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GROUP BEHAVIOR IN ( (

¢ ORGANIZATIONS

Many of the issues studied in the psychology of work concern the behaviour of the
individual. We look Motivation, job Satisfactim;%;farma e and rewards as they apply to
wi

the individual. However, behaviour at work takeg place if'a social context. We are all mostly
engaged 1n group interaction, making decisions otllers agrdeing, negotiating and
unfortunately sometimes arguing.

Organisational psychology can lean hegvily| h¢r€ gn gesearch in social psychology, but
the relationship has often been the other way-atound. A deal of what the ordinary
| s, ik fact, been developed by
rgamsations investigating how
teams work, how gmups and teams f crate, gsofve pr ems and make decisions, how

attitudes are changed, how conflict fs ged|and] s on. A'his chapter selects some of the
i ! and foduses upon:

magle up of individuals, but typically these individuals arrp
in particular work groups. A work group might beg

: ‘éi), ork team, or an informal group of cowagrkers

ork to discuss work-related issues. Groubs are

P

to perform certain tasks and pandlef/spetific g 1b11 {1gs- O mfermal,

devejoping naturally. Informal work groups mjight ihcludg grqups offworKers who regularly
oet tpgether after work to discuss their jobs. (Jgoups,can b ref as belonging to certain
types, and the classification of groups by typejiollows:

group, important objectives and roles performed\by menljeps are predetermined. By contrast,
the informal group develops in a spontangous fashion, ahd the objectives and roles find in this
type of group arise from the current intergctions of mepibers.

" FORMAL OR INFORMAL - Groups can be ilassiﬂed as qither fgrmal or informal. In a formal

PRIMARY OR SECONDARY - Groups can also bej classified as either primary or secondary. A
primary group is small in size face-to-fac¢ coptact 1s generally frequent, and relationships
tend to be close and often intimate (family; playgroup). A secretary group assumes more of
an impersonal nature and maybe geography€ally distant (company; school).
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GROUP DYNAMICS

A psychoanalytjcal VIEW of the dynamics o a groug ecpgnises the group‘s emotional

inhibited, and identification with the leader takes place/ thoul ts could lead to envy and

[@ependent on either fighting or
that it can feel secure); and
e the leader, express warmth which

functions, are ﬂlt:rht or fight (gmups
fleeing); dependency (concerned wi

of the group, as well as imposed exte
onal aspects of group dynamics, but it

laj deasa d
coflesive group tC

y er | » cpmplete thg various
ahdlcreatg conditions in which the personal needs of |ndivydualsl afe sadsfied. Those who
have tudied gohesiveness emphasise the attgactiyengss off the Eﬁup tol members, the

motiyatidndf members to remain in the gﬁ and tlieir rgsistande tolléaving it (Mayo, Pastor
& mé¢indl, 1996). |

\ote: Please include points from the Textpook. /

/

4
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GROUP DECISION-MAKING STRATEGIES AND PITFALLS

INDIVIDUAL VERSUS GROUP DECISION MAKING

Many-people think that meeting is a waste of time. T
problems and make decisions on their own or wi

would rather sort out

like-piinded colleague. Committee

meeting is often seen as "all hot air" with effectfve [decigfons hugely made elsewhere (ofien

beforehand by those in power).

Early work by Maier and Solem (1952)
confidence that their solution was correct but dj

themselves into a wrong decision.

yout ube. com c/ MegalLect ur e/
+92 336,7801123

Taier and Solem also found Ahatjone

argue the case. This finding sq
participants in his experiments

obviously wrong solutiong, forlexamplejthat t
"Majority" weyé fin factyConfedlerates of the e¥perimenter, students trained to give the
answer. Just fwc cony deratﬁs f.ul exeft co siderable influence and three produced

the cgntemporary feral Pespite the fact that most people did not conform very6ften,

actuall rogluce s g ly lech

the answey ffavouiled py the r

rticipants| The legsoft here|is|pot so much that we might accept wrong gnswers
/ gioyp, but that jwe/mifh{ be inhibited from giving our own vi

natufe of the rest of the group.

m\chled (1955¥showed that this effect would p¢cur
qtﬁqi s for whikh thgre was no correct answer. He pfgnage

oftlcefs\to agrée with'the statement "I doubt whethef 1 opld 1ake a
thdugh they had just been selected for mulitary leaflership |

