and Company9$l); and R. S. Schulor, R. J, Aldag, and A'IP.
"Rote Conflict and Ambiguity: A Scale AnalysigDrganizational Behavior an#in$a:\
Performance20(1977): Ul-28.

5. J. A. Litterer,The Analysis oOrganizations (New York; John Wiky & Sons,19
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Table 15-1 PRESTIGE SCORES OF SELECTED JOBS

Job Score
Physician 95.8
Stockbroker 81-7
Advertising executive 80,8
Accountant 71.2
Office manager 68.3
Stenographer 52.6
Inspector in manufacturing plant SI;3
Bookkeeper 50.0
Cashier 35.6
Assembly-line worker 28.3
Delivery truck driver 16.9
Warehouse clerk 224
Janitor 12.5

Ragpicker 04.6

Source: C.E. Bose and P,H. Rossi, "Gender and Buobstige Standingst Occupa-
tions as Affected by Genderdmerican Sociological Revie@lune 1983): 327-28.
Reprinted with permission.

the materials individuals work on, the more stathsy have.
Diamond cutters have more status than wood carvers.

Skill or knowledge required to do the job.

Rank in the formal hierarchylypically, the closer employees
are to the chief executive officer, the higher trstatus.
Pay.To many people, pay is a key gauge of status oliges a
concrete, visible gauge of achievement.

Seniority,

The status of the employee's associates.

>> > >h

Typically, one's rank in the social system is mdrkg status sym-
bols. These are concrete signs of status. Titles, officésthing, and
access to special facilities [such as the executimgng room or exercise
room] may all serve as status symbols.

Status is important to organization members, mahwbom
would rather have a change in title than a pay.Hikben individuals are
forced to take actions which are inconsistent wiigir perceived status,
tension is likely to occur. For instance, an emp®ywith 20 years of
seniority and considerable job skills may see tgalonders from a young
MBA with no experience as demeaning.

Norms and Conformity

Norms are expectations about how group members ought to
behave. There may be a norm, for instance, thas shiould be worn
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SOME STATUS SYMBOLS

A stfrvey of i 43 chief executiveofficers by the &nicaii Society
Design revealed the following:

75 hav offices with a viev
73 have comer office

61 have offices on the top floc

62 have private washrooms

51 hav a separate office for a secrel

45 have private adjoining waiting
rooms

67 have original artwork in their offices

12 have wet bar:

4% hav exercise areas

e

>>»> > >>>p

Source: Adapteffom Forbes[July 4, 1983], 10. Reprinted with

when making important sales presentations. Othensimight relate to
performance, honesty, teamwork, loyalty, or anglaise the group Seels
is important. The norms of loyalty and harmony esflected in the
morning Matsushita Electric song, presented in Fédlb-3.

mFigure 15v3 THE MATSUSHITA WORKERS' SONG

F6r the building of a new Japan,

Let's put our strength and minds together,
Doing our best to promote production,
Sending our goods to the people of the world,
Endlessly and continuously,

Like water gushing from a fountain.

Grow, industry, grow, grow, grow!

Harmony and sincerity!

Matsushita Electric!

Source: From THE EMERGING JAPANESE SUPERSTATE bynhéen Kahm
1970 Hudson Institute. Reprinted by permissionhef publisher, Prentice-Hal
Inc.

According to J. Richard Hackman (19761, norms:

A Are structured characteristics of groups tivapsfy the;
influence process;
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A Apply only to behavior and not to private thougjlaind ffbelings
of group members; /

A Generally develop only in relation to those madtérat most
group members consider important;

A Usually develop slowly over time; and,

A Sometimes apply only to certain group members.

If individuals behave in ways that violate grouprms, group
members exert pressure tor conformity to those sofmessure might
take the form of "friendly" comments, threats, ddlie, ostracism, or
even physical abuse. Conformity pressures are &dpegreat when the
norm is very central to the group, when the graugahesive, when the
situation is ambiguous, and when a large percentgeembers accept
the norm.

Whether group pressure for conformity to normsesichble from
the point of view of the firm depends the norm. Conformity to norms
of high performance, an honest day's work, andtmigawill generally
be beneficial. Conformity to norms of rate restdnt leaving work early,
and pilferage is clearly unwelcome. Donald Roypei@ogist, took a job
in a machine shop in order to observe work cultiRead his classic
description of group norms in Situation 1.

SITUATION 1

Quota Restriction and
Goldbricking in a Machine Shop

From [my first] to my last day at the plant, | was subject to warnings and
predictions concerning price cuts. Pressure was the heaviest from Joe Mucha,
day man on my machine, who shared my job repertoire and kept a close eye
on my production. On November 14, the day after my first attained quota,
Mucha advised:

"Don't let it go over $1.25 per hour, or the time-study man
will be right down here! And they don't waste time, either! They
watch the records like a hawk! | got ahead, so | took it easy for a
couple of hours.'

Joe told me that | had made $ 10.01 yesterday and warned
me not to go over $1.25 an hour. He told me to figure the set-ups
and the time on each operation very carefully so that | would not
total over $10.25 in any one day.

Jack Sharkey defined the quota carefully but forcefully when | turned in
$10.50 one day, or $1.31 an hour.

Jack Sharkey spoke to me after Joe left. "What's the mat-
ter? Are you trying to upset the apple cart?"
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Jack explained in a friendly manner that $10.50 was too
much to turn in, even on an old job.

"The turret-lathe men can turn in $1,35," said Jack, but
their rate is 90 cents, and ours 85 cents."

Jack warned me that the Methods Department could lower
their prices on any job, old or new, by changing the fixture slightly,
or changing the size of drill. According to Jack, a couple of opera-
tors (first and second shift on the same drill) got to competing with
each other to see how much they could turn in. They got up to
$1.65 an hour, and the price was cut in half. And from then on
they had to run that job themselves, as none of the other opera-
tors would accept the job.

