Instructor’s Manual: Behavior in Organizations
Chapter 8: Group Dynamics and Work Teams


8: Group Dynamics and Work Teams
Learning Objectives:

1. Define what is meant by a group and identify different types of groups operating within organizations.

2. Describe the importance of norms, roles, status, and cohesiveness within organizations.

3. Explain how individual performance in groups is affected by the presence of others (social facilitation) and the number of others with whom one is working (social loafing).

4. Define what teams are and describe the various types of teams that exist in organizations.

5. Describe the effectiveness of teams in organizations.

6. Explain the factors responsible for the failure of some teams to operate as effectively as possible and steps that can be taken to build successful teams. 
Chapter Overview

The first half of this chapter describes the nature of groups by defining what groups are, identifying various types of groups and why they form, explaining the various stages through which groups develop, and describing the dynamics of the way groups are structured. Following this, the attention shifts to how effective groups operate. Specifically, how people are affected by the presence of others, how the cultural makeup of a group affects performance, and the tendency for people to withhold their individual performance under certain conditions. 

Chapter Outline

I. PREVIEW CASE: RAZR Gives Motorola the Edge
A. Suggested In-Class Discussion Questions:
1. Do you think it's possible for something as advanced as the RAZR phone to be completely designed by just one person or are teams absolutely required?

2. How did Shaddock and Weiss’ handling of their team help it succeed?  What did they do?
3. Had the teams stayed within the regular organization and used the normal methods of development, would the RAZR phone be as successful as it is today?
II. GROUPS AT WORK: THEIR BASIC NATURE

A. Group Dynamics. The social science field of focusing on the nature of groups: the factors governing their formation and development, the elements of their structure, and their interrelationships with individuals, other groups, and organizations.

B. What Is a Group? A collection of two or more interacting individuals who maintain stable patterns of relationships, share common goals, and perceive themselves as being a group.  This definition provides four characteristics of a group:
1. Social Interaction. Members of the group must have some influence on one another, either verbally or nonverbally.
2. Stability.  While groups do change over time, there must be a relatively stable structure.
3. Common Interests or Goals.  Members must share common interests or goals.
4. Recognition as Being a Group.  The people in the group must recognize each other as members of their group and be able to distinguish members from nonmembers.
C. Types of Groups
1. Formal Groups.  Groups that are created by the organization, intentionally designed to direct its members toward some organizational goal.

a. Command Group.  A group determined by the connections between the individuals who are a formal part of the organization (i.e., those who legitimately can give orders to others).  These groups are normally determined by the organization’s rules regarding who reports to whom, and usually consists of a supervisor and his or her subordinates.

b. Task Group.  A formal organizational group formed around some specific task.  These groups may be composed of individuals with some special interest or expertise in a specific area regardless of their positions in the organizational hierarchy.

1) Standing Committees: permanent task groups.

2) Ad Hoc Committee: a temporary task group formed for a specific purpose.  Also known as task forces.
2. Informal Groups.  Groups tend to develop naturally among people, without any direction from the organization within which they operate.  A key factor in the formation of informal groups is a common interest shared by its members.

a. Interest Groups.  A group of employees who come together to satisfy a mutual interest.  Groups of workers that form as part of initial union activities fall in this category.  Membership in the group is voluntary.

b. Friendship Groups.  Informal groups that develop because the members are friends, often seeing each other outside of the organization.  These groups are means for members to satisfy the social needs that are so important to individual well-being.
D. Reasons for Joining Groups
1. To Satisfy Mutual Interests and Goals.  By bonding together, people can achieve actions that would be impossible as individuals.

2. To Achieve Security.  Groups derive safety from numbers and protection against common enemies.

3. To Fill Social Needs.  Being in groups helps satisfy people’s basic need to be with others (Maslow's need for affiliation).

