Teams 

Why work teams? Potential to increase outputs with no more inputs 

Team/Group Characteristics 

A team consists of two or more people who work interdependently over some time period to accomplish common goals related to some task-oriented purpose.

->Subset of the more general term “group.”

Teams differ from groups in two primary respects. 

->The interactions within teams revolve around a deeper dependence on one another than the interactions within groups. 

->The interactions within teams occur with a specific task-related purpose in mind.

Teams- a small # of people with complementary skills who are committed to a common purpose performance goals and approach foe which they holds themselves mutually accountable

Subset general term =  “group” share leadership, accountability, develop own purpose, problem-solving continuously 

Groups Vs. Teams 

->Psychological Groups, self selecting membership

Two or more individuals, interacting and interdependent, who have a stable relationship, a common goal, and perceive themselves to be a group

Members are committed, “high cohesiveness”

->Work Teams, forced membership

Groups that work closely together toward a common objective, and are accountable to one another and members may or may not be committed “varying degrees of cohesiveness
Types of Teams 

->Problem solving (process improvement) 5-12 employees and same department 
“pick their brains”, Need low interdependence of activities, Quality circles, need a “group value” culture

->Self managed (self directed) 10-15 employees 
“get rid of the supervisor”, Need high interdependence of activities and high cohesion, select own members/leader and evaluate each pother performances 
->Cross functional (temporary)

Used in Matrix Organization, Task force, committee, etc. an effective means for allowing people from diverse areas in an organization to exchange information, develop new ideas, solve problems and coordinate 
->Virtual (physically dispersed)

Link together via technology, Hard to develop “trust”, Tough to develop from scratch, Often “contract” people, to achieve a common goal less social rapport and direct interaction, less satisfaction- no face-to-face, task-oriented and need interpersonal and technology skills
Individual to Team Member  
-> A role is a set of expected behavior patterns associated with someone occupying a given position in a group

Role Identity, attitudes and behaviors

Role Perception, your view

Role Expectations, other’s views

Role Conflict, divergent expectations
Role expectations: how others believe a person should act in a given situation 

Role conflict: a situation in which an individual finds that complying with one role requirement may make it more difficult to comply with others.

Role ambiguity: a person is unclear about his or her role can lead to confusion, stress, and bad feelings 

Role overload- too much is expected of someone and role underload, too little is expected and the people feels he/she is not contributing to the group 
Work Group Norms 
Norms: Acceptable standards of behaviour within a group that are shared by the group memebers 
->Performance- how hard to work, what kind of quality, levels of tardiness

->Appearance- personal dress, when to look busy, when to "goof off," how to show –loyalty
-> Social arrangement- how team members interact

->Allocation of resources- pay, assignments, allocation of tools and equipment

How do norms develop?

Norms- Development 

Explicit statements made by a group member 
Critical events in the group history 
Initial patterns of behavior – primacy 
Carry-over behavior from past situations for consistency within the group 
Why are norms enforced?
Norms- Enforcement 
->Groups enforce their norms if there is deviant behavior, why?

Facilitate group survival (failing isn’t a option), make behavior predictable (increase), minimize embarrassment of interpersonal problems for group members, express central values, and clarify what is distinctive about the group’s identity

Conformity

->Adjusting your behavior to align with the norms of the group

-> People conform to reference groups- important groups to which individuals belong or hope to belong (used in advertising)

Status ->A socially defined position or rank given to groups or group members by others
Group Development 
Five step model

Forming, uncertainty “testing the waters”, group development and characterized by much uncertainly 
Storming, characterized by intragroup conflict – roles evolve

Norming, close relationships and cohesiveness, team resolve the interpersonal conflict and strong sense of team identity and camaraderie- a common expectation
Performing, doing the work, when a group is fully functional and accepted. Team energy-performing the task at hand 
Adjourning, for temporary groups, where attention is directed toward wrapping up activities rather than task performance. May lead to renewal of the team to get the next project started 

Punctuated equilibrium model

Phase 1, inertia- sets team direction, new insights that challenge initial patterns and assumptions don’t get acted on in Phase 1
Transition about ½ way – mid-life crisis
Phase 2, accelerated activity- characterizes deadline, oriented teams as exhibiting long periods of inertia, revolutionary changes targeted primarily by their member awareness of time and deadlines. 