According to Jack, it would be all right for us to turn in
$1.28 or $1.29 an hour, when it figured out that way, but it was not
all right to turn in $1.30 an hour.

Well, now | know where the maximum is—$1.29 an hour.

Source: D. Roy. "Quota Restriction and Goldbricking in a Machine Sfiop,"
AMERICAN JOURNAL OF SOCIOLOGY 57 (1952): 430-37. Copyright & 1952 byTha
University of Chicago Press. Reprinted with permission.

As Roy's experience suggests, new group membergradeally
integrated into the group through socializationisTis a process of
"learning the ropes"—gaining an understanding afm® values, and
behavior patterns.

Sometimes, conformity can take on ominous hueseXjeriment
by Solomon Asch (1951), for instance, showed ihgtoup pressures are
great enough, people will often conform to a majodpinion thai is
clearly false. In that experiment, subjects weikeddo indicate which of
three lines on a card was the same length as aarup line. Even
though the answer was obvious, in about one-tHirithed cases subjects
tended to agree with others who first, as confedsraf the experiment-
er, unanimously picked the incorrect line. Alscar¢y Milgram (1974)
carried out a series of experiments on obedien@tiaority. He found
that many subjects would conform to the demandautiiority figures
even when they thought they were administering demgs, and poten-
tially fatal, electric shocks to other subjects. &litconformity leads to

prospect of the "Organization Man," it is dangerous

Coalition Formation

Coalitions are alliances of organizational memimensmbinms:
their individual powers, resources, and persuasfi@rts to achieve
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greater influence on decision processes than thalmes could accom-
plish alon€’ Coalitions may be used to gain the upper handdatiens,
resource allocation decisions, promotion decisiam] the like. Richard
Cyert and James March (1963) saw coalition fornmasie a basic element
in organizational functioning. Individuals work fahe firm but have
their own specific interests. To advance their lies¢s, they join coali-
tions. Negotiations occur between conflicting coatis to resolve differ-
ences. That resolution may come about through thmimance of one
coalition or through compromise.

Various hypotheses have been advanced concernimgbalitions
form. Experiments tend to support the minimum reseuheory, which
argues that members would like to form a coalitthat controls the
minimum amount of resources necessary to gain fpeuhand. If a
majority is needed, for instance, members contngllbl percent of
resources might form a coalition. In that way, tieye substantial lever-
age, being able to share the full 49 percent "spgoif more resources
were included in the coalition, there would be fewpoils to share and
perhaps more members with which to share them.

Risky Shift

As we discussed in Chapter 3, risk-taking propgnsin be very
important in organizations. There is a concern timainagers may be
shunning risky alternatives, preferring to playsife with secure, if
unexciting, choices. So, anything that can be donefluence risk pref-
erences may be important. For decades, researtheesconcerned them-
selves with the issue of how groups impact on pisferences. The result
of that research stream is known as the risky ghtiknomenon, pre-
sented in Figure 15-4.

As shown in the figure, the risky shift phenomeras three char-
acteristics:

A Relative to risk preferences of individuals, thosf groups—or
of individuals after group interaction—are high€hat is, there
is a risky shift.

A After group interaction, member risk preferencasstdr. There
is less variability in risk preferences than beforraction.

A The riskiest member prior to interaction sets dicgion risk
preferences after interaction. Instead of all mensitrésk prefer
ences rising, those preferences tend to compressrdion-like,
against the risk ceiling.

6. B. BassOrganizational PsychologfBoston: Allyn and Bacon, 1965), 105.
7. W. A. Garrison, "A Theory of Coalition Formatidnimerican Sociological
Review 2§1961): 373-82.



560 Part 5 A DIRECTING

Figure 15-4 CHARACTERISTICS OF THE RISKY SHIFT PHENOMENON

Risk Ceiling
\

Characteristics include:

1. Increase in; median

Risk risk level.
Level 2. Clustering of risk
preferences.
) 3. Risk ceiling set by

riskiest member
prior to interaction.
* Median Risk
Level

Before After
Interaction interaction

To keep things interesting, there is a complicati@ometimes
group decisions arkessrisky than those of individuals. When society
values risk taking, such as in dealings with morgrgup decisionsn
riskier than those of individuals. When societysseaution as appropri-
ate, such as in cases where health or welfareildfais at stake, groups i
make less risky decisions than individuals. In gelhe¢he average group
tendency reflects the dominant cultural value fa particular kind ot|
problem. So, the risky shift may better be termedeetremity shift.

Several hypotheses have been suggested to exifajphenomc* |
non. The four most popular are the following:

A Familiarization hypothesisThis hypothesis sees caution
being in part the result of lack of knowledge. Tisagn indi#)|
ual lacking information may choose to play it s&fbth group
discussion, and thus with more information conceyilterna-
tives, individuals may feel more comfortable andgimt
willing to choose a less secure alternative.

A Diffusion of responsibility hypothesiQuite simply, the diffu-
sion of responsibility hypothesis argues that, wimglividual;
are responsible for only a slice of the risk pieytare willing.
accept a larger pie than if they were the sole gomess, te
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shown in Situatiorl, they can share the responsibility, and if

necessary, the guilt or blame for bad outcomes.

SITUATION 2 Execution
by Committee

The idea of diffusion of responsibility is brought into sharp focus by changes in
how executions are taking place around the country.

In South Carolina, officials decided to have the electric-chair apparatus
rewired from one switch to three to make the execution a team effort. "This
way. someone won't know exactly whether he did that or not," says William D.
Leeke. the commissioner of the Department of Corrections.

In New Jersey, one executioner will inject a lethal dose of three drugs,
another a harmless saline solution, North Carolina employs three execution-
ers to administer the same method of death. Georgia, which uses the electric
chair, has three volunteers from the prison staff: all three push buttons, but
only one button has the charge. Utah used a firing squad in the 1977 execu-
tion of Gary Gilmore, its first execution in many years; two of the five gunmen,
all volunteers from law-enforcement groups, had blanks. "We share the
responsibility.” Florida's Mr. Dugger says.

