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s1on. 

Understanding 
orkTeams 

· , - Al tcr stud'jir :J th:s c~a::tc·r, you should be r1biP to: 
' • • .. ' 

1. Contrast groups and teams, and analyze.th~ growing popularity of using teams in . ' ~ ' , • 

organizations. · . 

2. Compare and contrast four types of teams. 
3. Identify the characteristics of effective teams. . 

4. Show how organizatio·ns can creat.e team players. • 

5. Decide when to use individuals instead of teams. • 

I' ' ;•• • • 

6. Show how the u~tandlng of teams differs in a global context 
• • • t J • 

' ' ' 

In this chapter we will turn our attention to a particular type of group, namely 
worlc teams. Approximately 80 percent of Fortune 500 companies now have half or 

more of their employees on teams. And 68 percent of small U.S. manufacturers are 
using teams in their production areas.1 Thus, teams are increasingly becoming the 
primary means for organizing work in contemporary business firms. 

H ow do we explain the current popularity of teams? As organizations have restruc
tured themselves to compete more effectively and efficiently, they have turned to 
teams as a better way to use employee talents. Management has found that teams are 
more flexible and responsive to changing events than are traditionaJ departments or 
other forms of permanent groupings. Teams have the capability to quickly assemble, 
deploy, refocus, and disband. But don't overlook the motivational properties of 
teams. Consistent with our discussion of the role of employee involvement as a 
motivator, teams facilitate employee participation in operating decisions. So another 

From Chapter 9 of Essentials of Organizational Behavior, 1 Ole. Stephen P. Robbins. 
Timothy A. J udge. Copyright 0 2010 by Pearson Prentice Hall. All rights reserved. 
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Understanding Work Teams 

explanation for the popularity of teams is that they are an effective means for manage
ment to democratize their organizations and increase employee motivation. 

The fact that organizations have turned to teams doesn't necessarily mean 
they're always effective. Decision makers, as hu1nans, can be swayed by fads and herd 
mentality. Are teams truly effective? What conditions affect their potential? How do 
teams work together? These are some of the questions we'll answer in this chapter. 

DIFFERENCES BETWEEN GROUPS AND TEAMS 

Groups and teams are not the same thing. In this section, we define and clarify the dif
ference between work groups and work teams.2 

We defined a group as two or more individuals, interacting and interdependent, 
who have come together to achieve particular objectives. A work group is a group 
that interacts primarily to share infom1ation and to make decisions to help each mem
ber perfonn within his or her area of responsibility. 

Work groups have no need or opportunity to engage in collective work that 
requires joint effort. So their performance is merely the summation of each group 
member's individual contribution. There is no positive synergy that would create an 
overall level of performance that is greater than the sum of the inputs. 

A work team generates positive synergy through coordinated effort. The individ
ual efforts result in a level of performance that is greater than the sum of those individ
ual inputs. Exhibit 1 highlights the differences between worlc groups and work teams. 

These definitions help clarify why so many organizations have recendy restruc
tured work processes around teams. Management is looking for positive synergy that 
will allow the organizations to increase perfo1mance. T he extensive use of teams cre
ates the potenti11/ for an organization to generate greater outputs with no increase in 
inputs. Notice, however, that we said potential. There is nothing inherently magical in 
the creation of teams that ensures the achievement of positive synergy. Merely caUing 
a group a team doesn't automatically increase its perfom1ance. As we show later in this 

EXHIBIT 1 Comparing Work Groups and Work Teams 

Work groups 

■ 
■ • 

• • 
4---Goal---

Work teams 

Cote.,.,_ perfii>t 101 .. c:e 

Neutral (¥,medm• Ntpiwe) if Synergy ----+ P'csidve 

Ind~ ~ Accountability ► · • :nd ~I 

Random ¥1d wried ._ __ Skills--• 
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chapter, effective teams have certain comn1on characteristics. If management hopes to 
gain increases in organizational performance through the use of teams, it needs to 
ensure that its teams possess these characteristics. 

TYPES OF TEAMS 
Teams can do a variety of things. They can make products, provide services, negotiate 
deals, coordinate projects, offer advice, and make decisions. In this section, we'll 
describe the four most common types of teams you're likely to find in an organization: 
prob/mi-solving teams, self-managed work teams, cross-functional teams, and virtual turrns 
(see Exhibit 2). 

Problem-Solving Teams 

Twenty years ago or so, teams were just beginning to grow in popularity, and most of 
those teatns took similar form. They were typically composed of five to twelve hourly 
employees from the same department who met for a few hours each week to discuss 
ways of improving quality, efficiency, and the work environment. We call these 
problem-solving teams. 

ln problem-solving teams, members share ideas or offer suggestions on how 
work processes and methods can be improved; they rarely have the authority to uni
laterally implement any of their suggested actions. For instance, Merrill Lynch cre
ated a problem-solving team to specifically figure out ways to reduce the number of 
days it took to open up a new cash management account.3 By suggesting cuts in the 
number of steps in the process from forty-six to thirty-six, the team was able to reduce 
the average number of days from fifteen to eight. 

Self-Managed Work Teams 

Although problem -solving teams involve employees in decisions, they "only" make 
recommendations. Some organizations have gone further and created tea.ms that can 
not only solve problems but implement solutions and take responsibility for outcomes. 

Self-man~d work teams are groups of employees (typically ten to fifteen in 
number) who perform highly related or interdependent jobs and take on many of ,he 
responsibilities of their former supervisors. Typically, these tasks involve planning and 
scheduling work, assigning tasks to members, making operating decisions, taking 
action on problems, and working with suppliers and customers. Fully self-managed 

EXHIBIT 2 Four Types of Teams 

Problem-solving Self-managed Cross.functional Virtual 
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Understanding Work Teams 

work tean1s even select their own members and have the members evaluate each 
other's performance. As a result, supervisory positions take on decreased in1portance 
and may even be eliminated. 

Business periodicals have been chock-full of articles describing successful appli
cations of self-managed teams. But a word of caution needs to be offered: The overall 
research on the effectiveness of self-managed work teams has not been uniformly pos
itive.4 Moreover, although individuals on these teams do tend to report higher levels 
of job satisfaction compared to other individuals, they also soanetimes have higher 
absenteeistn and turnover rates. lnconsistenL-y in findings suggests that the effective
ness of self-managed teams depends on the strength and makeup of team norms, the 
type of tasks the team undertakes, and the reward structure the team operates under
each of which can significantly influence how well the team performs. 

