- WHAT IS A GROUP?
- Group: Two or more people interacting interdependently to achieve a common goal
- Interaction is the most basic aspect of a group--it suggests who is in a group and who is not
- Interdependence means members rely on each other to a certain degree on accomplishing goals
- Group membership groups are very important for two reasons
1. Groups exert a tremendous influence on all of us (influence our beliefs, values, attitudes, and behaviors)
2. Provides a context in which we are able to exert influence on others
- Formal work groups: Groups that are established by organizations to facilitate the achievement of organizational goals
- Intentionally designed to channel individual effort in an appropriate direction
- Most common formal group consists of a manager and the employees who report to the manager
- Also task forces and committees 
- Task Forces: Are temporary groups that meet to achieve particular goals or to solve particular problems, such as suggesting productivity improvements 
- Committees: Are usually permanent groups that handle recurrent assignments outside the usual work group structures
- Informal Groups: Groups that emerge naturally in response to the common interests of organizational members (can help or hurt an organization, depends on the norms for behavior) 
- GROUP DEVELOPMENT
- Even if employees know each other before being put into groups, simple familiarity does not replace necessity for team development
- TYPICAL STAGES OF GROUP DEVELOPMENT
- *****Exhibit 7.1 (Tuckman)
- Each stage presents the members with a series of challenges they must master to achieve the next stage
- Forming: “testing the waters”, What are we doing here? What are the others like? What is our purpose? Situation is often ambiguous and members are aware of their dependency on each other
- Storming: conflict often emerges, problems most likely to happen earlier, rather than later, in group development. A lot of confrontation and criticism, sorting out roles and responsibilities are usually an issue here
- Norming: Members resolve the issues provoked from storming, and they develop social consensus. Compromise is often necessary. Interdependence is recognizes, norms are agreed to, and the group becomes more cohesive. Information and opinions flow freely
- Performing: Group devotes its energies toward task accomplishment. Achievement, creativity, and mutual assistance are prominent themes of this stage
- Adjourning:  Emotional support for each other, celebrations and parties, getting along and enjoying what they accomplished as a group
- This model does not apply to all groups, mostly to new groups
- Structured groups from organizations can even skip the storming and norming stages
- PUNCTUATED EQUILIBRIUM (Connie Gersick)
- A model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions
- Equilibrium means stability, and the research revealed apparent stretches of group stability punctuated by a critical first meeting, a midpoint change in group activity, and a rush to task completion 
- Phase 1: First meeting, setting an agenda, Assumptions, approaches, and precedents that members develop in the first meeting end up dominating the first half of the group’s life. Makes little visible progress toward the goal
- Midpoint Transition: Happens almost exactly halfway toward the group’s deadline. The transition marks a change in the group’s approach, and how the group manages the change is critical for the group to show progress
- Phase 2: Decisions and approaches adopted at the midpoint get played out in Phase 2. It concludes with a final meeting that reveals a burst of activity and a concern for how outsiders will evaluate the product
- *********Exhibit 7.2
- Advice for managing, product development teams, advertising groups, or class project groups:
· Prepare carefully for the next meeting
· As long as people are working, do not look for radial progress during Phase 1
· Manage the midpoint transition carefully
· Be sure that adequate resources are available to actually execute the Phase 2 plan 
· Resist deadline changes. These could damage the midpoint transition 
- GROUP STRUCTURE AND ITS CONSEQUENCES 
- Group Structure refers to the characteristics of the stable social organization of a group—the way a group is “put together”
- Most basic characteristics are size and diversity
- GROUP SIZE
- Smallest group is 2 (manager and an employee), 300-400 = somewhere close to the limit, most groups, including task forces and committees usually have between 3-20 members 
- Size and Satisfaction
- Groups with more people rather consistently report less satisfaction with group membership that those in smaller groups
- Why??