Source: Reprinted by permission of The Wail Street Journal, S. Dow Jones &
Company, Inc. {November 6, 1984). All Rights Reserved

Leadership hypothesif\ccording to this hypothesis, group
leaders may be riskier than non-leaders. Sinceethesders
would tend to dominate the conversation, more ps&-than
anti-risk comments would be aired, and a risky shifght
result.

Risk-as-social-value hypothesid his hypothesis has two
underlying premises:

a. Society attaches certain values to risk takkg. some
sorts of decisions, those values favor greates. fFor
others, they favor caution.

b. We tend to err in our sell-assessments of akkng in the
socially desirable direction.

As a result of group interaction, according to thigothesis,
we recognize the errors in our self-assessmentslefend our
self images, we thus shift our risk preferenceshim socially
desirable direction.
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Each of these hypotheses may have some vafiditywever, the
xisk-as-social-value hypothesis best explains thgtious shift and the
ceiling effect.

EFFECTS OF GROUP SIZE AND SPATIAL
ARRANGEMENTS

Many of the group dimensions we have considerednfiteenced
by group size and spatial arrangements. For ingtame will see in this
section that size and spatial arrangements mayenéle status percep-
tions, interaction patterns, leadership, and doaliformation. Ultimate-
ly, they can affect member satisfaction, decisiaality, and other group
outcomes.

Group Size

Groups of various sizes have their own specialadtaristics. As
we will see, some of those characteristics interfeith effective group
functioning. Many of the dynamics we will discuss &elevant for groups
of all types. However, the following discussionpismarily directed at
interacting groups which will be used for probleaiving purposes*

Small Groups. In a two-person group, or dyad, each member
knows that if the other leaves, the group task mol be accomplished.
Also, the dyad has none of the mechanisms thatwaa#able in larger
groups to resolve disputes—members can't appegtagp norms, to
majority opinion, or to another group member tophséttle disagree-
ments. As a result, dyads are characterized byotelasnd anxiety. Each
member is reluctant to give opinions and continualiks for opinions,
There are either high levels of antagonism or donscattempts to hide
latent antagonism. Not surprisingly, dyads are alnlst.

Three-person groups, triads, have a tendency falitiom forma-
tion, with two members uniting against the othdre Tninority member

8. For a comprehensive, though a bit dated, revieaseD. Clark, Ill, "Cruup
Induced Shifc Toward Risk: A Critical AppraisdPsychological Bulletiir6 (1971): 251'ty
Fora recent summary of studies relating to the riskit gfienomenon, sec R. W. Napju
and M. K. Gcrshenfeldzroups: Theory and Experienc® ed. (Boston: Houghton .V
Company, 1985), 202-203.

9. Much of this discussion is based on F, A. Shull1lADelbecq, and L. L
Organizational Decision MakinfNew York: McGraw-Hill Book Co., 1970), 144-5J. h,
examinations of the role of group size, see L. wn@ings, G. P. Huber, and E, Ar-n/
"Effects of Size and Spatial Arrangements on Gidapision Making,’Academy atl.":
agemenl Journal?7 [1")74): 460-75; and C. E. Manners, Jr., "Anott@ok ac Groups.;
Group Problem Solving, and Member Consensfisddemy of ManagemeraurT,\. '«
U975]: 715-24.
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Group size may
affect member
satisfaction,
decision quality,
and other group
outcomes.

in a triad is necessarily an isolate and is likelye resentful. Triads also
tend to be unstable, with considerable shiftingadlitions.

With four-person groups, there is a good chanca té vote, and
thus of a stalemate. While ties are possible with even-sized group, the
chances decrease as the group gets larger. Fuintengctions in groups
of four or fewer members tend to be highly persizeal. Members feel
that they are personally tied to their statemefitsa result, it is hard for
them to change their opinions without losing face.

Large Groups. When groups are larger than six or seven mem-
bers, a variety of difficulties arise. For example:

A As size increases, the potential number of inteoas increases
geometrically. As a result, coordination becomery \éifficult.

A Because of difficulties in coordination, thereeaendencies to
centralize communication flows.

A As size increases, each person has less chamake inputs.

A In large groups, dominant members become incnghsiaggres-
sive.

A When group size exceeds six or seven membershave diffi-
culty thinking of members as individuals.

A In large groups, some members become passivtagshiack and
remaining quiet.
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Large groups do have some advantages. They penmdearange
of member inputs, so they may be helpful if a Varge number of alter-
natives must be generated, or if much informatiarsitbe brought to
bear on a problem.

Five-Person Groups. Five-member groups seem to have s
number of benefits. For instance:

A If all members vote, there cannot be a tie.

A In the event of a disagreement, the group tendsptit into a
majority of three and a minority of two. So, thei@es not tend
to be a single isolated individual.

A The group is small enough to let everyone makatsput big
enough to allow members to change their opiniorkrates

Choosing an Appropriate Group Size. The characteristics of
groups of various sizes suggest that for most @mapa five-person group
is best. If creativity is needed, a larger groupyrba helpful. These sug-
gestions are supported by empirical evidence, suipethin Figure 15-5;
We should note, however, that if larger groupsreeded, it may be best
to use a group technique that avoids some of tleblgms of large
interacting groups. We will consider two such teghes—the nominal
group technique and the Delphi process—in the deapter. Sometimes,
of course, it may simply be best not to use a gréupally, common
sense should be used. It may be too costly to bmoge than a few
individuals together. Or, there may be more thae fieople who for one
reason or another must be involved.