Maier and Solem found that lower spdtius indifidugls h d
decisionsl,Asch showed that women and ghempgrs G minl)nt
conform to the group answer when their dendér/or fuinor1

y st

We shall consider all the factors that inhibit grpupfme

we discuss the phenomenon of Group Think belpw. We've pr

occasions where we knew we should say pomething yet\k

However, here is particularly alarming as

can be. The extract (Brown, 1988) 1s an agtual

before a crash:

' discussion gave members

ch (1955) who showed that
d by a majority to agree with some quit

training.

less|upact/On group
grioups wetg more likely to
tds was emphasised by the

bérs from speaking out when
bably all can easily remember

quiet for a peaceful life.
well As sad example of how fatal group pressure

corporgfe recording of an airline crew shortly

/

GROUP BEHAVIOR IN ORGANIZATIONS



www.studyguide.pk
http://www.studyguide.pk
http://youtube.com/c/MegaLecture/videos
http://megalecture.com

ctures, Notes & Past Papers visit:
F. mregal ecture. com

OALEVELNOTES.COM

ORGANIZATIONAL PSYCHOLOGY

Captam: (In a relaxed voice) Well, we know where we are; we are all right.
Engineer: The boss has got 1t wired.

Co-pilot: I hope so

Captain: No problem

Co-Pilot: (Cautiously) Isn't this a hittle faster than you normally fly this
John?

Captamn: (Confidently) Oh yeah, but it's nice and smiodth. We are going to
get in‘right on time. Maybe a little ahea%(ﬁ time. We have called it made.
Co-piloti{Uncertainly) I sure hope so.

Engineer: You know, John, dear know th¢ differeg@e befween a duck and a
co-pilot?

Capt: What's the difference?
Engmeer: Well a duck can fly!
Captain: Well said!

t ube. com ST Wegal /3 ; i
voutube. cont ] fasatayare/in the last few minutes

ldne cyaghed. Here a majority of just two,
including some security of rank, ma |

b wise A nority of one.

Research does give the dking, on the average. The average

group will make a higher-quali S ar) the pverage individual. However, some
research indicates that the best|decigior ingdividual — one who possesses all the

information needed to makae, a I
better than a

the/strgngest aggunpent for group decision making 1s that it leads to incregs¢d
tign gnd greatar mgmber commitment to the course of action desy

he ef;i:n i1s a bad one? Research indicates that

ncrg¢ade peir commitment to the poor decision (
the po

n suminapy, although group decision making hag
adVanz)a es over indiyidual decision making, particujér]

delfisipns and |n intreasing the commitment to thefdecysi

Ny,

/ GROUP DECI

One of the most important procesdes i vork groups i
inclydes establishing group goals, choosing afjong yarious ¢
nefnbers, and determining standards of appropriate hehaviou

oups make these decisions have been o
years.

decision making, which

rdes gf actions, selecting new
. T?%mcesses by which

interest to qrgapizagiorial psychologists for many

/

As a rule, decision-making processes ayfe at manggement level, and decisions are fed
downwards through the organisation’s structufe. Where group decisions are made, these may
be democratic, autocratic or by consensus.

the process by which the group leader m the decision alone, using only the information

AUTOCRATIC DECISION - making is the siljnplest and most straighttorward strategy. It 1s
that the leader possesses.

GROUP BEHAVIOR IN ORGANIZATIONS
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The major advantage is that it is fast. However, because the decision is made based
only,on what s/he knows, the quality of the decision may suffer. An example could be the
selecfion of a new computer package for a company.

A variation on the strict autocratic decisioy making/appy oach occurs when the leader
secks information from group members to assis¥iy reaching a decision, but still holds the
final say. This s sometimes referred to as cor ulthtive/ decisiory making.