Cross-Functional Teams 

The Boeing Company created a team made up of employees from production, plan
ning, quality, tooling, design engineering, and information systems to automate shims 
on the company's C-17 program. T he team's suggestions resulted in drastically 
reduced cycle time and cost as well as improved quality on the C-17 program. 5 

T his Boeing example illustrates the use of cross-functional ~ams. These are 
teams made up of en1ployees from about the same hierarchical level but from different 
work areas, who come together to accomplish a task. 

Cross-functional teams are an effective means for allowing people from diverse 
are.as within an organization (or even between organizations) to exchange informa
tion, develop new ideas and solve problems, and coordinate complex projects. Of 
course, cross- func..1:ional teams :ire no picnic to manage. Their early stages of develop
ment are often very time consuming, as members learn to work with diversity and 
complexity. It takes time to build trust and teamwork, especiaUy among people from 
different backgrounds with different e>:periences and perspectives. 

Virtual Team~ 

The previously described types of teams do their work face-to-face. Vtrtual teams use 
computer technology to tie together physically dispersed members in order to achieve 
a common goal.6 They allow people to collaborate online-using communication 
links such as wide-area networks, video conferencing, or e-mail-whether they're 
only a room away or continents apart. Virtual teams are so pervasive, and technology 
has advanced so far, that it's probably a bit of a misnomer to call these teams "virtual." 
Nearly all teams today do at least some of their work: remotely. 

Despite their ubiquity, virtual teams face special challenges. They may suffer 
because there is less social rapport and less direct interaction among members. They 
aren't able to duplicate the normal give-and-take of face-to-face discussion. Especially 
when members haven't personally met, virtual teams tend to be more task oriented 
and exchange less social-emotional information than face-to-face teams. Not surpris
ingly, virtual team members report less satisfaction with the group interaction process 
than do face-to-face teams. For virtual teams to be effective, management should 
ensure that (I) trust is established among team members (research has shown that one 
inflammatory remark in a team member e-mail can severely undermine team trust); 
(2) team progress is monitored closely (so the team doesn't lose sight of its goals and 
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no team member "disappe:irs"); and (3) the efforts and products of the virtual team are 
publicized throughout the organization (so the team does not become invisible). 7 

Creating Effective Teams 

Many have tried to identify factors related to tearn effectiveness. However, recent 
studies have organi1,ed what was once a "veritable laundry list of characteristics" into a 
relatively focused model.8 Exhibit 3 summarizes what we currently know about what 
1nakes teams effective. As you'll sec, it builds on m:llly of the group concepts. 

The following discussion is based on the model in Exhibit 3. Keep in mind two 
caveats before we proceed. First, teams differ in form and structure. Because the model 
we present attempts to generaliz.e across all varieties of teams, you need to be careful 
not to rigidly apply the model~ predictions to all teams. You should use the model as a 
guide. Second, the model assumes that it's already been determined that teamwork is 

EXHIBIT 3 Team Effectiveness Model 

Context 
• Adequate resources 
• leadership and structure 
• Climate of trust 
• Performance evaluadon 

and reward systtms 

Composition 
• Abllldcs of members 
• Penonality 
• AUocilting roles 
• Diversity 
,Size oft.urns 
• Member flecibllty 
• Member prefe~ 

WorkOesf&n 
• Auu,nomy 
• Skil variety 
• Task Identity 
• Task significance 

Proce.u 
• Common purpose 
• Specific &oa!s 
• Tum efficacy 
• Conftia levels 
• Sodil loafing 
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preferable to individual work. Creating "effective" teams in situations in which individ
uals can do the job better is equivalent to solving the wrong problem perfectly. 

The key components of effective teams can be subsumed into four general cate
gories. First are the resources and other contextual influences that make teams effec
tive. The second relates to the cean1's composition. The third category is work design. 
Finally, process variables reflect those things that go on in the tean1 that influences 
effectiveness. What does team effectiveness mean in this model? Typically, it has 
included objective measures of the tean1's productivity, managers' ratings of the team's 
performance, and aggregate n,easures of 1nen1ber satisfaction. 

Context: What Factors Determine Whether Teams Are Successft11 

Four contextual f.ictors appear to be most significantly related to team performance: 

• 

1. Adequate RtsMn'Cer TeanlS are part of a larger organization system. As such, every work 
team relies on resources out5ide the group to sustain it. A scarcity of resoW'CeS directly 
reduces the ability of a te2n1 co perform its job effectively. As one set of researchers con
cluded, after looking at thirteen factors potentially rehtted to group perfonnance, "per
haps one of the most important chari.cteristics of an effective work group is the support 
the group receives fron1 the orguniution."9 This support includes timely information, 
proper equipment, adequate suffing, encouragement, and administrative assistance. 

2. Lea.do-ship t1TUI Struct:urt Teams can't function if they can't ag1ee on who is to do what 
and ensure that aU members contribute equally in sharing the work load Agreeing on 
the specifics of work and ho~v they fit together to integrate individual skills requires 
team leadership and structure. Leadership is especially important in multi-te2t11 
systemii-where different ttan15 need to coordinate their efforts to produce a desired 
outcorne. ln such systems, lt:aders need to empower teams by delegating responsibility 
ro the1n, and they need ro play the role of facilitator, making i.-ure the teams are coordi
nating their efforts so th.re they work together rather than against one another. 10 

3. Climate of Trust Members of effective t~ms trust each other. And they also exhibit 

--Team composition 
matters-the optimal way 
to construct teams depends = . 

trust in their leaders. 11 Interpersonal trust among team members facilitates 
cooper.ition, reduces the need to monitor each ochers' behavior, and bonds 
members around the belief that others on the team won't talce advantage of 
them. 1eam members, for instance, are more likely to take risks and expose 
vulnerabilities when they believe they can trust others on their tean1. 
Similuly, trust is the foundation of leadership. Trust in leadership is impor
tant in that it allows a team to be willing to accept and con1mit to its leader's 

on the ability, skill, or trait 
under consideration. 

goals and decisions. 
4. Performance Ei•ak,ntion and RroJard Systems How do you get team 1nembers to be 

both individually and jointly accountable? The traditional, individually oriented 
evaluation and reward system must be modified to reflect tea1n performance.12 

Indiv:idual performance evaluations and incentives may interfere with the develop
ment of high-performance teams. So in addition to evaluating and rewarding 
employees for their individual contributions, management should consider group
based appraisals, profit-sharing, gainsharing, smaU-group incentives, and other sys
tem modi6cations that reinforce team effor t and comminnent. 