Group Spatial Arrangemerifs

Spatial arrangements of group members may impact on such
things as anxiety, perceptions of leadership aatist communication
flows, and the propensity to behave in various ways

Territoriality. Individual territory  and group territory refer to
fixed areas over which an individual or a groupetala proprietary inter
est. An example of individual territory would befavorite chair,ors
work space that is considered to be private. A gangf, a section of tb
corner eatery that is used only by locals, or devence room reserved
meetings by executives would be examples of greufidry. Territoryii

iO. This section relies heavily on A. C. Filleypterpersonal Conflict Resc&M\
IGlenview, IL: Scott, Foresman & Company, 1975).
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Pigure 15*5 HOW GROUP SIZE
INFLUENCES OUTCOMES
Maximized at Maximized at Maximized at
Small Size Size 50r 6 Larger Size
)
Member participation Emergence of ~ Range of mernipats
Member consensus effective leadership

Decision quality
Member satisfaction

jealously guarded. When entering another's tegrjtone is a bit uncom-
fortable.

Personal Space. Personal spaads the self-established area of
privacy and control which surrounds a person. Likeritoriality, it
implies a sort of ownership. However, personal spamves with the
individual. Edward Hall (1968) has characterizedspeal space in terms
of four zones as follows:

A The intimate zone is a bubble extendinépr Americans, to
about 18 inches from the skin. As the name imphes,allow
others to enter this space for only the very béseasons, such
as lovemaking, protecting, and comforting. Whenreottircum-
stances—such as a crowded elevator—force us tw gdeople
into our intimate space, we tend to treat themlgeais rather
than persons.

A The personal zoneranges from about one and one-half to four
feet from the person. It is used for comfortabliaction with
others and connotes closeness and friendship.

A The social zone, from 4 to 12 feet, is used farsmimpersonal
business. People working together use the innetr gfathis
zone. The outer part is used for more formal incgoms.

A The public zone, more than 12 feet, is beyond the range of com
fortable interaction.

These distances vary by culture. Businesspersotesieg other
cultures must be especially careful to learn appatg zones for various
interactions. Typically, people experience discarnfehen their personal
space is improperly entered. They will generallptpst or leave the
situation rather than accept it.

Seating Arrangements. Seating arrangements are important.
High-status individuals choose positions of highemtial eye contact
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with others, such as the front of a room or thedhataa table. Interesting
ly, a person randomly placed in a position of heye contact is more
likely to be perceived as a leader, or is morelyike be selected as a
leader, than a person in a position of low eye awintAlso, communica-
tion flows are likely to be directed to this vishperson, and he likely
to be perceived as having high status.

Further, if individuals are allowed to scat themssl around J
table, they tend to choose arrangements deemeomijgie for the task
When people expect to be cooperating, they sit Bidside. When they
expect to compete, they tend to sit face to fatendy be that these
positions are most comfortable for the particuksks, or that they a*l
simply the "expected" positions. i

People seated in formal arrangements experienegegranxiefyrJ
than those allowed to choose positibh&nd, when people are seated-ia
ways suggesting a particular interaction styleir thetential for coopera-
tion or competition changes accordingly.

THE INFORMAL ORGANIZATION

As we suggested earlier, informal groups may bg waportantiaij
organizations. Together, the patterns of behaviat imfluence grown
out of friendship and interest groups comprise whaermed the inlocj
mal organization. George Homans has provided aubifeimework fotj
understanding the informal organization. His moidepresented in%|
me 15-6. The model consists of four stages, mofriogn left to right

Environment

The first stage is made up of the environmentitifatences gri
behavior. The environment includes the physicateispof the task to to
accomplished, organizational policies and practiogganizational cli-
mate, the external environment, and personal backgis of member)
These factors interact to impact on the seconasthg external system

External System

The external system is directly influenced by theienment.
includes required activities, interactions, andtseants, given sent
ments or values, and their interactions. Requirgtiviies are i
which members must perform as part of their jobisey result

11. R, K. Myers, "Some Effects of Seating Arrangetsi@ Counseling," unpubfi
doctoral dissertation [University of Florida969]



15-6

ENVIRONMENT

Technology
Job Design
Physical Conditions

Management

Assumptions

and Practices
Leadersfilp Behavior
Formal Organization

Rules

"E>iternaJ"'H!B wards
and punishments

Economic and Social
Environment

Personal Backgrounds

"External” Status
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THE HOMANS MODEL OF WORK ffijjguUfl ,Bj&HAVIOR

EJITERNAL SYSTEM INTERNAL SYSTEM CONSEQUENCES

. Emergent Emergent
Required ] g g
. Interaction Activity
Activities
Productivity
Norms
Required
Interactions
Satisfaction
Required Emergent
Sentiments Sentiment
‘ |}
Individual
. . Development
Given Sentiment”
or Values

Internal
Social Structure

Source: Adapted from Arthur N. Turner, "A Concepzheme for Describing Work-Group Behavior"
in Paul R. Lawrence and John A. Selerganizational Behavior and Administratiddomewood, IL:
Richard D. Irwin, Inc. and The Dorsey Press, 186558 Copyright © 1961 by the President and Fsllow

ot Harvard College. Reprinted by permission oHaevard

usiness School.

factors such as the nature of the job, organizatigolicies, leadership
styles, and the external environment. Requiredraaiions also result
from job demands. A manager may have to interatit subordinates on
a regular basis. Or, the formal job description ratate that a marketing
manager is responsible for liaison with consumewugs. Required senti-
ments are attitudes an individual must possesset@lile to perform-
acceptably. A doctor must have a respect for Bf@ydge a belief in jus-
tice, and a scholar a reverence for knowledge. Bitoader level, employ-
ees must feel that they should put in a fair daysk. Finally, given
sentiments or values are other attitudes employe®d which are
neither prohibited nor required. For instance, ¢hemy be feelings about
politics, religion, or other employees.
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Internal System

According to Homans, thimternal systemis the elaboration of
group behavior that simultaneously arises out efakternal system and
reacts upon it. It is called internal since it & directly conditioned by
the environment. The internal system is comprisednoergent activi-
ties, interactions, and sentiments. Emergent digsvare activities that
are spontaneously evolved to express the attitoflpsrsons toward one
another. Emergent interactions are social intesastthat develop over
time. Emergent sentiments develop on the job. Thelyde things such
as a liking or disliking for other persons and appi or disapproval of the
things they do. As shown in Figure 15-6, these gemractivities, inter-
actions, and sentiments are mutually dependentirfstance, Homaiis
argues that people who interact frequently tentdawee stronger senti®
ments of friendship for one another. And, peopl® el sentiments of
liking for one another will express those sentimnsentactivities beyond
those required.

