Chapter 7: Groups and Teamwork

What is a group?
· Two or more people acting interdependently to achieve a common goal 
· Interaction is the most important part
· Does not need to be formal or face to face
· Interdependence means that group members rely on each other to a certain extent to achieve a common goal
· Groups are a social mechanism through which we acquire beliefs
· Groups provide a context in which we are able to exert influence on others
· Formal work groups: groups that organizations establish to facilitate the achievement of organizational goals 
· Intentionally designed to channel individual effort in an appropriate direction
· Most common formal work group: manager and employee who reports to the manager
· Types of formal work groups:
· Task forces and project teams  temporary
· Committees  relatively permanent groups 
· Informal groups: groups that emerge naturally in response to the common interest of organizational members 


Group Development
· Group development occurs in stages
· Forming: group members orient themselves
· Storming: sorting out roles are responsibilities
· Norming: members resolve issues and develop a social consensus 
· Performing: group devotes its energies towards task accomplishment
· Adjourning: dismantling the group
· This process mainly applies to new groups that have never met before 
· Punctuated equilibrium: a model of group development that describes how groups with deadlines are affected by their first meetings and crucial midpoint transitions 
· Phase 1: begins with the first meeting and continues until the midpoint
· The first meeting is critical in setting the agenda
· Midpoint Transition: occurs at almost exactly the halfway point 
· Marks a change in the groups approach 
· Phase 2: decisions and approaches adopted at the midpoint get played out in phase 2 
· Advice from the punctuated equilibrium model:
· Prepare carefully for the first meeting
· As long as people are working do not look for radical progress during phase 1
· Manage the midpoint transitions carefully 
· Be sure adequate resources are available to execute phase 2
· Resist deadline changes because these could damage the midpoint 

Group Structure and its Consequences 
· Refers to the characteristics of the stable social organizations of a group – the way a group is put together
· Most important characteristics are group size and member diversity 
· Other important characteristics are norms, roles, status and cohesiveness 
· Group size:
· Smallest possible group is two people
· Members of smaller groups are usually more satisfied 
· The effect of size on performance depends on the task and how we define good performance
· Additive tasks: performance is predicted by adding the performance of each group member (big groups are better)
· Disjunctive tasks: performance depends on its best member (big groups are better)
· Process losses: performance difficulties caused by having a big group
· Actual performance = potential performance – process losses
· Conjunctive tasks: performance is limited by the poorest group member (small groups are better) 
· Diversity of group membership:
· More diverse groups have a more difficult time becoming cohesive
· Diverse groups take longer on the forming, norming and storming 
· Group norms:
· Social norms: collective expectations that members of social units have regarding the behaviour of each other
· Normative influence is mostly unconscious 
· Norms provide regularity and predictability to behaviour 
· Regulate behaviours that are important to their supporters
· Shared attitudes form the basis for norms 
· Compliance occurs because the norm corresponds to privately held attitudes 
· Some typical norms:
· Dress norms
· Reward allocation norms
· Performance norms
· Roles:
· Positions in a group that have a set of expected behaviours attached to them
· Represent a package of norms that apply to particular group members
· Two types of roles
· Designated (assigned) roles – dividing labour and responsibility
· Emergent roles – roles that develop naturally 
· Role ambiguity: when the goals of ones job or the methods of performing it are unclear 
· Organizational factors: some roles are ambiguous because of their function within the organization
· The role sender: might have unclear expectations of a focal person
· The focal person: expectations may not be fully digested by the focal person 
· Role conflict:
· When an individual is faced with incompatible role expectations 
· Intrasender role conflict: when a single role sender provides incompatible role expectations to the role occupant
· Intersender role conflict: when two or more role senders differ in their expectations for a role occupant 
· Interrole conflict: several roles held by a role occupant involve incompatible expectations 
· Person role conflict: occurs when the role is incompatible with the personality or skills of the role occupant
· Status
· Rank, social position or prestige accorded to group members 
· Formal status systems:
· Managements attempt to publicly identify those people who have higher status than others
· Organizations have both informal and formal status systems
· Informal status systems:
· Can operate just as effectively as formal status systems
· Consequences of status differences
· People like to communicate with people at their own status or higher
· Reducing status barriers
· Because it affects communication many organizations try to downplay status differentiation 
· The goal is to foster a culture of teamwork and cooperation across the ranks 