4. To Fill the Need for Self-Esteem.  Group membership provides opportunities for people to be recognized.
E. The Five-Stage Model of Group Formation.  No matter what the reason may be for the group's formation, the way the group develops is fairly standard.  This model of group formation contains five sequential stages.
1. Stage 1: Forming.  During this stage, members become acquainted with each other.  They establish ground rules for unacceptable behavior and tend to be a bit confused and uncertain about the group itself.  The stage is complete when individuals think of themselves as members of the group.
2. Stage 2: Storming.  The state is characterized by a high degree of conflict within the group.  Members resist the control of the group's leaders and show hostility toward each other.  This stage ends when either (1) the conflicts are resolved and the group moves to stage three or (2) the conflicts are not resolved and the group disbands.
3. Stage 3: Norming.  At this point, the group becomes more cohesive and the individual member’s identification with the group becomes stronger.  Close relationships develop and a feeling of shared responsibility for the group's activities is heightened.  This stage ends when group members accept the common set of social expectations (norms).
4. Stage 4: Performing.  Finally, at this stage, the group can begin to work.  Energy that was devoted toward forming the group can now be expended in accomplishing the group’s goals.
5. Stage 5: Adjourning.  Few groups last forever.  Groups may end abruptly when their task is accomplished or they may simply wither away over time.  It is important to have formal closure for group: a ceremony or some other activity that recognizes the work the group accomplished.
F. The Punctuated-Equilibrium Model. A second conceptualization of how groups develop, this model claims that groups generally plan activities during the first half of their time together, then revise and implement their plans in the second half.

1. Phase 1.  During this phase, teams define their task and set their mission.  This first phase does not allow for much change.  At the halfway point toward the deadline, the group faces a crisis and shifts to Phase 2.

2. Phase 2.  The group drops its old ways of thinking and adopts new perspectives.  They then carry out their mission until the end of Phase 2 when they show the final bursts of activity necessary to complete their work.
III. THE STRUCTURAL DYNAMICS OF WORK GROUPS
A. Group Structure.  The stable pattern of interrelationships between individuals constituting a group; the guidelines of behavior that make group functioning orderly and predictable.  There are four different aspects of group structure: the various parts played by group members (roles), the rules and expectations that develop within groups (norms), the prestige of group membership (status), and the members’ sense of belonging (cohesiveness).
1. Roles: The Hats We Wear.  These are the parts people play in the group.

a. Role.  The typical behavior that characterizes a person in a specific social context.

b. Role Incumbent.  A person holding a particular role (the part in the group).

c. Role Expectations.  The behaviors expected of someone in a particular role (the role incumbent).

d. Role Ambiguity.  Confusion arising from not knowing what one is expected to do as the holder of a role.  This includes confusion over expectations, authority, and responsibility all of which may lead to job dissatisfaction.

e. Role Differentiation.  The tendencies for various specialized roles to emerge as groups develop.  This is from the beneficial effects of having different individuals perform different tasks for the benefit of the group.  This can be formal or informal.

f. Naturally Occurring Group Roles.  These three roles seem to spontaneously and naturally occur in group settings.
1) Task-Oriented Role.  The activities of an individual in a group who, more than anyone else, helps the group reach its goal.

2) Socioemotional Role.  The activities of an individual in a group who is supportive and nurturant of other group members and who helps them feel good.

3) Self-Oriented Role.  The activities of an individual in a group who focuses on his or her own good, often at the expense of others.
2. Norms: A Group’s Unspoken Rules.  Norms are the generally agreed upon informal rules that guide group members’ behavior.  These are not the formal and written organizational rules; they are informal social agreements on how to properly behave in the group.  Norms can develop in a number of different ways.

a. Prescriptive Norms.  Expectations within groups regarding what is supposed to be done.

b. Proscriptive Norms.  Expectations within groups regarding behaviors in which members are not supposed to engage.
3. Status: The Prestige of Group Membership.  Status is the relative prestige, social position, or rank given to groups or individuals by others.  People with higher status tend to be more influential.  Status may be formal or informally conferred.

a. Formal Status.  The prestige one has by virtue of his or her official position in an organization.  It is an attempt to differentiate between the degrees of formal authority given to employees by an organization.