As group norms (a type of sentiment) develop from interplay,
they are communicated to group members throughavamd nonverbal
interaction. Emergent group activity is, in turnfluenced. Further,
social structure develops within the group. Fotanse, some members
begin to rank above others in the group becausedttvities are evalu-
ated highly according to standards set by the groanms.

Consequences

Finally, the internal system influences ttensequencesyr out-
comes, such as productivity, satisfaction, andviddial development
Since the activities, interactions, and sentiméhtg emerge may he
different from those required, management may bprised—perhaps
unpleasantly—by these outcomes. For instance, evitinette drawn
from Donald Roy's work suggested, management a&ctitay cause such
reactions as rate restriction, resistance to manage directives, and
hard feelings.

STAGES G GROUP DEVELCPMENT

The Homans model provides a view of how the infdromganiza-
tion develops which also provides insights intougrgrocess. In tiii
section, we will examine the related issue of haaugs grow (ordonrtJ
grow) toward maturity. While the Homans model aggplio informal!
groups, these stages in the movement toward matanit be applied to :J
either formal or informal groups.
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Groups rarely function effectively when they arestfiformed.
Members need to get to know one another, to undedsthe group's
goals, to see how they fit into the group, and sBoSome groups never
leave this disoriented, groping state. Others ahi@ sort of maturity.
Some characteristics of mature groups incltide:

A Members functioning as a unit;

A Members participating effectively in the groaffort;

A Members being oriented toward a single goal;

A Members having the equipment; tools, and skikcessary to
attain the group's goals; and

A Members asking and receiving suggestions, opmi@md'infor-
mation from each other.

Groups generally go through five stages in reachnagurity. They
do not necessarily move neatly from one stage tthen® They may be
in different stages simultaneously, and they magnemove backward in
the stages. However, proper development requirgsgioups deal with
each stage. Unfortunately, few groups fully realtheir potential by
reaching the final stage.

Stage 1; Membership

At this first stage people are deciding the dedrewhich they want
to become committed to the group. They ask whetherbenefits of
membership outweigh the costs of time, effort, padsonal vulnerability
which may be required. People are "feeling theiry'wat this stage,
testing how they fit in the group. They are gengrahwilling to take
strong stands. Group goals at this stage are dfielear, and it is hard for
the group to be productive. Members size one amathebegin to make
linkages with others, and see how their personallgyéit with group
goals. \

Stage 2: Subgrouping

Here, members form subgroups with others who amglai in
terms of interests, values, needs, perceptionsttugr characteristics.

12. Bass,Organizational Psychology.

13. These stages are based on S. L. Obert, "The Davelapof Organizational Task
Groups/' unpublished doctoral dissertation (Cassté/e Reserve University, 1979], For a
fuller discussion, see Bradfor@roup Dynamics33-36. For other views of stages of group
development, see L. N. Jewell and H. |. Re®zpup Effectiveness in Organizations
[Glenview, IL: Scott, Foreman St. Company, 198hdt B. W. Tuckman and M. A. C. Jensen,
"Stages of Small Group Development Revisitedrdup and Organizational Studies 2
{1977}, 419-27.
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This gives them a sense of support and encourbgestb take risks and,
voice disagreements. There is a sense that sulgyrather than individ-
uals, are interacting. At this stage group goatsobee more clear, most
members have made a commitment to those goalssieeness and
norms develop, and group output increases. Howaswudgroup loyalties
may lead to harmful rivalries between subgroups hgctance to dis-
agree with other subgroup members. Leaders mayuespe develop-
ment beyond this stage by highlighting disagreemarithin subgroups
and similarities across subgroups.

Stage 3: Confrontation

Once individuals feel that they can take an unpappbsition
without being isolated, they are willing to exprelisagreements and
engage in conflict. Such conflict typically first@urs across subgroups,
While initially unsettling, conflict brings out dérse viewpoints and
ensures that issues will be dealt with rather thaoided. When the
group can handle confrontation and deal with disegrents construc-
tively, real progress is possible. Such resolutends to unify the group
and to make subgroups more fluid in compositionweleer, there is a
danger that, having successfully resolved somelicbrind desiring to
remain a happy group, members will become afraitrdok the boat.'
Good leadership is needed here to see that disagree continue tote
aired and that conflict remains depersonalized.

Stage 4: Individual Differentiation'’

In Stage 4, groups begin to approach their poterisce it i
recognized that members are pursuing commonly-dgrpen goals,
members feel free to be themselves. Members arengbonsiderahif
autonomy to pursue their own areas of responsibi®roups at this
stage are hard working and effective. Meetingsiraense. Because thes
is an emphasis on self-reliance, however, membagsba unwilling io|
seek support from others. Relatively few group<hethis stage,

Stage 5: Collaboration

This stage differs from the fourth in the sensd thambers i
now mutually supportive in reaching the group'slgo&upport either
with assignments or in interpersonal areas. Whildlicts conti lie to
occur, they are task oriented. If members don'tsssfully out their
duties, there is initial confrontation followed bgsistanc prevent
future failure.
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GROUPTHINK

Especially when they are dealing with important aondtroversial
issues, interacting groups are prone to a phenometnich Irving Janis
[1971;J982] has termed groupthinBroupthink is a condition in which
group members overemphasize concurrence seekitigeaéxpense of
realistic appraisal. Group norms develop which taslanorale at the
expense of critical thinking.