However, because the decision is madg bagedf onjy/on wihat the leader knows, the
quality of the decision may sufter. If the leadel actugll Kngws fvhich program is the best for
the group, there will be no drawback to the antocritic gppydach| If, however, the leader
cannot make an informed choice, the decigion may be/fajlty. In this cause, input from the
group members would be helpful.

yout ube. com c/ MegalLect ur e/

DEMECRATIC DECISION is 4 differdnt stratéey in which all group members are

allowed to discuss the decision nffl tep vdte pn ajpactie lar course of action. Typically, the
outcome is based on a majorit]

One adyhntage of this app1
xpepfence Of groyp members. Moreover, a greater number of alterngfiffes

may be congidefed/ Also, ctuse e moye
likely tgyfollow|the cifogen ¢ourse.

mastlopious diawbadk to democratic decision making is that 'is tifpet
onkuminel Becauge if pncpuiagés conflict, it can also be inefficient. Figally, althqughj it Lan
Aﬁ:&hh in aj gatigtiey rityl there may be a unhappy minorit who resigts it§\impleme tatm/n

of Hexbpcratid decisjon
ss, all groGp/Mmempers

sedifdr v Wwhortant
' wken ffects the future

"ONIENSUS|- A strat¢®¢ that overcomes some of the
makine 1s to 1

ecaulse it is very time-consuming, this njethpd 19 onl
r example, juries use this straj€y pecguse the

taking major decisions about changes in Hiredtion of the prganisatiop orin organisational
strubture or company policy. As would e expectey, the loutdone of consensus decision

ing is usually a high-quality, highly ¢ritiqued dcisiolh:_ bhcKed/by all members of the
roup. The obvious drawback 1s the trephendous amyunt|of tim& 1t may take a group to reach
consensus, and in some cases it may not pe possible.

GROUP DECISION _A PITFALLS

One might be forgiven for thinkigg that théCommittee is very conservative, low-risk
arena. A classic work by Stoner (1961) show .4 that business students in groups tended to
move towards more risky decisions than jones made by the individuals in those groups when
asked alone. This was originally dubbed risky shift phenomenon. However it was later
shown that sometimes groups shifted to ¢aution where group members were initially cautious

as individuals (Fraser, 1971).

GROUP BEHAVIOR IN ORGANIZATIONS
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When business executives decided on the ranking of investment projects, in a study
outside the normal risky shift research studies, they agreed as a group to take more risky
decisions than they have chosen as individuals.

- The fact of committing oneself to a group decision is
of one's shoulders and transferring it to the group/al d, in #
becomes more risky. Because each member redeivgs les
roles, consensus is likely to move towards acc

eqiivalent to lifting the burden
cess, the commitment

1l responsibility for potential
ce pf plofe rigk.

Risky shift are referred to as group polarisatiofy Gfopp pblarisation occurs when the
attitudes and opinions of the group, in connegHpn Wit s9ue, [change during a group
discussion. The change or shift could be togvards a [risk; autibus shift.

t / - .
yout “be;ggﬂgg%iﬁ?usuaﬂy arrive at High-q cause the alternative courses of
action have been subjected to dritics (tign. This is particularly true in the case of

consensus decision making, sirice efen bne 8#évia member can argue against a plan
favoured by th : an exggption to this rule. A complex set of
circumstances’cgn sopfetimes decu that\delays the critical evaluative process. What

: noymal cNitizal decision making that result in hasty afhd
catastroptucidectsigns/ JThe(situation is termed groupthink. Groupthink is a procesg tha
occurginthighly| cohegive detidion | aking groups, where a pressure develops toarrifve at a

earlyl decibign thefeb§/reducind th effectiveness of the group’s ability to make hikh quality,
/riti al deg¢ipiors
At fatfleld 00 personnel were aware of cracks #lthe rails ma ’ onthg be re{/
th ay eventpedly caused by them. The US Sp Challehger e ljjde on

tak in 1989 despitedast-minute warnings by senior éhginebrd

roupthink?"a term coined by social psychglogdst Jrvi g Jamg (}972)./occurs when a
group/makes faulty decisions because group presgured leafl to gdetetiofatidd df ¥mental
efficignc lity testing, and moral Judgme”. [Grqups affecte by|gtoupthink ignore
altergativies/and tend to take irrational actighs that d¢humanizé other gloupg. A group is
espegially vulnerable to groupthink whenlits mhe bgrs are{sintilat in pa eground, when the

1s insulated from outside opinions, and / hen\there Ire o ¢le
y

1ajang. His point was that in the decisiorls prgceding many disastep$ or business decisions,
€ consequences could and should have been anticipited.