1) Status Symbols.  Objects reflecting the position of any individual within an organization's hierarchy of power.

b. Informal Status.  The prestige accorded individuals with certain characteristics that are not formally recognized by the organization.
4. Cohesiveness: Getting the Team Spirit.  Cohesiveness is the strength of the group members’ desires to remain a part of the group.  Also known as esprit de corps.  Cohesive groups have members that are attracted to each other, accept the group's goals, and help work toward meeting them. Group cohesiveness is not always positive.  When the group's norms are in conflict with those of the organization, highly cohesive groups can have a negative impact on the organization.  The factors that influence group cohesiveness are:

a. Severity of Initiation.  The harder it is to become a member of the group, the more cohesive it will be.

b. Conditions of High External Threats or Competition.  When groups face a "common enemy," they tend to draw together for protection and safety.

c. Frequency of Contact.  When group members spend a significant amount of time together, cohesiveness is increased.

d. Size of Groups.  Smaller groups tend to be more cohesive.

e. Group History.  Groups with a history of success tend to be highly cohesive.
IV. INDIVIDUAL PERFORMANCE IN GROUPS

A. Social Facilitation: the tendency for the presence of others to enhance or impair an individual's performance.
1. The Drive Theory of Social Facilitation.  The theory that the presence of others increases arousal, which increases people's tendencies to perform the dominant response.  If that response is well learned, performance will improve.  But if it is novel, performance will be impaired.  This theory uses two basic psychological processes to explain social facilitation.
a. Heightened Emotional Arousal.  These are the feelings of tension and excitement people experience when in the presence of others.

b. Perform the Dominant Response.  When people are aroused, they perform their most likely behavior in the given setting.  Newly learned behaviors tend to exhibit incorrect dominant responses while 
rehearsed behaviors tend to be correctly exhibited. This may be explained by evaluation apprehension: the fear of being evaluated or judged by another person.
2. Social Loafing in Computer-Monitored Groups.  Computer-monitored groups are those whose performance is monitored indirectly (virtually) by computer.  Social facilitation occurs even when the "other person” is a computer, which may lead to lower levels of performance.
B. Social Loafing: “Free Riding” When Working with Others
1. Social Loafing.  The tendency for group members to exert less individual effort on an additive task (a task that could be accomplished by an individual but is instead done by more than one) as the size of the group increases.
2. Social Impact Theory.  A theory that explains social loafing in terms the diffused responsibilities for doing what is expected of each member of a group.  The larger the size of the group, the less each member is influenced by the social pressures acting upon the group.
3. Is Social Loafing a Universal Phenomenon?  Social loafing appears to be more common in individualistic cultures than in collectivistic cultures.  In fact, unlike the situation in individualistic cultures where team members are typically less productive when working in a group than when working alone, team members in collectivistic cultures are more productive in groups than they are when working alone.

a. Individualistic Cultures.  National groups whose members place a high value on individual accomplishments and personal success (such as the United States).

b. Collectivistic Cultures.  Cultures in which people place high value on shared responsibility and the collective good of all (for instance, Israel).
4. Overcoming Social Loafing.
a. Identification.  If each group member can be identifiable, that is, he or she can be publicly tied directly to his or her output; social loafing is less likely to occur.

b. Interesting Tasks.  When tasks are perceived to be vital to the organization, that is, meaningful and important, team members are less likely to loaf.

c. Reward Individuals.  Rewarding individuals for a group’s performance may help focus them on collective concerns and obligations, thereby lessening the likelihood of loafing.

d. Use Threats.  Loafing may be reduced by threatening to punish the group when individuals from the group are found to be slacking off.  
V. TEAMS: SPECIAL KINDS OF GROUPS
A. Defining Teams and Distinguishing Them from Groups
1. Team.  A group whose members have complementary skills and are committed to a common purpose or set of performance goals for which they hold themselves mutually accountable.

2. Differences between Teams and Groups.

a. Collective Work Products.  In teams, the outcome is the joint result of the team members working in concert; in groups, performance depends on the work of individual members.

b. Mutual Accountability.  In groups, the supervisor holds individual members accountable for their work, whereas in teams, members hold themselves accountable.