Creating Effective Teams 

->Very complex problem

->Many models in the literature, few are useful

->Best way to approach it is to go back to Expectancy Theory and Path-Goal Theory in combination with the concept of the “role” of the manager in a work team/group
Task-oriented roles- roles performed by group members to ensure that the tasks of the group are accomplished ie. Information seekers, summarizers
Maintenance roles- roles performed by group members to maintain good relations within the group ie. harmonizers, gatekeepers, encouragers
Effective teams maintain a balance between the two!

Individual roles- roles performed by group members that are not productive for keeping the group on task
Diversity- presence of a heterogeneous mix of individuals within a group 

Size- most effective teams have less then 10 members

Social lofting- the technology for individuals to expend less effort when working collectively than working individuality 

Members flexibility and member preference for teamwork 

Teams Aren’t Always the Answer 

-Can the work be done better by more than one person?

-Does work create a common purpose or set of goals for the people in the group that is more than the aggregate of individual goals?

-Are members of the group interdependent?
Task Interdependence 

In addition to taxonomies of team types, we can describe teams by talking about the interdependence that governs connections among team members

Task interdependence refers to the degree to which team members interact with and rely on other team members for the information, materials, and resources needed to accomplish work for the team

Pooled Interdependence- requires lowest degree of required coordination, members complete their work assignments independently, and then this work is simply “piled up” to represent the group’s output
Sequential Interdependence- requires different tasks to be done in a prescribed order, interact to carry out their work, the interaction only occurs between members who perform tasks that are next to each other in the sequence

Reciprocal Interdependence- requires members are specialized to perform specific tasks. However, instead of a strict sequence of activities, members interact with a subset of other members to complete the team’s work
Comprehensive Interdependence- requires the highest level of interaction and coordination among members.  Each member has a great deal of discretion in terms of what they do and with whom they interact in the course of the collaboration involved in accomplishing the team’s work
Goal Interdependence- A high degree of goal interdependence exists when team members have a shared vision of the team’s goal and align their individual goals with that vision as a result.  Develop a formalized mission statement that members buy into  

Outcome Interdependence- a high degree of outcome interdependence exists when team members share in the rewards that the team earns. Pay, bonuses, formal feedback and recognition, pats on the back, extra time off, and continued team survival.

Team Diversity- is the degree to which members are different from one another.  

Is diversity helpful or harmful?

Value in diversity problem-solving approach says diversity is beneficial because it provides for a larger pool of knowledge and perspectives from which a team can draw as it carries out its work.

Similarity-attraction approach says diversity creates challenges for teams.  The idea here is that people tend to be more attracted to others who are perceived as more similar.  Similar others also tend to interact more comfortably, communicate better and have fewer conflicts
Which view of team diversity is correct? It turns out that the impact of team diversity depends on the general type of diversity and the length of time the team has been in existence

Surface-level diversity refers to diversity regarding observable attributes such as race, ethnicity, sex, and age. –Although this type of diversity may have a negative impact on teams early in their existence because of similarity-attraction issues, those negative effects fade as members learn about each other

Deep-level diversity refers to diversity with respect to attributes that are less easy to observe initially (e.g., values, attitudes), but that can be inferred after more direct experience. –Over time, if deep-level differences become apparent, these differences may create problems among team members

Communication 

-The communication process

-Barriers to Effective Communication 

-Communication Flows in Organizations

-Creating Effective Mechanism for Communication

-Issues in Communication 

Communication Terms
Communication- the transfer of meaning among people

Sender- establishes a message, encodes the message, and chooses the channel to send it 

Receiver- decodes the message and provides feedback to the sender 

*The communication model 

Message- what is communicated 

Encoding- converting a message to symbolic form

Channel- the medium through which a message travels 

Decoding- retranslating/interpreting a sender’s message 

Communication apprehension- undue tension and anxiety about oral communication, written communication, or both 

 Communication Channels

Channels differ in their capacity to covey information 

Channel richness: the amount of information that can be transmitted during a communication episode 

Rich channels have the ability to:

- Handle multiple cues simultaneously 

- Facilitate rapid feedback 

- Be very personal

The Feedback Loop: the final link in the communication process; it puts the message back into the systems as a check against misunderstandings 
Communication Barriers 

Language- words mean different things to different people 

Filtering- Refers to a sender manipulating information so that the receiver will see it more favourably 
Selective Perception- Receives selectively sees and hear based on their needs, etc 

Defensiveness- when individuals interpret another’s message as threatening 

Information Overload- the state of having more information than on can process

Communicating under stress
Communication Flows

Downward- communication that flows from one level of a group to a lower level 

ie. Mangers to employees 

Upward-communication that flows to a high level of a group –employees to manger 

Lateral- communication among strong member of the same work group or individuals at the same level 