Janus has documented eight symptoms of groupfhink: /

1. Ilusion of invulnerability —Createl exgessive opfimism that encourages taking
extreme risks.

2. Collective rationalization — Members discount warnings and do not reconsider their
assumptions.

Belief in inherent morality — Memberg believe in the rightness of their cause and

therefore ignore the ethical or m{}rtlp{é)nsequences of their decisions.

4. Stereotyped views of out-groups — Negative views of “enemy” make effective
fesponses to contlict seem unnecessary.

(o
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Direct pressure on dissenters — Members are under pressure not to express arguments

against any of the group’s views.

0. Self-censorship — Doubts and deviations from the perceived group consensus are not
£ expressed.

7. Hlusion of unanimity — The majority vie

unanimous.

8. Self-appointed ‘mindguards’ — Membelrs pfoteft theygroup and the leader from

information that 1s problematic or contfadigtofy tp the gfoup’s cohesiveness, view,
and/or decisions.

d judg€men}s are assumed to be

When the above symptoms exist in a gpbup that 1s frymg to make a decision, there is a
reasonable chance that groupthink will happen, althofgly it/is nog necessarily so. Groupthink
occurs when groups are highly cohesive fand avhen| they hinder considerable pressure to
make a quality decision. When pregsyregs for ynaninhity segm overwhelming, members are
less motivated to realistically appagd nat{ve coufses of action available to them.

yout ube. com c/ MegalLect ur e/

Thesesgsrosapepressures lead to

In th€ Challedger digadter severadl of these factors operated. Political pressureg’t go
ahead was fjow¢ since the president was due to talk with the first ever civilian a

oufpd forjif nof to sider¢dcritical. The day before launch the chief/rocket gndinegr
findlly chihgedl hi ecame a dissenter, but is views were neufrali$dd by dther /
t) m;ity Houiles

Janis thadle sophe recommendations that, if foli¢wied shguld help ; gmutﬁ?fuk
eVecqs by kedping discussion open and being receptivg tg alljfhe us¢, dgu nd altérnatives:

o | Point devil's advocates to take coftray pasitiofisiand] raise qugstions
/ Permit members to discuss 1g5hieg with asgociation outdide theé meeting
e Allow a period of second/Chapcg refonsideragion of doubig and alternatives

e Leader to encourage all membefs td speakf thejr mind and encourage the airing
of doubts and criticism; tHis slipuld ke done 1 atmosphere of personal
/ respect
MINORITY VIEWS /

Although we have seen that thosq in thie myinoryry often find it harder to get their views
taken seriously, nevertheless small cruis¢ do pomatipes went round majorities. Moscovici
(1985) conducted several studies of expegimgntal groups with minorities primed to argue a
contrary view. He concluded that, to suc¢eed| minorities must confidently and consistently
disagree with the majority even on issueg other than the present case. The minority view
needs to be realistic and consistently put] Xemeth (1986) argues that such munority views
have the effect on the majority of taking them to reconsider their own, perhaps superficial,
view of the plate.

(GROUP BEHAVIOR IN ORGANIZATIONS
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TEAM ROLES [
¢ AND TEAM BUILDING

While@groups are individuals working towards a goal, a\team consists of
interdependent workers with complementary ski

workyng toward a shared goal or outcome.

Teams are most appropriate when the task i1s complex, fequiring individuals with varied skills
and competencies to work together. That 1s why sqme/reséajchgrs emphasize the importance
of selecting the right individuals, based on membefs’(kngpwledgp, skills, abilities and other

characteristics, for a particular team and team fask

2000).

Teams and groups are words that
thatstess exgreamely difficult, if not poss
others argue that there are differen

themselves mutually accounta
authority and reyvard systexs.

It 1s pften mylch easigr o form a'groydp than a team. If you had a room filled @it

/

suLC s*]depe

fot confllict when working as a team.

add

THAM ROLRS

Most organisations these days us

expertipe] agg, or other common factors. Forming a group hased orj a
14 not panticularly difficult, although the effectiveness gt thg gfoups may

cpnsist of ap accofintant, a salesman, a company exedcutive/and a pecret
Ehch lMember]ofithe tam has a purpose and a functigh/withi
ds swa functional interpersonal dynaZmig. Ther# 1s usdally n

S0

cPipe, Hanson, Borman & Motowidlo,

ngeaply. Some academics maintain

iple, fo\distinguislf barveen teams and groups, but

two. For example a team could be
yentdry skills who are committed to a

ogf teams in the workplace are cleailly Aderftified-thdugh oelcan find oneself being
ssedl as the team without ever beingtold there/was dne ¢r heing iQvited onto it.