c. Common Commitment to a Purpose.  Teams establish "ownership" of their purposes and usually spend a great deal of time establishing their purposes, such as winning or being number one.  In teams, goals have a broader purpose that supplies a source of meaning and emotional energy to the activities performed.  Groups merely have a common goal.
d. Self-Managing.  Groups typically must be responsive to managerial demands throughout their life.  In teams, management establishes the mission and allows the team to do its job without further interference.  Teams are often described as being autonomous or semi-autonomous for this reason.
e. See the sidebar on page 310 to start an in-class discussion on achieving high performing teams.
B. Types of Teams. There are five dimensions used to categorize the types of teams.
1. Purpose or Mission.  This dimension focuses on why the team was formed
a. Work Teams.  Work team members are primarily concerned with using the organization's resources to effectively create its results.
b. Improvement Teams. Members of these teams are oriented primarily toward increasing the effectiveness of the processes used by the organization.
2. Time.  Here the concern is how long the team will last.
a. Temporary Teams.  These teams are established for a specific project and only exist for a finite period.

b. Permanent Teams.  These teams remain intact as long as your organization is still in existence.
3. Degree of Autonomy.  This is the degree to which teams operate autonomously (that is they make their own decisions).
a. Work Groups.  Management makes the decisions for group members and management is responsible for work outcomes.

b. Semi-Autonomous Workgroups.  Workgroups in which employees get to share the responsibility for decisions with their bosses and are jointly accountable for their work outcomes.

c. Self-Managed Work Teams.  Team members are free to make their own key decisions and are accountable for them.
4. Authority Structure.  This refers to the team’s connection to the organization’s overall authority structure: that is, whether or not team members are drawn from a single functional area.
a. Intact Teams.  Teams work within their own functional area (be that function based on product, profession, division, or some other criteria).
b. Cross-Functional Teams.  Teams consist of members from several different specialties.  Team members are from the same organizational level (within the hierarchy) but from different functions.  Using this type of team provides organizations with better decisions due to the team’s wider viewpoint.
5. Physical Presence.  This final dimension relates to how the members interact.
a. Physical Teams.  These are traditional teams where members are physically present.

b. Virtual Teams.  Teams operate across space, time, and organizational boundaries, communicating with each other only through electronic technology.
C. Creating and Developing Teams: A Four-Stage Process
1. Stage 1: Prework.  This stage contains the preliminary work required to set up a team.  The most important decision is whether or not to form a team at all.  The team’s objectives must be established, inventory of required skills made, and the authority of the team must be determined.
2. Stage 2: Create Performance Conditions.  Management must ensure the team has the proper resources needed to carry out its work.  These resources include material, people, and support.
3. Stage 3: Form and Build the Team.  There are three steps that can be taken to ensure this stage will be successful:

a. Set Boundaries.  Management should clearly establish who is and who is not a member of the team.

b. Acceptance of Mission.  Management must get members to accept the team's overall mission and purpose.

c. Clarify Mission and Responsibilities.  Management must make perfectly clear precisely what is expected of the team and the extent of their responsibility.
4. Stage 4: Provide Ongoing Assistance.  Management may need to help the team occasionally to eliminate problems and perform even better.
VI. EFFECTIVE TEAM PERFORMANCE

A. How Successful Are Teams?  Research suggests that teams are well received.  Teams can help enhance commitment to the organization, help reduce layers of management, but may not necessarily make firms more productive.
B. Potential Obstacles to Success: Why Some Teams Fail
1. Unwillingness to Cooperate.  If team members are unwilling to cooperate with one another, the teams will fail.
2. Lack of Management Support.  If teams are not given the resources they require, they will fail.
3. Managers’ Reluctance to Relinquish Control.  If managers do not “get out of the way” and let the team start to work toward its goals, the team will fail.
a. See the sidebar on page 319 to start an in-class discussion on management and teams.
4. Failure to Cooperate Between Teams.  The boundaries between the responsibility areas of most teams are very porous.  In order to succeed, teams must cooperate with each other.  If they do not, the team will fail.
VII. DEVELOPING SUCCESSFUL TEAMS.  “Teams are the Ferraris of work design.  They’re high performance but high maintenance and expensive.”
A. Compensate Team Performance.  In individualistic cultures such as the United States, compensation is commonly based on the work of the person.  Firms must begin to reward people based on team and organizational performance if they want to develop strong teams.
B. Communicate the Urgency of the Team’s Mission.  As mentioned earlier, people are more likely to willingly work on teams (and not “free ride”) when the work of the team is perceived to be very important to the future of the firm.
C. Train Members in Team Skills.  Formal effort directed toward making teams effective is referred to as team building.
1. Two Key Areas of Team Training.  