Communication Networks 

-Connections/channels by which data/information flows 

Formal- task-related communication that follow the authority chain 

Informal- communications that flow among social and relational lines 

The Grapevine 
75% of employees hear about matters first through rumors on the grapevine 

-Grapevine: the organization’s informal network 

-Grapevine has three main characteristics 

->Not controlled by management 

-> Most employees perceive it as being more believable and reliable than formal messages from management 

->Largely used to serve the self-interests of these people within the grapevine 

Communications Mechanisms 
-Mechanisms

->The practices that being what you (as a manger) stand for to life 

-They are intended to demonstrate how communications should be accomplished in the work place 

-You have to create you own via:

-> Expectancy theory, Path-Goal theory, Norms 
Electronic Communications- Email, instant messaging and text messaging 
Non-Verbal Communications 
-Messages conveyed through body movements, facial expressions, and the physical distance between the sender and the receiver 

->Kinesics- body language 

  
-> The study of body motions such as gestures, facial configurations, and other movements of the body 

 -> Proxemics –personal space 


-> The study of physical space in interpersonal relationships  

Men vs. Women 
-Women speak about 20,000 words a day, men about 7,000

-Men use talk to emphasize status/solve problems, women use it to create connection/empathy

->Women interpret male directness as an assertion of status and one-upmanship

->Man interpret female indirectness as covert, sneaky and weak 

Cross-Cultural Communications 
High-context cultures 

-> Cultures that rely heavily on nonverbal and subtle situational cues in communication 

-> Low-context cultures- cultures that rely heavily on words to conveys meaning in communication 

-> Sources of barriers- semantics, idioms, word connotations, tonal differences 

-> Some of this be overcome, pp. 285 & 286 of text 

Cultural barriers and overcoming cross-cultural difficulties 


Listening 
->If you want to improve your listening skills, look to these behaviors as guides:

-Make eye contact

-Exhibit affirmative head nods and appropriate facial expressions

-Avoid distracting actions or gestures

-Ask questions

-Paraphrase

-Avoid interrupting the speaker

-Don’t over talk

-Make smooth transitions between the roles of speaker and listener.

Power and Politics  

Practical Questions

What is power? A capacity that A has to influence the behaviour of B, so that b acts in accordance with A’s wishes
How does one get it?

What does it mean to empower employees?

How can we be effective at office politics?

Bases of Power 

-Coercive power – not a very good way to do business nowadays, power based on fear  

-Reward power – achieves compliance based on the ability to distribute rewards that others view as valuable 
-Legitimate power – good use of power by those subjected to it, power from formal hierarchy of an organization  

-Expert power –someone having capabilities you don’t have, influence based on special skills or knowledge 
-Referent power- influence based on possession by an individual of desirable resources or personal traits  
-Information power- don’t keep information because you start to lose trust, power that comes from access to and control over information 
Leadership and Power 

Power 

-Do not require goal acceptance 

-Focuses on intimidation 

-Maximizes importance of lateral and upward influences 

Extra- lower participants can hold a lot of power in an organizational and you can become dependent on them and so it is important to treat them fairly 

Leadership

-Requires goal agreement 

-Focuses on download influences 

-Minimizes importance of lateral and upward influence 

Managers and Power 

-The least effective power bases are the ones most likely to be used by managers

-Coercive, legitimate, and reward 

-Easiest to implement 

-Effective managers also use referent and/or expert power 

-Expert power is the most strongly and consistently related to effective employee performance 

Empowerment 

-The freedom and the ability of employees to make decisions and commitments 

-Managers disagree over definition of empowerment 

Empowerment as delegating decision making within asset of clear boundaries

Vs.

Empowerment as “a process of risking and personal growth”

Types of Empowerment

Job Content – Tasks and procedures necessary for carrying out a particular job 

Job Context- Reason for doing the job and the setting in which it is done and includes organization’s structures, objectives, culture, settings and reward systems
Political Behaviour: Those activities that influence, or attempt to influence, the distribution of advantages and disadvantages within the organization 
Impression management: The process by which individuals attempt to control the impression others form of them 

Implications 

-Power is a two-way street 

-Few employees’ relish being powerless in their jobs and organization 

-People respond differently to various power bases- employees working under coercive managers are unlikely to be committed and more likely to resists the manager 

-Expert power is the most strongly and consistently related to effective employee performance 

Organizational Politics 

-Those activities that influence, or attempt to influence the distribution of advantages and disadvantages within the organization