Team Composition 

T he team composition category includes variables that relate to how teams should be 
staffed. In this section, we address the ability and personality of ream members, diver
sity, size of the team, and members' preference for teamwork. 
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Abilities of Members Part of a team's performance depends on the knowledge, 
skills, and abilities of its individual me111bers. 13 It's true that we occasionally read 
about an athletic team composed of mediocre players who, because of excellent coach
ing, determination, and precision teamwork, beats a far rnore talented group of play
ers. But such cases make the news precisely because they represent an aberration. As 
the old saying goes, "The race doesn't always go to the swiftest nor the battle to the 
strongest, but that's the way to bet." A team's performance is not merely the summa
tion of its individual n1embers' abilities. However, these abilities set parameters for 
what members can do and bow effectively they will perform on a team. 

To perform effectively, a team requires three different types of slciUs. First, it 
needs people who have technical expertise. Second, it needs people who have the prohkm
solving and decisio11-maJti11g skills to be able to identify problems, generate alternatives, 
evaluate those alternatives, and make competent choices. Finally, teams need people 
who have good listening, feedback, conflict resolution, and other int"Personal sltills. 

Research on the skills and abilities o f team members has revealed some interest
ing insights into team composition and perfonnance. First, when the task entails con
siderable thought (for example, solving a complex problem such as reengineering an 
assembly line), high-ability teams (that is, teams composed of mostly intelligent mem
bers) do better than lower-ability teams, especially when the work load is distributed 
evenly. (fhat way, team performance does not depend on the weakest link.) High
ability teams are also more adaptable to changing situations in that they can more 
effectively adapt prior knowledge to suit a set of new problems. 

Second, although high-ability teams generally have an advantage over lower-ability 
teams, this is not always the case. For example, when tasks are simple (for example, tasks 
that individual team members might be able to solve on their own), high-ability teams do 
not perform as well, perhaps because, in such rules, high-ability teams become bored and 
turn their attention to other activities that are more stimulating, whereas low-ability 
teams stay on task. High-ability reams should be "saved" for tackling the tough problems. 
So matching team ability to the complexity of the task is important. 

FinaJly, the ability of the team's knder also matters. Research shows that smart 
team leaders help less intelligent team members when they struggle with a task. But a 
less intelligent leader can neutralize the effect of a high-ability team.14 

Personality of Members We demonstrated that personality has a significant influ
ence on individual employee behavior. This can also be extended to team behavior. 
Many of the dimensions identified in the Big Five personality model have been shown 
to be relevant ·to team effectiveness. A recent review of the literature suggested that 
three of the Big Five traits were especially important for team performance.15 

Specifically, teams that rate higher on mean levels of conscientiousness and openness 
to experience tend to perform better. Moreover, the minimum level of team member 
agreeableness also matters: Teams did worse when they had one or more highly dis
agreeable members. Perhaps one bad apple can spoil the whole bunch! 

Research has also provided us with a good idea about why these personality 
traits are important to teams. Conscientious people are valuable in teams because 
they're good at backing up other team members, and they're also good at sensing 
when that support is truly needed. Open team members communicate better with one 
another and throw out more ideas, which leads teams composed of open people to be 
more creative and innovative. 16 
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Even if an organization does a really good job of selecting individuals for team 
roles, most likely they'll find there aren't enough, say, conscientious people to go 
around. Suppose an organization needs to create 20 te::ims of 4 people each and has 4-0 
highJy conscientious people and 4-0 who score low on conscientiousness. Would the 
organization be better off (A) putting all the conscientious people together (forming 
10 teams with the highly conscientious people and JO teams of members low on con
scientiousness) or (B) "seeding" each team with 2 people who scored high and 2 who 
scored low on conscientiousness? 

Perhaps surprisingly, the evidence tends to suggest that option A is the best 
choice; performance across the teams will be higher i f the organization forms 10 
highly conscientious teams and l O teams low in conscientiousness. "This n1ay be 
because, in such teams, members who are highly conscientious not only must perfom1 
their own tasks but also must perform or redo the ~sks of low-conscientious mem
bers. It may also be because such diversity leads to feelings of contribution inequity."17 

Diversity of Members We discussed research on the effect of diversity on groups. 
How does team diversity affect team performance? 

Many of us hold the optimistic view that diversity should be a good thing
diverse teams shouJd benefit from differing perspectives and do better. Unfortunately, 
the evidence appears to favor the pessimists. One review concluded, "Studies on diver
sity in teams from the last 50 years have shown that surface-level social-category dif
ferences such as race/ethnicity, gender, and age tend to ... have negative effects" on 
the performance of teams.18 As in the literarure on groups, there is some evidence that 
the disruptive effects of diversity decline over time, but unlike in group literature, 
there is less evidence rhat diverse teams perform better eventuaUy. 

One of the pervasive problems with teams is that although diversity may have 
real potential benefits, a team is deeply focused on commonly held information. But if 
diverse teams are to realize their creative potential, they need to focus not on their 
similarities but on their differences. T here is some evidence, for example, that when 
team members believe others have m ore expertise, they will work to support those 
members, leading to higher levels of effecriveness.19 The key is for diverse teams to 
communicate what they uniquely know and also what they don't know. 

Size of Teams The presider,t of AOL Technologies says the secret to a great team 
is to "think small. Ideally, your team should have seven to nine people."20 His advice 
is supported by evidence.21 Generally speaking, the most effective teams have five to 
nine members; experts suggest using the smallest number of people who can do the 
task. Unfortunately, there is a pervasive tendency for managers to err on the side of 
making teams too large. Although a minimum of four or five may be necessary to 
develop diversity of views and skills, managers seem to seriously underestimate how 
coordination problems can exponentially increase as team members are added. 

-By matching individual . 
' . preferences wrth team role 
~ . 

demands, managers · • 
' increase the' likelihood' et 

the team members w,7f[wo'if 
well together. 

When teams have excess members, cohesiveness and mutual 
· accountability decline, social loafing increases, and more and more 

people do less talking relative to others. Moreover, large teams have 
trouble coordinating with one another, especially when under time 
pressure. So in designing effective teams, managers should try to 
keep them at nine or fewer members. If a natural working u.nit is 
larger and you want a team effort, consider breaking the group into 
subteams.22 
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Member Preferences Not every employee is a tea1n player. Given the option, 
many employees wilJ select themselves out of tea1n participation. When people who 
would prefer to work alone are r equired to tea1n up, there is a direct threat to the 
team's morale and to individual member satisfacrion.23 This suggests that, when 
selecting team members, individual preferences should be considered along with abil
ities, personalities, and skills. High-performing teams are likely to be composed of 
people who prefer working as part of a group. 