· Opportunities for friendship increase (people will focus less on work because they are making new friends)
· A lot of different viewpoint causing conflict and dissension
· Big groups= time available for verbal participation by each member decreases
· Big groups= individual members identify less easily with the success and accomplishments of the group
- Size and performance
- Does bigger groups = better performance than smaller groups??? The answer is it depends. Depends on the exact task that the group needs to accomplish and on how we define good performance 
- ******Exhibit 7.3
- Additive Tasks: Tasks in which group performance is dependent on the sum of the performance of individual group members (potential performance of the group increases with group size)
- Disjunctive tasks: Tasks in which group performance is dependent on the performance of the best group member (potential performance of the group increases with group size)
-  We say “potential performance” because as groups get bigger, they tend to suffer from process losses
- Process losses: Group performance difficulties stemming from the problems of motivating and coordinating larger groups
- Actual performance= potential performance – process losses
- Thus, up to a point, larger groups might perform better as groups, but their individual members tend to be less efficient 
- Conjunctive tasks: Tasks in which group performance is limited by the performance of the poorest group member
- Both the potential and actual performance of conjunctive tasks would decrease as group size increases because the probability of including a weak link in the group goes up
-In summary, for additive tasks and disjunctive tasks, larger groups might perform better up to a point but at increasing costs to the efficiency of the individual members. Conjunctive tasks should decrease as group size increases
- DIVERSITY OF GROUP MEMBERS
- When management values and manages diversity, it offsets some of the initial process loss costs of diversity and capitalizes on it benefits for group performance 
- GROUP NORMS
- Norms: Collective expectations that members of social units have regarding the behavior of each other
- Norm Development
- The most important function that norms serve is to provide regularity and predictability behavior 
- Norms develop to regulate behaviors that are considered at least marginally important to their supporters
- When the members of a group share related beliefs and values, we can expect them to share consequent attitudes
- Norms are collectively held expectations, depending on two or more people for their existence 
- Much compliance occurs simply because the norm corresponds to privately held attitudes
- In short, groups have an extraordinary range of rewards and punishments available to induce conformity to norms 
- Some Typical Norms
- Dress norms: norm of what to wear for work
- Reward allocation norms: 
a) Equity—reward according to inputs, such as effort, performance, or seniority
b) Equality—reward everyone equally
c) Reciprocity—reward people the way they reward you
d) Social responsibility—reward those who truly need the reward
- Western organizations (China, Japan) tend to stress more equity and equality norms—give employees what they deserve, and no favouritism 
- Performance norms: Work groups provide their members with potent cues about what an appropriate level of performance is. Managers obviously want high performance, however groups often establish their own informal performance norms
- ROLES
- Positions in a group that have a set of expected behaviors attached to them
- Represent “packages” of norms that apply to particular group members 
- In organizations there are two roles: Designated or assigned roles that are formally prescribed by an organization as a means of dividing labour and responsibility to facilitate task achievement (“who does what”, “who can tell others what to do”), AND emergent roles which are developed naturally to meet the social-emotional needs of group members or to assist in formal job accomplishment
- *****Exhibit 7.4
- Role Ambiguity: Lack of clarity of job goals or methods
- Model of role assumption process: 
· Organizational factor
· The role sender: A manager
· The focal person: an employee
- Consequences of role ambiguity: job stress, dissatisfaction, reduced organizational commitment, lowered performance, and intentions to quit
- How to avoid ambiguity: mangers should provide clear performance expectation and performance feedback… especially for new employees and those in more intrinsically ambiguous jobs 
- Role Conflict
- A condition of being faced with incompatible role expectations
· Intrasender role conflict: A single role sender provides incompatible role expectations to a role occupant 
· Intersender role conflict: Two or more role senders provide a role occupant with incompatible expectations
· Interrole conflict: Several roles held by a role occupant involve incompatible expectations
· Person-role conflict: Role demands call for behaviour that is incompatible with the personality or skills of a role occupant
- Consequences of role ambiguity: job dissatisfaction, stress reactions, lowered organizational commitment, and turnover intentions
- Can be avoided by: avoiding self-contradictory messages, conferring with other role senders, being sensitive to multiple role demands, and fitting the right person to the right role

GROUP COHESIVENESS 
- Group cohesiveness: The degree to which a group is especially attractive to its members
- is a critical property of groups 
- FACTORS INFLUENCING COHESIVENESS 
- Threat and Competition: want to work harder together when there is external competition and threats… like knowing that there are 32 teams in the nhl and only one wins the cup with all the teams being good. That will make a group attractive to each other to try and work together to win the cup
- Success: A group becomes more attractive to its members when it has successfully accomplished some important goal, cohesiveness will decrease after failure
- Exhibit 7.5
- Member Diversity
- Size: Bigger the group = harder to stay cohesive 
- Toughness of Initiation: Groups that are tough to get into should be more attractive to those that are easy to join
CONSEQUENCES OF COHESIVENESS 
- The question to is it better to have more or less group cohesiveness is it depends on the consequences (good consequences it looks like)
· More participation in Group Activities
· More Conformity
· More Success 
- Some conclusions:
· In highly cohesive groups, the productivity of individual group members tends to be fairly similar to that of other members. In less cohesive groups there is more variation in productivity 
· Highly cohesive groups tend to be more or less productive than less cohesive groups, depending on a number of variables
- ****Exhibit 7.6
- Cohesiveness is more likely to pay off when the task requires more interdependence 
- SOCIAL LOAFING
- Social loafing: The tendency to withhold physical or intellectual effort when performing a group task
- Implication is that they would work harder if they were alone rather than part of the group
- Social loafing is a motivation problem
- Seen more in individualistic North America than places like China and Japan
- Has two different forms:
1. Free rider effect: people lower their effort to get a free ride at the expense of their fellow group members
2. Sucker effect: People lower their effort because of the feeling that others are free riding, that is, they are trying to restore equity in the group
- How to counteract social loafing??
· Make individual performance more visible – best way to do this is to keep group size small
· Make sure that the work is interesting- make work involving, intrinsic motivation should counteract social loafing
· Increase feelings of indispensability- use training and status system to provide group members with unique inputs to make members feel like their input is wanted
· [bookmark: _GoBack]Increase performance feedback
· Reward group performance