Symptoms of Groupthink
Janis has proposed the following symptoms of grioiunt

A Victims of groupthink share an illusion of invidrability. This
reassures them about dangers and causes overaptanis fail-
ure to respond to warnings of danger.

A Victims of groupthink rationalize to discount wangs and
other negative feedback.

A Victims of groupthink believe unquestioningly the inherent
morality of the group. Since they believe that whagy are
doing is right, they ignore ethical or moral conseices of their
decisions.

A Victims of groupthink hold stereotyped views ofembers of
opposing groups. Such members are seen as weghkaraint or
evil.

A Victims of groupthink apply pressure to anyoneomxpresses
doubts about the group's shared illusions or whestjans the
validity of the arguments supporting a policy aftsive favored
by the majority.

A Victims of groupthink practice self-censorshipedping silent
about their misgivings and even minimizing to theiass the
importance of their doubts.

A Victims of groupthink share an illusion of unaniynwithin the
group concerning judgments expressed by membersspbak
in favor of the majority view.

A Victims of groupthink sometimes appoint themsashas mind-
guards acting to shield the group from adverserimégion that
might break the shared complacency about the effetess
and morality of past decisions.

Products of Groupthink

Groupthink results in a number of consequences lwhmterfere
with effective group decision making. For instanttes group limits its
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discussion to just a few alternatives. After a seuof action is initially
selected, members ignore new information conceriténgsks and draw-
backs. At the same time, they avoid informationcawning benefits of
rejected alternatives. Members make little atteteptise experts to
obtain more precise information. And, because #imeyso confident that
things will turn out well, group members fail tonsider things that may
go wrong and, thus, do not develop contingency qlan

Preventing Groupthink

Groupthink is clearly an undesirable and potentialangerous
phenomenon. Janis sees it as a major contributewdb faulty decisions
as the failure to prepare for the attack on Pearbbt, the Bay of Pigs
invasion, and the escalation of the Vietham conflihhe same sorts of
processes undoubtedly occur in business organimtis well. As a
result, Janis provides the following suggestions foeventing
groupthink. These are good guidelines to keep mdrany time a group jv
used for problem solving.

A The group leader should encourage all groumbess to air
doubts and objectionsh  When key members of a hierarchy
assign a mission to a group,
they should adopt an impartial stance rather thailly state
their preferences. A Before the group reachfisead
consensus, the leader shouHP
encourage members to discuss the group's delibesatvith.
trusted associates and then report their reacbank to the
group. A The group should invite outside axpeto
meetings and
encourage them to challenge members' views, A enthe
issue being dealt with involves a competitor, time,
should be devoted to assessment of warning sidraatsthe
competitor and of alternative scenarios of the cetitpr's
intentions. A When the group is consideringrakiéives, it
should from time
to time split into subgroups to meet separatelgenmlifferent
m\ chairpersons, and then get together to resolfferdnces.
\A After a preliminary consensus concerningpheferred alterna-\
tive is reached, the group should hold a "secoraticd” meet-
ing at which members express remaining doubts atidnk
the entire issue before making a final choice.

Devil's Advocate. A final suggestion for preventing groupthiaJ:
"suggested by Janis is the devil's advocatdel's advocate isa
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member who acts as a critic of the ptaThe devil's advocate tries to
ferret out problems with the plan and to proposesoms why it should
not be adopted. The advocate's role is to creadance, ensuring that
the group takes a hard second look at its prefeateatnative.

Having an individual designated as the devil's adte makes it
clear that an adversarial stance is legitimatériligs out criticisms that
might not otherwise emerge, and it highlights utydag assumptions.

Nevertheless, there are problems with the devidlsoaate
approach. For one thing, some people become deizedal their views
are constantly criticized. As a result, they mayneoup with safe solu-
tions, not especially creative or risky, but altestand up to criticism.
Also, if the devil's advocate is successful in fimgd problems with the
plan, there is no new plan to take its place. Ténald advocate approach
focuses on what is wrong without pointing out wisatight.

Dialectical Inquiry. Dialectical inquiry tries to accomplish the
goals of the devil's advocate approach in a monstcoctive wayDialec-
tical inquiry is a procedure in which a situation is approachiecthftwo
opposite points of view. It is hoped that out aktblash of a thesis and an
antithesis, a creative synthesis will emerge. Tteps of dialectical
inquiry include?

1. A plan and the data used to derive it are iderdifie

2. An attempt is made to identify the assumptions ulydleg the plan.

3. A counterplan is identified which is feasible, pimally viable, and
generally credible but rests on assumptions whieh"apposite"
those supporting the plan. These "opposite" assompshould rep
resent the most serious competition for the assiomgoi the plan.
Thus, the "opposite" of the assumptions of cagitalmight be those
of communism.

4. A structured debate is conducted in which thospassible for for
mulating strategy hear arguments in support ofglaa and the
counterplan.

5. Far discussions of the devil's advocate, sec Ri&on, "A Dialectical Approach
to Strategic PlanningManagement Sciend® (19691: B403-B414; and T. T. Herbert and R.
W. Estes, "Improving Executive Decisions by Formialj Dissent: The Corporate Devil's
Advocate,"Academy of Management RevieWl2771; 662-67.