Group Cohesiveness 
· The degree to which a group is attractive to its members 
· Factors influencing cohesiveness:
· Threat and competition
· They feel a need to improve communication and coordination so that they can better cope with the situation at hand 
· Success
· A group obviously becomes more attractive when it has successfully accomplished some important goal 
· Member diversity
· If groups are in agreement in how to accomplish some particular task, its success in performing the task will often outweigh surface dissimilarity in determining cohesiveness
· Size
· Bigger groups have a more difficult time becoming and staying cohesive
· Toughness of initiation 
· Groups that are tough to get into are more attractive
· Consequences of cohesiveness 
· More participation in group activities 
· Voluntary turnover should be low 
· More conformity 
· Well equipped to supply information, rewards, and punishment to individual members 
· More success
· Cohesive groups are good at achieving goals 
· Cohesive groups are especially effective at accomplishing their own goals 
· 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 the number of variables  
· If cohesive groups accept organizational norms regarding productivity, they should be highly productive 
· Cohesiveness pays off when the task requires more interdependence 

Social Loafing 
· The tendency to withhold physical or intellectual effort when performing a group task 
· Social loafing is a motivation problem 
· More pronounced in individualistic North America
· Free rider effect: people lower their effort to get a free ride
· Sucker effect: people lower their effort because they feel like others are free riding 
· Ways to counteract social loafing:
· Make individual performance more visible
· Make sure that the work is interesting
· Increase feelings of indispensability
· Increase performance feedback
· Reward group performance 

What is a team?
· A group becomes a team when there exists a strong sense of shared commitment and when a synergy develops such that the groups efforts are greater than the sum of its parts
· Team based work results in improvements in both efficiency and quality 
· Collective efficacy: shared beliefs that a team can successfully perform a given task 
· Self efficacy does not always translate into collective efficacy

Designing Effect Work Teams
· Hackman: a work group is effective when
· Its physical or intellectual output is acceptable to management and to the other parts of the organizations that use this output 
· Group members needs are satisfied rather than frustrated by the group
· [bookmark: _GoBack]The group experience enables members to continue to work together 
· Group effectiveness occurs when high effort is directed towards the groups task, when great knowledge and skills are directed toward the task and when the group adopts sensible strategies for accomplishing its goals 
· Self managed work teams:
· Work groups that have the opportunity to do challenging work under reduced supervision 
· Task assigned to these teams should be complex and challenging and require high interdependence among team members for accomplishment 
· Composition of self managed teams:
· Stability
· Size (should be small)
· Expertise (high level)
· Diversity
· Support self managed teams:
· Training
· Technical training, social skills, language skills, business training
· Rewards
· Management
· Improvements in team productivity, quality, customer satisfaction and safety result from self managed work teams 
· Cross functional teams:
· Work groups that bring people with different functional specialties together to better invent, design, or deliver a product or service 
· Usually require formal leadership, and only last the span of the project
· Goals: combination of innovation, speed and quality 
· Principles for effectiveness:
· Composition
· Superordinate goals: attractive outcomes that can only be achieved by collaboration 
· Physical proximity
· Autonomy
· Rules and procedures
· Leadership 
· Shared mental models: team members share identical information about how they should interact and what their task is 
· Enhance coordination and contribute greatly to effective team performance 
· Virtual teams 
· Work groups that use technology to communicate and collaborate across organizational boundaries 
· Advantages of virtual teams:
· Around the clock work
· Reduced travel time and cost
· Larger talent pool
· Challenges of virtual teams 
· Trust
· Miscommunication
· Isolation
· High costs
· Management issues
· Virtuality encourages more reflection compared to direct interaction 
· Lessons concerning virtual teams:
· Recruitment  choose people carefully
· Training  invest in training for technical and interpersonal skills
· Personalization  encourage people to get to know each other
· Goals and ground rules  define goals clearly 
· Virtual teams must be real teams in mind and spirit 


· Good planning and continuing support are necessary for the effective use of teams 
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