Marjagers who talk about their team are fnaki
thag/all their efforts are interdependent. If ong
Oduction is slowed down or another tegm is' inconyeniepcedl.

ng an\ effort|to det individual workers to realise
'a ersoyp sladks, thejresf must work harder,

e form gf team building activity in order to

motivate employees and make their working team§ sore effective. This is partly to offset
those negative tendencies that occur 1n gfoup

also to heighten people's awareness of their d

s which we have already considered, but 1t 1s
pendence upon one another.

GROUP BEHAVIOR IN ORGANIZATIONS
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As Furnham (1997) claim there is little empirical evidence that team building

procedures actually produce better performance or efficiency. One research for this is that 1t

18 difficult to measure outcomes that apply to a whole team (as against individuals) in a field _ N
setting, Hence it is difficult to measure team success. They are also very few measures of — < =l om0

how péaple actually behave in teams. Most psychometric measyres are of individual
characteristics.

One classic self assessment questionnaike of tedm ¥6les was developed by a Belbin
(1993). Over nine years groups of managers wére divén o séries Ef tests of intelligence and

personality, various combinations were formed to Brqgucg the qhestionnaire. Despite X QuaMCX ol
criticisms, it stands out as a rigorous piece o

En e fmy, e

roles that fare in a team. Usually some - Pas (b)Y
' s, there can be duplicates,
are as follows:

He 1dentified nine (originally eig
team members will perform more th
since not all teams have exactly 9 pdonld in theim. fl'

yout ube. com c/ MegalLect ur e/
+92 336 7801123

Overall Belbfn rojds| | / || Description \
[ ) Well-organized and predictable. A

practical hard-working organiser w

/ Im Iemehter attends to detail and everyday t
Takes basic ideas and makes t

A work in practice.
F Lots of energy and action, cha !en%n

Doip§ / aq:inq others to move forward ushgs
Sh:lapEr the group towards d?ﬁﬁf&l d |
/ actions. Can be insepfitive. .
/ Reliably sees things/through|td th A} ]h,-%\
Corhpleter/Finisher end, iroping out th inkleq ahd I/ » u\
# ensurjiig verything ks well. Can -
to

tArugt othdrs,

Sefyel diff withip'g’inal
Plant ng creatlive i iticisis that
v lead o néw solytidns js
Sees the | e. Fhi carefully
Thirzkiﬂ / Monitor/Evaluator zéd accuiately ut things. May lack
pDro Ien§~3élving 1 INSPI
cusjon theiptask. Can be seen as
excegsivgly controlling.

Specialist / 4 ¢~ 4/
GO
Coordinator
Cayeg forJindividuals and the team.

< gfspecte l¢ad@r who helps everyone

Team worker Goqd|listener and works to resolve
socigi’problems. Provides emotional
People / feelings support, and shows care.

plores new ideas and possibilities
with energy and with others. Good
networker. An outgoing, adaptable
Resource/invesﬁ?or communicator who makes external

contacts and seeks information to
bring to the team: tends to start
things rather than finished them

GROUP BEHAVIOR IN ORGANIZATIONS
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Where Belbin's questionnaire is used in team building exercises, participants use the
results to identify and discuss the roles they prefer and those they usually occupy. A very
importafit-aspect of such training is to get each team member to recognise and value the role

of others, éven if it is something they cannot fully understand o appreciate. Success in this | (T

- , : { \ =
leads to greater-awareness of the interdependence ofjeach teahh member on each other and Ml
can help people understand why their colleagues b€have different y to the way that they ( G Lo )

themselves do. It might also produce petty jealoysieq and/help, colleagues to see why some
members should have different treatment which ls not, 10 fact/ preferential.

According to Furnham (1997) there is litﬂlefgy opct
validity or reliability of Belbin's measure of team mtibs - Sbnib
there is very little evidence that people actuy ly do o¢cupy

ic ¢vidence to support the o
angl Swailes comment that

stgble team roles. This conclusion ( Qs A,
is supported by a study that employed meagures of pergondlifyyand video observation and SEEEE f&?‘i
anakvsisAt psaple taking part in busings3 dimfation letercised ¥ isher, Hunter & Masrossen, ~
2001). "Analys$is of the data showed tHat tHe Belbln tdatn role model lacked validity but that
personality characteristics could wéll inflfien jeopje’s béhaviour in teams.