Work Design 

Effective teams need to worlc together and take collective responsibility for complet
ing significant tasks. An effective team rnust be more than a "team in name only."24 

Based on terminology, the work-design category includes variables such as freedom 
and autonomy, the opporrunity to use different skills and talents (skil l variety), the 
ability to complete a whole and identifiable task or product (task identity), and work 
on a task or project that has a substantial impact on others (task significance). The evi
dence indicates that these characteristics enhance member motivation and increase 
team effectiveness. 25 These work-design characteristics motivate because they 
increase members' sense of responsibility and ownership of the work and because they 
make the work more interesting to perform. 

Team Processes 

The final category related to team effectiveness is process variables. These include 
member commitment to a common purpose, establishment of specific team goals, 
team efficacy, a managed level of conflict, and minimization of social loafing. 

Why are processes important to team effectiveness? One way to answer this 
question is to rerum to the topic of social loafing. We found that 1 + 1 + 1 doesn't neces
sarily add up to 3. In team eislcs for which each member's contribution is not clearly 
visible, there is a tendency for individuals to decrease their effort. Social loafing, in 
other words, illustrates a process loss as a result of using teams. But team processes 
should produce positive results. That is, teams should create outputs greater than the 
sum of their inputs. The development of creative alternatives by a diverse group 
would be o ne such instance. Exhibit 4 illustrates how group processes can have an 
impact on a group's actual effectiveness.26 Research teams are often used in research 
laboratories because they can draw on the diverse skills of various individuals to pro
duce more meaningful research as a team than could be generated by all the 
researchers working independently; that is, they produce positive synergy. Their 
process gains exceed their process losses. 

EXHIBIT 4 

Potendalpoup .. ~ ... 

Effects of Group Processes 

+ -
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Understanding Worl. Tean1s 

Common Plan and Purpose An effective tea,n has a common r lan and purpose 
that provides direction, momentum, and commitment for members.-71rus purpose is 
a vision, or master, plan. It's broader than specific goals. 

Members of successful teams put a tremendous amount of time and effort into 
discussing, shaping, and agreeing on a purpose that belongs to them both collectively 
and individually. This common purpose, when accepted by the team, becomes the 
equivalent of what celestial navigation is to a ship captain: it provides direction and 
guidance under any and all conditions. Like the proverbial ship folJowing the wrong 
course, teams that don't have good planning skills are doomed; perfectly executing the 
wrong plan is a lost cause.28 Effective teams also show reflexivity, meaning that they 
reflect on and adjust their master plan when necessary. A team has to have a good plan, 
but it also has to be willing and able to adapt when conditions call for it.29 

Specific Goals Successful teams translate their common purpose into specific, mea
surable, and realistic performance goals. We den1onstrated how goals lead individuals 

- As long as it remains 
focused on the task. 
conflicts stimulate 
discussion, promote critical 
assessment of problems 
and options, and can lead to 
better team decisions. 

to higher performance, goals also energize teams. Specific goals facil
itate clear communication. T hey also help teaois maintain their focus 
on getting results. 

Also, consistent with the research on individual goals, team 
goals shouJd be challenging. Difficult goals have been found to raise 
team performance on those criteria for which they're set. So, for 
instance, goals for quantity tend to raise quantity, goals for ~eed tend 
to raise speed, goals for accuracy raise accuracy, and so on.3 

Team Efficacy Effective teams have confidence in themselves. They believe they 
can succeed. We caJl this team efficacy.31 Success breeds success. Teams that have been 
successful raise their beliefs about future success, which, in tum, motivates them to 
work harder. What, if anything, can management do to increase team efficacy? 1wo 
possible options are helping the team to achieve small successes and providing skill 
training. Small successes build team confidence. As a team develops an increasingly 
stronger performance record, it also increases the collective belief that future efforts 
will lead to success. In addition, managers should consider providing training to 
improve members' technical and interpersonal skills. The greater the abilities of team 
members, the greater the likelihood that the team will develop confidence and the 
capabiJity to deliver on that confidence. 

Mental Models Effective teams have accurate and common mental models
knowledge and beliefs (a 14psychologicaJ map") about how the worlc gets done. If team 
members have the wrong mental models, which is particularly likely to happen with 
teams under acute stress, their performance suffers. 32 For example, in the Iraq war, 
many military leaders said they underestimated the power of the insurgency and the 
infighting among Iraqi religious sects. The similarity of team members' mental mod
els matters, too. If team members have different ideas about how to do things, the 
teams will fight over how to do things rather than foc."US on what needs to be done.33 

Conffict Levels Conflict on a team isn't necessarily bad. Teams that are com
pletely void of conflict are likely to become apathetic and stagnant. So conflict 
can actually improve team effectiveness. 34 But not all types of conflict. 
Relationship conflicts-those based on interpersonal incompatibilities, tension, 
and animosity toward others- are almost always dysfunctional. However, on 
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teams performing nonroutine activities, disagreements among members about task 
content (called task conflicts) is not detrimental. In fact, it is often beneficial because it 
reduces the likelihood of groupthink. Task conflicts stimulate discussion, promote crit
ical assessment of problems and options, and can lead to better tean1 decisions. So, 
effective teams can be characterized as having an appropriate level of conflict. 

Social Loa6.ng We talked about the fact that individuals can hide inside a group. 
They can engage in social loafing and coast on the group's effort because their indi
vidual contributions can't be identified. Effective teams fight this tendency by holding 
themselves accountable at both the individual and team levels. Successful teams make 
men1bers individually and jointly accountable for the tea1n's purpose, goals, and 
approach.35 Therefore, members should be clear on what they are individually 
responsible for and what they are jointly responsible for. 

TURNING INDMDUALS INTO TEAM PLAYERS 

To this point, we've made a strong case for the value and growing popularity of teams, 
but many people are not inherently team players. There are also many organizations 
that have historically nurtured individual accon1plishments. Finally, countries differ in 
terms of how they rate on individualism and collectivism. Teams fit well with coun
tries that score high on collectivism. But what if an organization wants to introduce 
teams into a work population that is made up largely of individuals born and raised in 
an individualistic society? A veteran employee of a large company, who had done well 
working in an individualistic company in an individualist country, described the expe
rience of joining a team: "T'm learning my lesson. I just had my first negative perfor
mance appraisal in 20 years. n36 

So what can organizations do to enhance team effectiveness-to turn individual 
contributors into team members? The following are the primary options managers 
have for trying to turn individuals into team players. 

Selection: Hiring Team PL'lyers Some people already possess the interpersonal 
skills to be effective team players. When hiring team members, in addition to the tech
nical skills required to fill the job, care should be taken to ensure that candidates can 
fulfill their tea1n roles as well as technical requirements.3i Very disagreeable or uncon
scientioos people, for example, are probably not your first choice as team meinbers. 