-Legitimate: normal everyday behaviour 

-Illegitimate: extreme political behaviours that violate there implied rules of the game 

-The effective manager accepts the political nature of organizations 

Why Politics 

-Organizations are made up of groups and individuals who have differing values, goals and interests 

-Resources in organizations are limited 

-Performances outcomes are not completely clear and objective 

Factors influencing politics- individual, organizational, favourable 

Typical Politics 

-Attacking or blaming others 

-Controlling information

-Forming coalitions

-Networking

-Creating obligations

-Managing impressions

-Praising others, when warranted 

-Building support for ideas that you support  

Political Skills

-Frame arguments in terms of organizational goals 

-Developing the right image (impression management)

-Gain control of organizational resources 

-Make yourself appear instrumental not indispensable 

-Be visible 

-Develop powerful allies

-Avoid “tainted” members

-Support your manager 

Practical Questions

Is conflict inevitable? How do we manage conflict? When is conflict functional? How do we negotiate? 

Conflict
-A process that begins when one party perceives that another party has negatively affected, or is about to negatively affects something that the first party cares about 

-Functional-> conflict that supports the goals of the group and improves its performance 
-Dysfunctional-> conflict that hinders group performance 
Sources of Conflict 

-Size, specialization, and composition of the group 

-Too much reliance on participation and/or empowerment 

-Diversity of goals among groups

-Ambiguity in precisely defining where responsibility for actions lies 

-Reward systems where one member’s gain is at another’s expense 

Types of Conflict 
Cognitive 

->Conflict that is task-oriented and related to difference in perspectives and judgments, results in identifying differences and usually functional conflict 

Affective 

-Emotional conflict aimed at a person rather than an issue, known as dysfunctional conflict and often leads to “Kobayastri Maru” 

Sources of conflict- communication, personal variables and structure 
Conflict Handing Intentions
Cooperativeness 

-The debate to which one party attempts to satisfy the other party’s concerns 

Assertiveness

-The degree to which one party attempts to satisfy his or her own concerns 

ie. Conflict Grid and the zero sum gain 

Conflicting Handling Methods  (conflict management strategies) 
Competing -A desire to satisfy one’s interests, regardless of the impact on the other parties 

Forcing- Imposing one’s will on the other party
Collaborating -A situation where the parties to a conflict each desire to satisfy fully the concerns of all parties 

Avoiding -The desire to withdraw from or suppress a conflict

Problem Solving trying to each an agreement that satisfies both parties as much as possible 
Accommodating -The willingness of one party in a conflict to place the opponent’s interests above his or her own 

Yielding- Accepting and incorporating the till of the other party 
Compromising-A situation in which each party to a conflict is willing to give up something 

Remember 

-Don’t assume there’s one conflict-handling method that is always best 

Use competition when quick, decisive action is vital

Use collaboration to find an integrative solution 

Use avoidance when an issue is trivial 

Use accommodation when you find you’re wrong 

Use compromise when goals are important 

Negotiation

-A process in which two or more parties exchange goods or services and attempt to agree upon the exchange rate for them 

Distributive bargaining

-Negotiation that seeks to divide up a fixed amount of resources; a win-lose situation 

Integrative bargaining

-Negotiation that seeks one or more settlements that can create a win-win solution 
Developing a strategy through BATNA- the best alternative to a negotiated agreement; the outcome an individual faces if negotiations fail and bargaining zone- the zone between each party’s resistance point, assuming there is overlap in this range

Negotiating 

-Assess personal goals, consider other’s goals, and develop strategy 

-Identify target and resistance points

Target: what one would like to achieve

Resistance: lowest outcome acceptable 

Negotiating Skills 

-Begin with a positive overture 

-Address problems, not personalities 

-Pay little attention to initial offers

-Emphasize win-win solutions 

-Try to create an open ad trusting climate 

Culture and Negotiations 

-Negotiating styles vary across cultures 

-> French: like conflict 

-> Chinese: draw out negotiations, believing they never end 

-> Chinese and Japanese: negotiate to develop relationships and commitment 

-> Americans: impatient 
Culture 
What is organizational culture / climate?

Levels / characteristics of culture

Culture’s functions

How do employees learn about the culture of their organization?