a. Being a Team Member.  These are the key interpersonal skills required to be an effective team member.  

b. Self-Management.  This involves training on the skills required to manage one is own behavior.
2. Team Training Exercises.
a. Role Definition Exercises.  This type of training is designed to reduce role ambiguity and increase the clarity of role expectations.

b. Goal-Setting Exercises.  These exercises help the team focus on what they must accomplish.
c. Problem-Solving Exercises.  These exercises help teams to develop new means of approaching problems.

d. Interpersonal Process Exercises.  These are trust building and communications exercises for team members.
e. See the sidebar on page 323 to start an in-class discussion on global teams.
1) Faultline.  A condition in which the key attributes of group members are correlated across group membership instead of cutting across group membership.

2) Ethnocentrism.  A bias towards one’s own subgroup against other subgroups.

3) Ethnorelativistic Thinking.  Taking the perspective of another group in understanding how they see the world, including one’s own group.
3. Is Team Training Effective?  Teamwork training can be effective if it is done properly.
a. Focus.  Training must be focused on what the team needs and be conducted properly.

b. Frequency.  Team training is not a one-time activity, must be done on a continuing basis.
D. Promote Cooperation Within and Between Teams.  This is often accomplished through having regularly scheduled meetings of team leaders to gather information from other teams to disseminate to their people.
E. Select Team Members Based on Their Skills or Potential Skills.  To be successful, teams must be composed of people with complementary skills.  Therefore, the selection of individuals for a team is critical to its success.
F. A Cautionary Note: Developing Successful Teams Requires Patience.  Creating successful teams is a time-consuming activity.  Peter Drucker, one of America's foremost management experts, claims that it takes five years to build a team.
VIII. SUMMARY AND REVIEW OF LEARNING OBJECTIVES   

1. Define what is meant by a group and identify different types of groups operating within organizations.

A group is a collection of two or more interacting individuals with a stable pattern of relationships between them who share common goals and who perceive themselves as being a group. Within organizations, there are two major classes of groups—formal groups (which includes command groups and task groups), and informal groups (which includes interest groups and friendship groups). 

2. Describe the importance of norms, roles, status, and cohesiveness within organizations.

Roles are the typical pattern of behavior in a social context. Norms are generally agreed-upon informal rules. Status refers to the prestige accorded group members. Cohesiveness refers to the pressures faced by group members to remain in their groups. Together, these factors determine the dynamics of people working in groups.

3. Explain how individual performance in groups is affected by the presence of others (social facilitation), the cultural diversity of group membership, and the number of others with whom one is working (social loafing).

Individual productivity is influenced by the presence of other group members. Sometimes, a person’s performance improves in the presence of others (when the job they are doing is well learned), and sometimes performance declines in the presence of others (when the job is novel). This phenomenon is known as social facilitation. Not only is performance influenced by the presence of others, but by the group’s racial/ethnic diversity. Performance in diverse groups is initially worse than performance in homogeneous groups, although these differences disappear with repeated involvement with the group. On additive tasks (i.e., ones in which each member’s individual contributions are combined), social loafing occurs. According to this phenomenon, the more people who work on a task, the less each group member contributes to it.

4. Define what teams are and describe the various types of teams that exist in organizations.

Teams are special kinds of groups—ones whose members focus on collective, rather than individual, work products, are mutually accountable to each other, share a common commitment to purpose, and are usually self-managing. Teams differ with respect to several dimensions: their purpose or mission (work teams vs. improvement teams), time (temporary teams or permanent teams), degree of autonomy (work groups, semi-autonomous work groups, self-managed teams), authority structure (intact teams vs. cross-functional teams), and physical presence (physical teams vs. virtual teams).

5. Understand the effectiveness of teams in organizations.

In general, teams are well received. Most people enjoy working in teams, at least after they have adjusted to them (which can take some work). Teams help enhance commitment among employees and are effective in promoting organizational efficiency by eliminating layers of management. However, teams are not always responsible for making individuals and organizations any more productive. Cases of companies becoming wildly successful after adopting teams, although compelling, cannot always be generalized to all teams in all situations.