According to Belbin's theory howeveft, excellddt teaths require:

° A leader of the goordinatpr type who cah see and use the strengths of every indiyigfual |
in the feanj in A patient mfannpr. Thk pérson also needs to be able to generate tlfe t

of gthgrs. [ |
° A plant-idr fhe hovel spltions to problems in which the team is stuck
* | A rdnge of {hitilding abjlify. Tleams of a academics, for instance, can

in de¢bate jand #ri ism angAot get on with action, whereas the well
/ will have dors finysKers within it.
|

© wi esgredd qf fhe skills associated with the other rofds in the
o n awargngss of their own limitations. Remember the changes dikcy in fth
ction gn groupAhink. Self aware teams can adidétifor H ciehcie ng

Teafn building, a common method ¢f infpfoviag relatio ships
milaf to process consultation except that all the/metbers bf a group participate together to

toamprove their work interactions. The [eoa ’- I team buflding i§ tg/improve the way group
efibers work together. Team building doés ndt focus\on Whatlth roup is trying to achieve.

1M a group, is

Team building is important when reengingering the jw people from different
functions work together. When new groupq are f¢ ed, teaf building can help group
members; quickly establish task and role rdlatiofiships so£hat they can work effectively
together. Team building facilitates the devdloprhent\of finctional group norms and values and
helps members develop a common approadh to solvi g problems.

Dr Bruce Tuckman published his Formjhg Storming Norming Performing model in
1965. He added a fifth stage, Adjourning, ih the 1970s. The Forming Storming Norming
Performing theory is an elegant and helpfu explanation of team development and behaviour,

It 1s one of the best known team development theories and has formed the basis of many
further ideas since its conception.

10
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Tuckman's theory focuses on the way in which a team tackles a task from the initial
formatien of the team through to the completion of the project. Tuckman's theory 1s

particularly, relevant to team building challenges as the phases are relevant to the completion
of any task undertaken by a team.

Tuckman's, model explains that as the te evelgps mathirity and ability,
relationships establish; and the leader changes lgad¢rship styie. Beginning with a directing
style, moving through coaching, then participatjng, |finishihg delggating and almost detached.
At this point the team may produce a successor leadlerf and the previous leader can move on to
develop a new team.

1. FORMING - THE team is assembléd and th¢ tgsk [s allocated. High dependence on \
Jout ube Co}ﬂeg&a e:[g?g; eguidance and direction. /Indpwdual rple i sésponsibilities are unclear. t

o2 Binrtevigspent planning, collegting informatipi) and honding. Leader must be prepared
irpogé, objectives and external

2. STORMING - The team

may cogipete for congral angl i naged this phase can be very destructivg for
the tedm.[Relfionships eanymembers will be made or broken 1n thigp

and spmg mdy never fe¢ov
rohing phasg. Jf a feam i too focused on consensus they may decide on a plan

ich is(leks dffectivé ih completing the task for the sake of the team A'hiy cqrriep 1
set bflgfoblems. [It is edsential that a team has strong facilitativg/leadefship i this

. InAh# 1dieal sithatipn

Al cn%ion { C)

e tehm at this

0

stage a individual members take greater r¢spopsibjility. The fisit during the Norming
stiage i that the team becomes satisfieq and loges dithey/ their freative gdge or the
diivethat brought them to this phasgZ Commitment and uhity is| stropg. The team may
en¥age in fun and social activities(Thd tgam/discupses|anfl dgvelops its processes and
working style. There is general respect| for the leader.

member to the team. Team leaders ¢gén fake a gfep ba{{

—

/+ PERFORMING - Not all teams make it'to the Rerformipg pfiase, which is essentially |
an era of high performance. Perforjming teams gre |dentified by high levels of |
independence, motivation, knowlefdge anfl competeng€. Decision making is ‘
collaborative and dissent is expected ang g¢ncouriged as there will be a high level of |
respect in the communication between feayy mepabers. |