Training: Creating Team Players A large proportion of people raised on the 
importance of individual accomplishments can be trained to become team players. 
Training specialists conduct exercises that allow employees to experience the satisfac
tion that teamwork can provide. They typically offer workshops to help employees 
improve their problem-solving, communication, negotiation, conflict-management, 
and coaching skills. Emerson Electric's Specialty Motor Division in Missouri, for 
instance, has achieved remarkable success in getting its 650-member workforce not 
only to accept but to welcome team training.38 Outside consultants were brought in to 
give workers practical skills for working in teams. After less than one year, employees 
were enthusiastically accepting the value of teamwork. 

Rewarding: Providing Incentives to Be a Good Team Player An organization's 
reward system needs to be reworked to encourage cooperative efforts rather than 
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cornpetitive ones.39 For instance, Hallmark Cards, lnc., added to its basic individual
incentive system an annual bonus based on achieven1ent of tearn goals. 'I'rigon Blue 
Cross/Blue Shield changed its syste1n to r eward an even split between individuaJ goals 
and team-like bchaviors.40 

BEWARE! TEAMS AREN'T ALWAYS THE ANSWER 

Tean1work takes more time and often more resources than individual work. For 
instance, teams have increased co1nmunication demands, conflicts to be managed, and 
meetings to be run. So the benefits of using teams have to exceed the costs. And that's 
not always the case.41 In the excitement to enjoy the benefits of teams, some managers 
have introduced them it1to siruations in which the work is better done by individuals. 
Before you rush to irnplement teams, you should carefully assess whether the work 
requires or will benefit fro1n a collective effort. 

How do you know if the work of your group would be better done in teams? It's 
been suggested that three tests be applied to see if a team fits the situation.42 First, can 
the work be done better by more than one person? A good indicator is the complex.icy 
of the work and the need for different perspectives. Simple tasks that don't reguire 
diverse input are probably better left to individuals. Second, does the work create a 
common purpose or set of goaJs for the people in the group that is more than the 
aggregate of individual goals? For inst11nce, many new-car dealer service departments 
have introduced teams that link customer-service personnel, mechanics, parts special
ists, and sales representatives. Such teams can better manage collective responsibility 
for ensuring that customer needs are properly met. The final test to assess whether 
tea.ms fit the situation is to determine whether the members of the group are interde
pendent. Using team!. makes sense when there is interdependence between tasks
when the success of the whole depends on the success of each one and the success of 
each one depends on the success of the others. Soccer, for instance, is an obvious team 
sport. Success requires a great deal of coordination between interdependent players. 
Conversely, except possibly for relays, swim teams are not really teams. 'I"hey're 
groups of individuals, performing individually, whose total performan~e is merely the 
agg1egate summation of their individual perfonnances. 

Although research on global considerations in the use of teams is just beginning, three areas 
are particularly worth mentioning: the extent of teamwork, self-managed teams. and team 
cultural diversity. 

Extent of Teamwork Although the use of work teams is pervasive in the United 
States, some evidence suggests that the extent of teamwork- the degree to which teams 
deeply affect the way work is done is not as significant in the United States as in other 
countries. One study comparing U.S. workers to Canadian and Asian workers revealed that 
51 percent of workers in Asia-Pacific and 48 percent of Canadian employees report high 
levels of teamwork. But only about one-third (32 percent) of U.S. employees say their 
organization has a high level of teamwork.43 Thus, although teamwork is widely used in 
the United States, this evidence suggests that there still is a heavy role for individual 
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contributions. Given that U.S. culture is highly individualistic, that may continue to be true 
for quite some time. 

Self-Managed Teams Although self-managed teams have not proven to be the panacea 
many thought they would be. special care needs to be taken when introducing self-managed 
teams globally. For instance, evidence suggests that these types of teams have not fared well 
in Mexico, largely due to the culture's low tolerance of ambiguity and uncertainty and employ
ees' strong respect for hierarchical authority.44 Thus, in countries that are relatively high in 
power distance meaning that roles of leaders and followers are clearly delineated-a team 
may need to be structured so that leadership roles are spelled out and power relationships 
are identified. 

Team Cultural Diversrty and Team Performance Earlier. we discussed research on 
team diversity in terms of faaors such as race or gender. But what about diversity created by 
national differences 7 Like the earlier research, evidence indicates that these elements of 
diversity interfere with team processes. at least in the short term.45 Cultural diversity does 
seem to be an asset for tasks that call for a variety of viewpoints. But culturally heteroge
neous teams have more difficulty learning to work with each other and solving problems. 
The good news is that these difficulties seem to dissipate with time. Although newly formed 
culturally diverse teams underperform newly formed culturally homogeneous teams. the dif
ferences disappear after about 3 months.'6 The reason is that it takes culturally diverse 
teams a while to learn how to wort through disagreements and different approaches to 
solving problems. 

• 

Few trends have influenced employee jobs as much as the massive movement to introduce 
teams into the workplace. The shift from working alone to working on teams requires employ
ees to cooperate with others, share information, confront differences. and minimize personal 
interess for the greater good of the team. Effective teams have common characteristics: 

■ Adequate resources 

■ Effective leadership 
■ A dimate of trust 

■ A performance evaluation and rev.,ard system that reflects team contributions 

Effective teams have individuals with technical expertise, as well as problem-solving, decision
making, and interpersonal skills; team members also have high scores on the personality char
acteristics of agreeableness, consclentio~ness, and openness to experience. Effective teams 
also tend to be smal~th fewer than ·ten people preferably made up of individuals with 
diverse backgrounds. They have members who fill role demands, are flexible, and prefer to be 
part of a group. The work that members do provides freedom and autonomy, the opportunity 
to use different skills and talents. the ability to complete a whole and identifiable task or prod
uct and work that has a substantial impact on others. Also, effective teams have members 
committed to a common purpose, specific. team goals. members who believe in the team's 
capabilities, a manageable level of conflict and a minimal degree of social loafing. 
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Because individualistic organizations and societies attract and reward individual 
accomplishments, it is more difficult to create team players in these environments. To make 
the conversion, management should select individuals with the interpersonal skills to be 
effective team players. provide training to develop teamwork skills, and reward individuals for 
cooperative efforts. 
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HARRY AND LEARNING TEAM 28 

On a chilly fall evening in early November, the learning team meeting, as always, started 
at 8:00 PM. All six n1e1nbers, Mark, Jane, Rajesh, Dick, Harry, and Svetlana were seated around 
the table with their laptops open. Dick was leading the first case for the night. He asked everyone 
if they were ready to begin the discussion for the f jnance case. 