6. Explain the factors responsible for the failure of some teams to operate as effectively as possible and identify things that can be done to build successful teams.

Despite some evidence of the team successes, some teams fail. This is often because: team members are unwilling to cooperate with each other, they fail to receive support from management, some managers are unwilling to relinquish control, and some teams fail to coordinate their efforts effectively with other teams. With some effort, teams can yield exceptionally high levels of performance. To build successful teams, it helps to do the following: provide training in team skills, compensate team performance, provide managerial support, promote employee support, promote cooperation within and between teams, and select team members based on their skills or potential skills.
Answers to Points to Ponder Exercises

Questions for Review
1. What is a group and how do groups form?

Social scientists formally define a group as a collection of two or more interacting individuals, with a stable pattern of relationships between them, who share common goals and perceive themselves as being a group. The model for group development is:

· Forming—members get acquainted with each other, they also establish the ground rules by finding out what behaviors are acceptable regarding the job (e.g., how productive they are expected to be) and interpersonal relations (e.g., who is really in charge).

· Storming—is characterized by a high degree of conflict within the group. Members often resist the control of the group’s leaders, and they show hostility toward each other.

· Norming—the group becomes more cohesive, and identification as a member becomes greater. Close relationships develop, and shared feelings become common.

· Performing—questions about group relationships and leadership have been resolved—and the group is ready to work. Having fully developed, the group may now devote its energy to getting the job done. 

· Adjourning—Groups may cease to exist because they have met their goals and no longer are needed. Other groups may adjourn gradually, as the group disintegrates either because members leave or the norms no longer are effective for the group.
2. How do norms, roles, status, and cohesiveness influence the operation of groups?
One of the primary structural element of groups is the members’ tendencies to play specific roles. Social scientists use the term role much the same as a director would refer to the character in a play. Many roles are assigned based on an individual’s position within an organization. Norms are generally agreed upon, informal rules that guide the members’ behavior. They represent shared ways of viewing the world. Norms differ from organizational rules as they are not formal and written. Status is the prestige of group membership. Within most organizations, status can be both formal and informal in nature.
3. How do the phenomena of social facilitation and social loafing influence the performance of individuals in group settings?
Social facilitation results from the heightened emotional arousal people experience in the presence of others. When people are aroused, they tend to perform the most dominant response, their most likely behavior in that setting. If someone is performing a well-learned act, the dominant response likely would be correct. If the behavior in question is relatively novel and newly learned, however, the dominant response likely would be incorrect.  Depending on how well an individual knew the task—performance will be impacted.

Social loafing refers to the phenomena in which the coordinated efforts of several people are added together to form the group’s product are known as additive tasks. When several people combine their efforts on additive tasks, however, each individual’s contribution tends to be less. This lessens the overall productivity compared to what each individual would have done working alone.
4. What are teams and how do they differ from groups?
A team may be defined as a group whose members have complementary skills and are committed to a common purpose or set of performance goals for which they hold themselves mutually accountable. There are several important distinctions between them. Students’ responses should clarify the differences between groups and teams in their discussion.

· Performance in groups typically depends on the work of individual members. Performance in teams, however, depends on the individual contribution and on collective work products, the joint outcome of team members working in concert.

· Typically, group members pool their resources to attain a goal, but individual performance is taken into consideration when issuing rewards. In contrast, teams focus on both individual and mutual accountability. They work together to produce an outcome that represents their joint contributions, and each member shares responsibility for that outcome. 

· The key difference is that in groups, the supervisor holds individual members accountable for their work, whereas in teams, members hold themselves accountable.

· Group members may share a common interest goal. Team members also share a common commitment to purpose. Moreover, these purposes typically concern winning in some way, such as being first or best at something. Teams are said to establish “ownership” of their purposes and usually spend much time establishing that purpose. 