Implications
Organizational Culture/Climate 

->The pattern of shared values, beliefs and assumptions considered to be the appropriate way to think and act within an organization: 

Culture is shared

Culture helps members solve problems

Culture is taught to newcomers

Culture strongly influences behavior
Levels of Organizational Culture 

->Artifacts- aspects of an organization’s culture that you see, hear, and feel

->Beliefs- the understandings of how objects and ideas relate to each other

->Values- the stable, long-lasting beliefs about what is important

->Assumptions- the taken-for-granted notions of how something should be in an organization

Characteristics of Organizational Culture 

Innovation and risk-taking- the degree to which employees are encouraged to be innovative and take risks 
Attention to detail- the degree to which employees are expected to work with precision, analysis and attention to detail
Outcome orientation- the degree to which management focuses on results, or outcomes, rather than on the techniques and processes used to achieve these outcomes. 
People orientation- the degree to which management decisions take into consideration the effect of outcomes on people within the organization  
Team orientation- the degree to which people are aggressive and competitive rather than easygoing and supportive 
Aggressiveness

Stability

Organizational Culture’s Functions 

-Social glue that helps hold an organization together 

-Boundary-defining

-Conveys a sense of identity for organization members

-Facilitates commitment to something larger than one’s individual self-interest

-Enhances social system stability

-Serves as a “sense-making” and control mechanism
Do Organizations Have Uniform Cultures?

Dominant Culture: a system of shared meaning that expresses the core values shared by a majority of the organization’s member  

Subcultures: Multi-cultures within an organization, typically defined by department designations and geographical separation

Core Values: the primary, or dominant values that are accepted throughout the organization  
Rituals: repetitive sequence of activities that express and reinforce the key values of the organization; what goals are most important; and which people are important, and which ones are expendable 

Implications 

->Employees form an overall subjective perception of the organization based on such factors as degree of risk tolerance, team emphasis, and support of people
-This overall perception becomes, in effect, the organization’s culture or personality

-These favorable or unfavorable perceptions then affect employee performance and satisfaction, with the impact being greater for stronger cultures

->Just as people’s personalities tend to be stable over time, so too do strong org. cultures
-This makes strong cultures difficult for managers to change

-> One of the more important managerial implications of organizational culture relates to selection decisions

-Hiring individuals whose values don't align with those of the organization is not good, for you the manager

Culture as a Liability 

->Culture can have dysfunctional aspects in some instances

Culture as a Barrier to Change

Culture as a Barrier to Diversity

Culture as a Barrier to Mergers and Acquisitions

Socialization- the process that adapts new employees to an organization’s culture 

Positive organizational culture- a culture that emphasizes building on employee strengths, rewards more than punishes, and emphasizes individual vitality and growth 

Forces for Change 
->The real world is turbulent, requiring organizations to face the prospect of change

->Change must be managed; it is not an easy process
Change agents- people who act as catalysts and assume the responsibility for managing change activities 
Types of Change 

Culture, structure, technology, physical setting, people 
Lewin’s Change Model 

Unfreezing-> Moving -> Refreezing 

Driving force- forces that direct behaviour away from the status quo 

Restraining force- forces that hinder movement away from the status quo 

Implementing Change 

-> Unfreezing: getting ready for change

Minimizing resistance

-> Moving: making the change

Changing people (individuals and groups); Tasks; Structure; Technology

-> Refreezing: stabilizing the change

Reinforcing outcomes, evaluating results, making constructive modifications

Moving 

-> Establish goals

e.g., Make business profitable by end of next year

-> Institute smaller, acceptable changes that reinforce and support change (baby steps)

e.g., Procedures and rules, job descriptions, reporting relationships

-> Develop management structures for change

e.g., Plans, strategies, mechanisms that ensure change occurs

->Try to maintain open, two-way communication
Refreezing 

->Build success experiences

Set targets for change, and have everyone work toward targets

->Reward desired behavior

GOOD - reward behavior that reinforces changes

BAD - reward old system (e.g., people relying on old systems while computerization is going on)

->Develop structures to institutionalize the change

Organizational retreats, appropriate computer technology, performance appraisals that examine change efforts

Individual Resistance of Change 

Habitat, selective information processing, fear of the unknown, economic factors, security 

Organizational Resistance to Change 

Threat to established resource allocations, structural inertia, threat to established power relations, threat to expertise, group inertia, and limited focus of change 

Overcoming Resistance to Change 

-Education and Communication

-Participation

-Facilitation and Support

-Negotiation

-Manipulation and Cooperation

-Coercion
Change Skills 

-Build an intricate understanding of the business 

-Encourage straight talk 

-Manage from the perspective of the future 

-Harness setbacks 

-Promote accountability 

-Understand the quid pro quo 

-Create relentless discomfort with the status quo