Harry responded, "Ok, bul can we go more s lowly this ti1ne? The last time I sat through 
finance class, the professor asked me a question about which I was clueless." Dick and Jane 
exchanged quick glances. Harry seemed to catch the nonverbal gesture. He looked from one to 
the other, but said nothing. Rajesh replied, "That isn't a problem, Harry. Just ask us about 
anything that doesn't make sense as we go along. You know that." 

Rajesh waited for Harry to respond. }larry fidgeted in his chair, glanced at Dick, and 
grimaced slightly. He didn ' t seem to be satisfied with Rajesh's reassurance, but didn ' t say 
anything else to the team. 

A New Team Forms at Darden 

Leaming team #28 was a diverse group. Mark and }larry were both "poets," having studied 
political science and literature respectively at small liberal arts colleges. Mark had worked for a 
nonprofit; Harry was a graphic designer before Darden. Dick was a finance major fro1n a top 
Eastern school and had worked as a financial analyst for six years before he decided to take a break 
by attending business school. He was married and had a six-month-old daughter whom he 
described as his "bundle of joy." Like Dick, Jane was married with a two-year-old son. She had 
spent five years at a leading consulting firm as a business analyst~ after graduating with a major in 
marketing. Svetlana was an accountant from Bulgaria and had been a relationship manager at a 
large commercial bank in Sofia for four years. While receiving an MBA was her primary goal, she 
also hoped to improve her English during her stint in the United States. Rajesh, an engineer, had 
worked in manufacturing for the largest petrochemical company in India. 

This case was prepared by Roy Kuruvilla, James Pilachowski, and Prashant Prasad under the supervision of 
Professor Lynn Isabella. It was written as a basis for class discussion rather than to illustrate effective or ineffective 
hand ling of an administrative situation. Copyright © 2004 by the University of Virginia Darden School Foundation, 
Charlonesville, VA. All rights reserved. To order copies, send an e-,nail Jo sales@dardenpublishing.com. No part of 
this publication rnay be reproduced, stored in a retrieval systen1, used in a spreadsheet, or trans,nitted in any form 
or by any ,neans- electronic, ,nechanical, photocopying, recording, or other111ise 111ilhout the per,nission of the 
Darden School Foundation. 
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The learning teams were assigned during orientation, and the team described their first 
meeting as a "great experience." Harry's sentiment was shared by others: "We are such a diverse 
set of people. We all became friends instantaneously. We even went out for drinks the same 
evening, and I really got to know my team well. They are all fabulous people." The team met a 
couple more times during orientation, and the rapport continued to be excellent. They decided to 
meet at 7 PM on Sunday for their first learning team meeting. No one seemed to mind that there 
was little discussion of nonns or expectations. That very first Sunday, the team jumped straight 
into their accounting case. 

The first quarter passed without any major hiccups, and the learning team check-in (a 
designated class period set aside for learning teams to talk about their process) was a nonevent 
for them. They skipped the c lass and went off for lunch instead. While the work load was 
extremely heavy, all of the members agreed that they were learning more than they thought 
possible. However, the team had a lready begun to fracture into two subgroups, although they 
were not aware of it at the ti1ne. Communication tended to occur more smoothly within the 
subgroups than between the whole team. Dick and Jane, given their family commitments, shared 
a desire to get out of learning team every night before 10:00 PM. Mark and Harry ("the poets") 
shared an interest in intellectualizing about questions that were typical ly outside the scope of the 
cases, but they struggled somewhat with the more technical aspects of accounting a.nd finance. 
Finally, Svetlana and Rajesh tended to be more soft-spoken during case discussions, often 
requiring prompting to offer their own perspectives on cases. 

Leave No Person Behind 

From the outset of the second quarter, Harry knew that he was in over his head in finance. He 
struggled through the first few cases, often using his afternoons to sift through the finance textbook, 
trying to make sense of the new concepts and techniques that had been introduced the day before or 
in that night's case. In fact, on many occasions, he found himself neglecting his other courses, even 
when his team was expecting him to lead a case in one of those subjects. 

After a week of struggling in thi s fashion, Harry implored his team for help in closing his 
knowledge gap. Initially, all were will ing to take the extra time during learning team meetings to 
help get Harry up to speed. Not surprisingly, Mark was the most sympathetic. As a fe llow poet, 
he also struggled somewhat with finance but had managed to bui ld his own competency more 
rapid ly than had Harry. Thus, it was Mark who mounted support for Harry during the early part 
of the quarter, standing beside his colleague even when he fa iled to prepare his other cases. 

Dick and Jane understood finance quite well and were initially anxious to lend a hand to 
1--Iarry to help him reach parity as soon as possib le. Unfortunately, they became frustrated quickly 
when they realized that Harry ' s struggles with finance would not be overcome with in a week or 
two. For instance, when Harry expressed dismay about being lost while reading the fourth or 
fifth finance case of the quarter, Jane testily responded, "Why don' t you let us know specifically 
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what you don't understand, and we' ll take a few minutes to explain it to you." Harry did not 
exactly know what he did not understand; he had trouble explaining that to the rest of the group. 
Consequently, the team spent 45 minutes trying to help him understand the general concepts of 
that night's case. To Dick's annoyance, they did not complete that night 's study questions. 

Secret Meeting 

Within two or three weeks, the team came to realize that Harry was simply not 
absorbing the material quickly enough to keep pace. His special learning sessions had grown 
progressively longer in duration. Now it was rare for one of his team-tutoring sessions in 
finance to last less than one hour. 

One afternoon, Dick sent an email to everyone on the team, except for Harry. The email 
suggested that the team meet the next afternoon tor lunch to discuss potential solutions to '"the I·Iarry 
problem." Only Mark seemed to have reservations about accepting the invitation. I-le did not think 
that it was fair for the team to talk about Harry behind his back. In the end, however, he decided to 
attend in order to ensure that Harry's best interests were not entirely ignored during the meeting. 

As the team convened in Cafe 67 the next day, it was clear that Dick and Jane were in 
charge. They sat next to each other at the bead of one of the cafe's conference tables, and each 
nodded emphatically as the other explained how critical it was that "the Harry problem" be 
addressed quickly. 

Dick: lt is clear that we need to be more efficient if we arc going to keep pace with the 
other teams. Right now, Harry is really holding us back. Jane and I wanted us to get 
together as a team to discuss potential solutions to this problem, so that we can get our 
team back on track. 

Jane: Why don ' t we go around the table and each share one potential solution to the 
problem? Rajesh, we haven' t really heard how you feel about this whole situation. Why 
don 't you help us start the discussion? 

Rajesh shifted in his stool uncomfortably, looking from Jane to Svetlana. 