· Teams differ from groups by the nature of their connections to management. Work groups typically are required to be responsive to demands regularly placed on them by management.
5. What does the evidence reveal about the effectiveness of work teams?
Data on the effective of teams is mixed.  Case studies often purport the effectiveness of teams—but because the environment is not controlled, it is unclear if the same experience would be true in another setting.  Researchers have begun to conduct controlled studies and are learning more about the effectiveness of teams overall.  However, it is reported that teams are well received, people seem to enjoy working in them and they are effective in eliminating layers of management.  However, they do not always make organizations more productive.
6. What are the major obstacles to team success and how can they be overcome?
There are four major obstacles to team success.  The first:  working in a team is demanding, and not everyone may be ready for them. One reason some teams fail is because their members are unwilling to co-operate. Second: some teams also are not effective because they fail to receive support from management. Third: some managers are unwilling to relinquish control. And fourth: teams might fail because they fail to co-operate with other teams. Training team members and others involved with teams is an effective way to overcome obstacles. It is important to communicate the urgency of the team’s mission and to confront the team with new facts to continue a fresh approach to problems.  Additionally, management support is critical to the overall success of the team.  Finally, patience is key—it takes time for a functioning team to develop fully.
Experiential Questions

1. Think of a group in which you have been working. How do the five-stage model and the punctuated-equilibrium model apply to this experience?
Students’ responses will vary based on their personal experience. They should review all five elements of the model and the basics of the punctuated-equilibrium model.

· Forming—members get acquainted with each other, they also establish the ground rules.

· Storming—is characterized by a high degree of conflict within the group. 

· Norming—the group becomes more cohesive, and identification as a member becomes greater. Performing—questions about group relationships and leadership have been resolved—and the group is ready to work. 

· Adjourning—Groups may cease to exist because they have met their goals and no longer are needed. 

The punctuated-equilibrium model.

· The punctuated-equilibrium model recognizes that members working to meet a deadline approach their task differently in the first half of their time together than they do in the second half.

· During the first half, or phase I, groups define their task, setting a mission that is unlikely to change until the second half of the group’s life. 

· Once groups reach the midpoint of their lives almost as if an alarm goes off, groups experience a sort of “midlife crisis,” a time when they recognize they must change how they operate if they are going to meet their goals.

· This begins phase 2 of their existence, which is a time when groups drop old ways of thinking and adopt new perspectives.
2. Describe an incident of social loafing in which you may have been involved (e.g., a class project). What might be done to overcome this effect?
Specific examples will vary; they should demonstrate the basic principles of social loafing. The more individuals who contribute to an additive task, the less each individual’s contribution tends to be—social loafing.

Suggestions to overcome social loafing:

· Make each performer identifiable. 

· Make work tasks more important and interesting.

· Managers can reward individuals for contributing to their group’s performance by encouraging their interest in their group’s performance.

· Another mechanism for overcoming social loafing is to use punishment threats.
3. How have your own experiences in work teams compared to those described in this chapter? Based on what you read, what could be done to make your own team experiences more successful?
Students’ answers will vary depending on their experiences but should include a discussion on the ideas included on how to make teams more effective from the text.
Questions to Analyze

1. Imagine that you are about to go on stage to give a solo piano recital. How would the phenomenon of social facilitation account for your performance?
The tendency for the presence of others to enhance an individual’s performance at certain times and to impair it at others is known as social facilitation. Social facilitation results from the heightened emotional arousal people experience in the presence of others. When people are aroused, they tend to perform the most dominant response, their most likely behavior in that setting. If someone is performing a well-learned act, the dominant response likely would be correct. If the behavior in question is relatively novel and newly learned, however, the dominant response likely would be incorrect.
2. Based on the evidence regarding the effectiveness of teams, would you say that the popularity of teams today is well founded?
Students’ responses will vary. The presentation in the text is that they are worthy of their popularity. Students should consider some of the limitations or liabilities in their discussion.
3. Think of any professional sports team, such as a professional baseball, football, or basketball team. In what ways do they fit the description of definition of teams used in this chapter?  In what ways do they not fit the description of definition of teams used in this chapter?
A group is a collection of two or more interacting individuals with a stable pattern of relationships between them who share common goals and who perceive themselves as being a group. Teams are special kinds of groups—ones whose members focus on collective rather than individual work products, are mutually accountable to each other, share a common commitment to purpose, and are usually self-managing.   A professional sports team doesn’t exactly fit the criteria for a team in this definition.  Most players are hired for their individual skill and are paid accordingly—not for how well they get along with others.  They do share a common commitment to a purpose, but are not self managed.
.
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