5 ADJOURNING - This is the final ghas¢ addéd by Tuckman to cover the end of the |
project and the break up of the teapn. Spme call this phase Mourning, although thisis
a rather depressing way of looking at ghe situation. More enlightened managers have
called Progressive Resources in to|gfganise a celebratory event at the end of a project
and members of such a team will undoubtedly leave the project with fond memories

of their experience. |
_ "
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It should be noted that a team can return to any phase within the model i_f they
experience a change, for example a review of their project or goals or a c}lange in meml?ers of
a team.An a successful team when a member leaves or a new member joins the team will |
revert to the Forming stage, but it may last for a very short time as the new team member 1S

brought into the fold.

yout ube. conm ¢/ MegalLect ur e/
+92 336 7801123
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GROUP CONFLICT

Conflict cag.occur wathin groups or betv /cé them A onflibt is, unfortunately a fact of

everyday working hife. BEverybody's needs and wishg¢s cafinoj.alwhys be met and at some
point there 1s bound to be a musmatch between whatjong grdup aijd another wants, or between
management and employees. Looking at Belbin(s teany rofey we gan see that conflict will
inevitably occur within a team as energetic, imphtiept phapk

frants to go ahead against the

¥

advice of the computer coordinator.

“onsider the m went team wishing to make
cost cufs v order for the organisation ; 4 to supvive. Lewer salaries are announced,
longer hours and a few forced redung eniployeed hold a protest meeting 1 work
time. Everyday life is disrupted ?j;z 1s¢ everfyoie 1sjanery’or frightened. The productivity of
the complaint increases under this alimpdsphede gf diqruption and begins a vicious ¢ycle in

which no one can win. For thesq reagons| it no/otherls, organisations need 1o study the sourcg

of conthict and., more m}‘}m?ntlm ways o mangleit,

Contli
L Ofjuc

yout ube. corfo/midildG trs destructive at 1ts worst.

+92 336- 780112

r/aroup that 1s purposely designed to inhipit the

uf ty a persoi
Gray & Starke, 1984). There are mariy /\

thef persgn or group { )
betweert members of an organization, such as two }L\vc:y
L' 5 1D f;i;*‘ Ve the new L.E}mpa:'n,- imck unon and magfiagement

ﬁ'%'

atiaimnmen

Anele job |

b2 R
a::ﬂ}m. 10N stalic

im::r}fimfﬁj;i 1hie g

buigi Lj *

organigal

ons (Fﬁhili'h i‘%ﬁ*ﬁf‘%_;u%

SOURCES OF ¢

Kabanoft {1985) produced an anahysis ¢f

k E‘:C}I'l'{ﬂﬂ which saw most conflicts

ds the result of an interaction of any two of thelso s of ipfluienge gn work teams listed
btow:

é Informal: factors not part of the offjcial o

& Ability/knowledge: skills and knowledg

® Assignment: the position of peoplela

& Authority: the Power attached to a fole pr pe

& Allocation: task, time or resources pf freshly allocated to positions, jobs.

& Precedence: position or status of tapk of peeple,

/
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Examples of contlict between any two of these sources might be:

o] z Allocation/precedence: a group of secretaries argues that they should have new
Computers betore the junior clerks received them.

o Abiliftes/authority: a senior sales assistint who 4 promdeed to a Jower management
positionbut has poor delegation, superyisofy afd diplontatic skills.

o Assignment/location: a person from anlisolat¢d dgpartmént who knows little of the
rest of the organisation but is given thejrolg of equadjopportunities coordinator for the
whole organisation.

yout ube. conm ¢/ MegalLect ur e/
+92 336 7801123

STRUCTURE (including ambiduit

if there 1 1y Wi
of thewr job, cgnflict 1gdnevitaljle the

afds (fco-operative vs. competitively) is also a strong squrcéd of
potefitial \conthpt] This 1 heightened where the task of one individual gt grbugp is

WO K / /
ieightened with the task of one . ngleny upon
angothent For exapple/where one group must work o | ftey Vi u{yg{}up
héﬁﬁﬁ: fintghed with "there 15 a good chance of conf
|

ComMM

Systems of communication withig or b
the Kinds of experience that individuals biave in|whi
| ;h?!ugh to all members of the organisatign-folfmally\or by thq grapevine. Lack of appropriate.
wilormation by an appropriate time 1s a very frequeni conpplajnt Ut one crucial piece of
information does not arnve then employdges might spepd h lof of effort performing a task that
15 now not required or needs to be done differes pﬁe/féel particularly aggrieved if they
find that the junior know something betore the