R.ajesh: I, uh, didn' t really think that we had an efficiency problem. 1 thought that we were 
trying to come up with solutions to help flarry. I don' t have a problem staying late some 
nights to help Harry learn fmance. 

Mark: I agree with Rajesh. We shouldn't be thinking about learning team in terms of a 
competition! We are doing what we need to, in order to get through the year as a team. 

19 



-4- UV3248 

Jane: Why don' t you tell that to my husband? While you are at it, explain to my children 
why I am never home in time to read to them or tuck them into bed! We need to find a 
way to reduce the amount of time we waste trying to make Harry understand a subject 
that he doesn' t seem capable of learning. 

Hearing this, Rajesh immediately dropped his eyes to his rather sub-par slice of cheese 
pizza. He wasn't hungry anymore. He did not like it when people raised their voices during 
meetings. Both he and Svetlana often talked about how much they disliked the confrontational 
nature of so many of their team discussions. He was surprised to hear Svetlana chirp up. 

Svetlana: Jane, l understand that you are disappointed that you haven't had more time 
for your family this semester. However, I think that Rajesh and Mark are right about our 
needing to help Harry rather than assume that he is somehow ruining our team. 

Dick: But, th ink about it, guys. A chain is only as strong as its weakest link. Does anyone 
really dispute that Harry is our weakest li nk? You all know that we certainly can't trust 
him to lead finance cases. But, also, on any night that we have a finance case, we know 
that he won't spend any time on other courses, so we can't depend on him for operations 
or marketing. So, what can we count on him to do? How is he helping us? I am seriously 
considering asking him to leave the team. Maybe he would have better luck with a team 
that moved at his pace. 

Jane: That sounds like a great plan to me. I know it won' t be easy. However, think about 
how great it would be every night, if we didn ' t have Harry slowing us down. 

Rajesh: I don't like that idea at a ll. It isn't Harry's fault that he is having so much trouble 
with this course. We should really be able to find some plan for compromising so that we 
can help him to learn and also help you guys get home to your families at a decent time 
each night." 

Dick: Why don' t we agree to send Harry our notes from finance class and give him the 
best spreadsheet every night so that he can look at it after the meeting? We' ll explain this 
plan to Harry at our next meeting, so that he knows that things have changed." 

Jane readily agreed to this plan. Svetlana and Rajesh thought that the idea was better than 
simply leaving Harry to his own devices for the rest of the year. More than anyth ing, though, they 
seemed relieved that the plan would end the conversation and allow the team to step back from the 
conflict that was starting to bubble to the surface. Mark was relieved to hear that the team wasn't 
seriously considering asking his friend to leave. On the other hand, he wondered if this course of 
action would really provide Harry with the support that he see1ned to need so badly. 
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The New Plan Is U nveilcd 

The five members agreed to arrive early the next night so that they would all be present 
when Harry arrived. He walked into the room promptly at 8:00 PM to find his teammates waiting 
for him. They were awkwardly quiet. Mark would not look him in the eye. 

Dick: Harry, we want to take some time to talk with you about how learning team has 
been progressing so far th is semester. 

Dick waited for a moment before continuing . Harry didn ' t say anything, wanting to hear 
exactly what Dick was talking about. 

Dick: The team met last night to discuss what we can do about your problems with 
finance. We don' t think that we can afford to spend as much time walking th rough the 
concepts with you any1n ore. We agreed that is keeping us from being as effic ient as we 
need to be. 

Harry looked puzzled. He looked around the room; only Dick and Jane were willing to 
look at him directly . The others seemed to be busy working on their computers. Harry was hurt 
that the team had had such an important discussion without him. He looked down, trying to think 
of something to say. 

Jane: We know it is hard for you. So we are each going to send you our notes from 
fi nance each day, and pick out the best spreadsheet, so that you have the best materials 
poss ible every day as you walk into class. In fact, since we' ll be spending more time on 
answering the questions for the cases, I'm will ing to bet that we ' ll have some of the best 
spreadsheets around. 

Harry: I feel guilty that I have been slowing you guys down. I didn' t realize that it was 
causing such a problem for everyone. 

Harry again looked around the room, looking for evidence that everyone felt the same 
way about the situation. Mark shifted in his chair, looking up as if he was about say something. 
Dick and Jane immediately looked at him. He looked back at his computer and remained silent. 
Rajesh and Svetlana looked even more uncomfortable with the conversation. They hoped that the 
conversation would end quickly and they could start talking about the cases. 

Harry: OK. It seems as though the team has agreed. I will have to do my best to abide by 
the decision. Let's get started on tonight's cases so that we don' t 'vvaste any more time. 
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The Plan in Action 

As the semester moved along, Harry becan1e progressively qu ieter during case 
conversations. It was implicitly understood that he would not lead any case discussions. He spent 
almost a ll of his time struggling to decipher the finance notes and spreadsheets that he received 
every evening. Mark stayed after learning team almost every night to walk him through his own 
notes and spreadsheet. Harry greatly appreciated the ass istance. However, the material was only 
getting more complicated. Because he was spending more time studying and worrying about 
upcoming exams, he wasn't getting much sleep . Thus, he was having a great deal of trouble 
focusing in class and during learning team meetings. 

During those meetings, he would not offer any of his thoughts un less someone asked him 
a direct question. In fact, he no longer asked any questions during learning team, regardless of 
the subject. Ile felt that doing so would only slow down the tea1n. He worried that the team had 
lost faith in him and that if he did anything else to raise their ire, they might ask him to leave the 
team. After all , while the spreadsheets and notes were so over his head that they only provided a 
modicum of assistance, it was better than walking into class empty-handed. He could not afford 
to lose his access to this infonnation. 

A New Precedent Is Set 

Harry's concern about slowing down the team see1ned to become pervasive throughout 
the team. Dick and Jane tended to work hard to keep the team focused on the case questions. 
They were thrilled to be leaving learning team every night by 10:00 PM. They noted with 
satisfaction that the great majori ty of other teams were still in their learning team rooms while 
they were walking out to the parking garage. 

Rajesh and Svetlana talked between themselves about how they felt that the case 
discussions could be much richer if the team would allow their conversation to expand beyond 
the highly directive case questions. However, neither o f them was wil ling to act as a catalyst in 
challeng ing Dick or Jane to change the way that the case discussions were structured. 

Given their impromptu tutoring sessions, Mark was worried that his friend might not be 
able to pass the final exam in finance. After all, it was less than three weeks away. Moreover, he 
knew that Harry couldn't depend upon partic ipation to buoy his overall grade. Harry had 
admitted to him that he only spoke in class when his professor asked him a question, and he was 
convinced that his answers did not add value to the conversation at all. 