6. Dialectical inquiry is based on the writings of\®. F. Hegel,The Phenomenolo
gy of the MindLondon: George Allen and Unwin, 1964], These stepmsbased on Mason,
Dialectical ApproachFor further information on the controversy surroungddialectical
inquiry, see R. A. Cosier, "Dialectical Inquiry 8trategic Planning: A Case of Premature
Acceptance?Academy of Management Reviéw (1981): 643-48; , "Further
Thoughts on Dialectical Inquiry: A Rejoinder to ktiff and Mason,’Academy of Manage-
ment Reviewg |1981): 653-54; LI. Mitroff and R. O. Mason, "Thetaphysics of Policy and
Planning: A Reply to CosierAcademy of Management Revie@l881): 649-51; and C. R,
Schwenk and R. A. Cosier, "Effects of Expert, Davldvocate, and Dialectical Inquiry
Methods on Prediction Performanc@tganizational Behavior and Human Performance
26(19801:409-24.
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5. A'creative synthesis" is arrived at by plarmulators including the
best elements of both alternatives.

While dialectical inquiry represents a potentiaftgnstructive
approach, it is time consuming and requires conafile training. Also,
it may lead to a series of compromises betweerotiginal plan and the
counterplan. If the original plan was correct, tivil be unfortunate.

Evidence on the devil's advocate approach andadiedd inquiry
is unclear. It does seem that if the devil's adt@epproach is used, ihe.
devil's advocate should adopt an impersonal, lasyerdemeanor rathet
than act as a vindictive, carping critic. Many sef dialectical inquiry
have found it to be very useful. Nevertheless, grpntal evidence
comparing dialectical inquiry with the devil's adabe has tended to
favor the latter.

GUIDELINES FOR MANAGING GROUP MEETINGS

Many managers regularly face the task of conduagiogip meet-
ings. While these meetings can be structured inymraays, a common
form is the committee meeting. In such a meetinghbers are typically
free to interact as they explore issues, generbdgnatives, mate-
choices, and so on. Committee meetings are oftengrthe most frus:
trating of humanity's inventions. Dominant membeositrol the prfr
cess, the meeting wanders onto wondrous tangamdss@ne members]
are reluctant to make inputs.

In the next chapter we will consider a variety bérmatives to theil
committee. In this section, we present George Half#980) useful set of'|
guidelines for managing committees. Basically, Hutsls for definiticiii
of the committee's assignment and application efttaditional manage-
ment functions of planning, organizing, staffingredting, and control*'
ling to committee management. Following is a sumntdrguidelines.

Defining the Committee's Assignment

This involves specification of the committee's mps@responsi-
bility, and needs. If possible, each should beestan writing.

A What is the issue with which the group musdl@Vhat is i
scope? A What is the group's responsibilityfheke the
final decisic

to give advice? to exchange information?
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A What are the requirements the group must meet2nBtance,
what are the deadlines? What should be the forhtlaé group
output?

Planning the Overall Group Effort

Once the group's assignment is defined, it is sacg$o plan the
group effort systematically to accomplish that gissient.

A Divide the group's overall assignment into partisThelps
overcome psychological hurdles and makes it etsavelop
estimates of time and resource needs.

A Estimate the time and other resources needed tpletaeach
part of the assignment and the overall assignment.

A Determine the time and other resources availadne] take
appropriate actions to reduce any gaps betweenisvhatded
and what is available. This may involve changing éissign-
ment, getting the deadline extended, or makingratldgist-
ments.

Organizing and Staffing the Committee

The group's composition has a major effect on hel/itvdoes, as
well as on satisfaction of its members. The follaygvsuggestions may
prove helpful.

A Make sure that key information is available.dtimportant to
specify information needs early and to staff acomlgl.

A Make sure that those who will be affected gepamticipate.
This will reduce later resistance to the decisParticipation
may take many forms, such as group membershipyietes,
or hearings.

A Do not allow past practices to dictate group mership. New
members bring a fresh perspective and differeneértizp. And,
participation is a developmental experience.

A Appoint a leader who is group oriented yet wiliand able to
exert control. The leader should try to facilitéte group's
efforts rather than assign his or her will. Sghpups with lead-
ers who are unwilling to control when needed tenoketineffec-
tive and to have dissatisfied members.

A Consider having different members participatéifferent parts
of the overall assignment. For instance, it mayseful to have
one set of members explore the problem, anotheh(as a
search committee] generate alternatives, and so on.
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Directing and Controlling the Committee

At this point, it is time to actually have the coiittiee carry out
its assignment.

A Help tne group members get acquainted. For instalisteibute
biographical sketches, hold coffee hours for mesteechat, or
have members introduce themselves at the firstimget

A Help the group follow the plan. To do this:

a.

At the beginning of each meeting, review thegpess'
made to date and establish the task of the indivicheet
ing.

As early as possible in the meeting, get a tdpam cadi
member with a preassigned task.

At the end of the meeting, summarize what was@c
plished, where this puts the group on its schedie,:
what will be the group task at the next meeting.
At the end of the meeting, make public and clelaich
members have which assignments to complete byetkie n
meeting.

A Use information displays such as chalkboardscligsts, and
handouts.

A Help the group achieve equitable participationntgnaging the.
discussion. This may involve use of guiding commeesichas,
"We'veheard the case for this proposal. Now letar htheargu-
ments against it." Or, members can be asked tottake wha)i|
giving their views.

A Focus on agreement about the reasonableness rafathenil
rather than on agreement about the choice itself.

a.

b.

Early in the choice-making step, have the gignee ar
how it will ultimately make its choice.

Have the group agree to be satisfied with theasir
when members understand the reasoning that leads u
group choice.

Obtain an explicit indication that the prevailireason”

is understood by each group member.

IMPLICATIONS FOR MANAGEMENT

As a manager, you will regularly be called on takwith] as a
leader, member, observer, or even adversary chiisial that ml
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have an understanding of group characteristicspancesses, as well as of
how groups form and mature.

You will deal with both formal and informal groupBeople join
these groups for many reasons and, for generatiilasi reasons, want to
remain in them. The groups will nor easily dissolVéey can certainly
not be wished away. Be especially careful to reamgthe importance of
informal groups and to work with them to achievegaizational goals.
Remember that, because of the workings of the mébrorganization,
actions required by management may meet with lasist and other
unintended consequences. Try to anticipate sucttiozes and conse-
guences.