Ips cap haye

]

ignificant effect on
ch information percolates

PERSONAL FACTORS

This covers personality and the value gpystems to which people adhere. Individuals,
who are highly assertive, with a leaning towards low esteem, have within themselves the
capacity to generate conflict. “Value sysiéms” are a significant variable in the study of social
contlict. They determine one’s outlook and behaviour and can be seen as a significant force
in prejudice, expressions of views about good and bad practices and the notions of equitable
rewards
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Ditterences in personality and temperament mean that certain persons may be likely

to engage in conflict. One of the most common sources of conflict results from the fact that
certain individuals simply do not get along with each other (Labi

e Y

A final characteristic that can be a pﬂteg{é causg of corflict 1s age. A good deal of
evidence indreates that younger workers are m

presumably because they have less to lose and|mofe t n/froin the outcomes of conflict
situations (Robbins, 1974).

MANAGEMENT ¢

‘there are potential benefits from a cOnfals

yout ube. com c/ MegalLect ur e/
+92 336 7801123

e Stimulate and motiv Is.

o (reate innovation through th se:«ﬁsz
e Indu eration of |
o Relieyve ungkpres: ej

[

_ od that 1s
o emphgsistitean merhbers’ dependence upon one another is 1’ “jdsaw”
| [Tedm whephbfers 'orl i'thla h
CO r¢sult] fof
| Als (Ve grpups
OUne C;I‘th | : hier 'fgtfg:{
L&#’?ﬁ 1) 1s that grotps form very strong identitiesy” The worklof Tajfel Ahgwed | easily
groups’lidentfties are formed and how this leads tb bgth fgrejudise and disdeinfindtion.
Tajf \7?1* thisfprocegs to be triggered.

8 hy also showed that 001npetiti{7rcas 10t frecegsar

I the workplace, we need to find|wasfs of I¢ssenipg the fnterjor hostility and the
intrgduction of super-ordinate goals is gn effgctive way jof achilevirg this(Sherif, White,
Hogad, 1961). It deals with resolving intragroyp coniict bly st{mulaging intragroup |
Ohesiveness through the introduction offa common jubofdinhtelgoal that is attractive to both
parties. When a group 1is split over some minor issue, 'rltr;t/lebing a more important super-

| ordinate goal may draw the two sides together 4% they Strivefo attain the common goal.

Another way of reducing intergroup conflict cofhes from the “coniact hypothesis”.
This 1s a popular strategy of bringing pedple fogetherin order to reduce stereotypes.
Sometimes this occurs through a friendly| conppetition, a discussion or a party.

Research has shown that in order for this ?mique to work, certain criteria need to be met:

o Group members should not behave in ways that confirm existing stereotypes.

 Individuals need to be seen as typical of their group, otherwise they may not be
seen as breaking the stereotype

1S
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° Meetings should be informal so that personal relationshi ps are pDSSlble
e There must be opportunity for members to do thi

e The environment must support co- j{;}ré}'
4 with members not obviously perfornfing tok S

¢ Members should have an equal status — this/wilf Be difficult in the workplace, but
efforts can be made to remove statu$ sighals sucH as tniform and formal titles.

Thomas (1976, 1992) has identified s itlict resolution strategies:

some part

yout ube. conl ¢/ Megalect ur e/
+92 336 7801123 u'a

» Collpboration-fa cqnflict rgspdution strategy in which the parties

solu

1s¢ oftheir status and power in the organizatigh [dy a|mdjor

/

Horizontal of] vertical stfain
Conflict in organigationg cah be ¢f two typek:
* Horizontal involves competition betiveen functions, sucH a les versus

production, or research gnd dgvelopmeni velsus en ineering.

« Vertical involves competition betivee ¥ hieraychical leyels, sdch as management
/ and workers

(a) Describe what psychologists have foyind out aboud grbup’behaviour in organisations. [8]

(b) Evaluate what psychologists have fogind olt Bbout group behaviour in organisations. [10]

(c) Using your psychologlcal Knowledge,| sugpgest \ways in which group conflict can be
managed. [6]

See!

May2002, November 2005, May 2007, May 2009, May 2010/31. May 2010/32
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