When specifying desired behaviors for group memkeyso make
your expectations clear in order to avoid role agulity. Ask, too,
whether you are contributing to role conflict. Skthere are things you
can do to help your subordinates deal with rolerimazl.

Most managers expect their subordinates to showe stegree of
conformity to norms. After all, norms reflect impant group senti-
ments. However, conformity may be good or bad for brganization,
depending on the norm. Further, very high levelsafformity, whatever
the norm, may be undesirable. At the extreme, thay lead to unethical
behavior, unquestioning obedience to authority, lac# of creativity.

Since risk taking is an important dimension in arigations, you
may want to use groups to influence the level sk ttiaking. For most
business-related decisions, such as those dealitigfimances, group
interaction results in riskier decisions. So, fkris desired, a group pro-
cess may be helpful. If conditions call for riskeasion, group processes
should be used with caution.

When forming and organizing a group, give some @ration to
the issues of size and spatial arrangements. Btarine, a group size of
five is optimal for many purposes. And, if cooperatis desired, face-to-
face seating of potential adversaries should bédado

When managing groups, be aware of the stages dflamwent
through which they must pass on the rocky road &turity. Don't
expect harmony and consensus at each of thosesstagact, the lack of
disagreement and differentiation may reflect gretggnation, and even
groupthink. Anticipate conflicts and view them ascassary steps to
group progress.

If symptoms of groupthink do occur in a group ofig¢hyou are a
member or leader, take steps to shake the groupfoi¢ comfortable
shell. Invite outside opinions and install mechargso generate healthy
criticism. Such formalized techniques as the dewtlvocate and dialec-
tical inquiry may be especially helpful.

Finally, if you are called on to run group meetingsovide enough
structure to help offset the tangents, passivityd ather problems for
which such meetings are noted. Plan, organisef, stiméct, and control
the group process. Such structure is generally avedd.
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KEY TERMS
AND
CONCEPTS

REVIEW
QUESTIONS
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ad hoc committees
command groupsr
functional groups
consequences devil's
advocate dialectical
inquiry enacted role
external system formal
groups friendship
groups group

group cohesiveness
group territorymgroup
think individual territory
informal groups
informal organization
interest groups internal
system interrole
conflict intersender role
conflict intimate zone
intrasender role conflict

linking pin

minimum resource theory
norms

per son-role conflict
personal space

personal zone

public zone

received role

risky shift phenomenon
role

role ambiguity

role conflict

role overload

role set

self-managing work groups
sent role

social zone

socialization

standing committees
status

status symbols

task groups or committees

1. Why should managers be concerned with groups ianiezg

tions?

CoNOUOT AW

11.

12.
13.

14.

What is the difference between a formal group andhger|

mal group? between a command group and a task @roup

between a friendship group and an interest group?
Identify four reasons why people join groups.

What are some consequences of group cohesiveness?
Describe the various types of role conflict.

Cite five things that affect achieved status.

Identify possible problems with conformity to gronpna&|
What is the minimum resource theory?

Describe the risky shift phenomenon and cite exgulian
for that phenomenon.

How do group size and spatial arrangements impagtaup'
outcomes?

What are the stages in Homans' model of the infoonganic
zation?

Define the stages in group development.

Describe groupthink and give four suggestions f@rcom

ing it.

Give four guidelines for organizing and staffing thecisioh

group.
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CASE 15 A Nurse-Managed Nursing

For a long time, nursing has been the quin: The idea that nurses can have a prac-
tessential number two position: It combinestice separate from doctors may be hard for
slot of responsibility with little autonomy some to digest. Nursing has evolved in the
or glory. The idea of being stuck in perpetual public consciousness as a kind of assistant
second place has driven some educatecdoctor position, the job of carrying out
ambitious nurses right out of the profession. orders, cleaning ypand holding hands after
But some of the ambitious ones who the real work is done.
stayed have begun to shape a new role fo Actually, nurses say, their work can
themselves: number one. And as thesebe different from, and can complement, doc-
nurses change their jobs, they also forge nevtors' work. Doctors tend to see patients who
relationships with doctors and patients. are ill or injured and in need of immediate
In their new roles, nurses—not doc- attention. Nurses can keep watch over peo-
tors or hospital administrators—manage ple's health from month to month; they can
‘theirown businesses. Some nurses have simonitor long-term problems like emphyse-
up independent practices, hanging outma, diabetes, heart disease, arthritis, or Par-
shingles and seeing patients without doctorskinson's disease. And they can do routine
present. Other nurses have set up nursephysical exams to spot minor ailments
maaaged clinics or centers. before they become major ones. Certain
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groups of the population—especially chil-Iren, #lderly, and women, all of whom leed regular

exams—are the nurses' natural :onstituency.
Many doctors are uneasy about nurse-controlledimgirsThe doctor glut in this :ountry

means no welcome to potential competitors. Morenttiet, doctors say [hey worry that nurses
will overstep their rounds, assuming a medical rai¢hout the training. "If a nurse wants to
practice medicine, a nurse should go to medicabaslchsays William R. DelLay of the American
Academy of Family Physicians. "And if more physisaservices are needed in a community,

another physician should be brought there."



Source: Reprinted by permissioriltfe _
Wall Street Journal® Dow [ones & Company. Inc. (January 7, 1986],Filihts Reserved.

1. What needs of nurses do you think are
fulfilled by the establishment of nurse-
managed clinics or centers?

2. How is nurse-managed nursing likely to
impact on nurses' roles? on their status;
on their power?

3. This case indicates that some doctors
oppose hurse-managed nursing because
of potential competition and concerns
about competence. Can you suggest
other possible reasons for their opposi
tion?