Like Rajesh and Svetlana, Mark sensed that the learning team was not helping either 
Harry or any other member as much as it could. He wondered whether there was time this 
semester to take new steps to help Harry and to chart a new course fo r the learning team. 
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IQ and technical skills are important, but emotional intelligence is the 
sine qua non of leadership. 

HARVARD BUSINESS REVIEW • JANUARY 2004 

B EST OF H BR 1998 

hat Makes a Leader? 

by Daniel Goleman 

It was Daniel Goleman who first brought the 
term "emotional intelligence" to a wide audience 
wiLh his1995 book of that name,and it was Goleman 
who first applied the concept to business with his 
1998 HBR article, reprinted here. In his research 
at nearly 200 large, global companies, Goleman 
found that whi le the qualities traditionally asso
ciated with leadership-such as intelligence, 
toughness, determination, and vision-are re
quired for success, they are insufficient. Truly ef
fective leaders are also distinguished by a high 
degree of emotional intelligence, which includes 
self-awareness, self-regulation, motivation, em
pathy, and social skill. 

These qualities may sound "soft" and unbusi
nesslike, but Goleman found direct ties between 
emotional intelligence and measurable busi
ness results. While emotional intelligence's rele
vance to business has continued to spark debate 
over the past six years, Coleman's article re
mains the definitive reference on the subject, 

with a description of each component of emo
tional intelligence and a detailed discussion of 
how to recogn ize it in potential leaders, how 
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and why it connects to performance, and how it 
can be learned. 

Every businessperson knows a story about a 
highly intelligent, highly skilled executive 
who was promoted into a leadership posi
tion only to fail at the job. And they also know 
a story about someone with solid-but not 
extraordinary-intellectuaJ abilities and tech
nicaJ skills who was promoted into a similar 
posit ion and then soared. 

Such anecdotes support tl1e widespread be
lief that identifying individuals with the "right 
stuff" to be leaders is more art than science. 
After all, the personal styles of superb leaders 
vary: Some leaders are subdued and analyti
cal; others shout their manifestos from the 
1nountaintops. And just as important, different 
situations call for different types of leader
ship. Most mergers need a sensitive negotiator 
at the helm, whereas many turnarounds re
quire a more forceful authority. 

I have found, however, that the most effec
tive leaders are alike in one crucial way-. They 
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all have a high degree of what has come to be 
known as emotional intelligence. It's not that IQ 
and technicaJ skills are irrelevant. 'fhey do 1nat
ter, but mainly as "threshold capabilities"; that 
is, they are the entry-level requiren1ents for ex
ecutive positions. But my research, along with 
other recent studies, clearly shows that emo
tional intelligence is tl1e sine qua non of leader
ship. Without it, a person can have t11e best 
training in t11e world, an incisive, analytical 
mind, and an endless supply of sn1art ideas, 
but he still won't make a great leader. 

In the course of the past year, my col
leagues and J have focused on how emotional 
intelligence operates at work. We have examined 
the relationship between emotional intelligence 
and effective perfonnance, especialJy in .leaders. 
And we have observed how emotional intell i
gence shows itself on the job. How can you 
tell if someone has high emotional intelli
gence, for example, and how can you recog
nize it in yourself? 1n the following pages, 
we' ll explore these questions, taking each of 
the components of emotional intelligence
self..awareness, self-regulation, n1otivation, em
pathy, and social skill- in tum. 

Evaluating Emotional Intelligence 
Most large companies today have employed 
trained psychologists to develop what are 
known as "competency models" to aid them in 
identifying, training, and promoting likely 
stars in tJ1e leadership firmainent. ·rhe psy
chologists have also developed such models 
for lower-level positions. And in recent years, I 
have anaJyzed co1npetency rnodels from 188 
companies, most of which were large and gJo
baJ and included the likes of Lucent 1echnolo
gies, British Airways, and Credit Suisse. 

In carrying out tJlis work, my objective was 
to detennine which personal capabilities drove 
outstanding performance within these orgaili
zations, and to what degree they did so. I 
grouped capabilities into three categories: purely 
technical skilJs like accounting and business 
planning; cognitive abilities like analytical rea
soning; and competencies de1nonstrating emo
tional intelligence, such as the ability to work 
with others and effectiveness in leading change. 

To create some of the competency 1nodels, 
psychologists asked senior managers at the 
companies to identify the capabilities that typi
fied the organization's most outstanding leaders. 
1o create other models, the psychologists used 
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objective criteria, such as a division's profitabil
ity, to differentiate the star performers at se
nior levels within t11eir organizations from the 
average ones. Those individuals were then ex
tensively interviewed and tested, and their ca
pabilities were compared. This process resulted 
in the creation of lists of ingredients for highly 
effective leaders. The lists ranged in length 
from seven to 15 ite1ns and included such ingre
dients as initiative and strategic vision. 

When I analyzed all this data, I found dra-
1natic results. To be sure, intellect was a driver 
of outstarlding performance. Cognitive skills 
such as big-picture tJlinking and long-term vi
sion were particularly important. But when I 
calculated the ratio of technical skills, IQ, and 
e1notional intelligence as ingredients of excellent 
performance, emotional intelligence proved 
to be twice as important as the others for jobs 
at all levels. 

Moreover, my analysis showed that emo
tional intelligence played an increasingly impor
tant role at the highest levels of the company, 
where differences in tectulical skills are of neg
ligible importance. 1n other words, the higher 
the rank of a person considered to be a star per
fonner, the more emotional intelligence capa
bilities showed up as the reason for his or her 
effectiveness. When I co1npared star perform
ers with average ones in senior leadership posi
tions, nearly 90% of the difference in their pro
files was attributable to emotional intelligence 
factors rather than cognitive abilities. 

Other researchers have confirmed tl1at emo
tional intelligence not only distinguishes out
standing leaders but can also be linked to strong 
perfonnance. The findings of the late David 
McClelland, the renowned researcher in human 
and organizationaJ behavior, are a good exam
ple. In a 1996 study of a global food and bever
age company, McClelland found that when se
nior managers had a critical mass of emotional 
intelligence capabilities, their divisions outper
fonned yearly earnings goals by 20%. Mean
while, division leaders without that critical 
mass underperformed by aJn1ost t11e saine 
aJnount. McClelland's findings, iJ1terestingly, 
held as true in the company's U.S. divisions as 
in its divisions in Asia and Europe. 

1n short, U1e numbers are beginning to tell 
us a persuasive story about the link between a 
company's success and the emotional intelli
gence of its leaders. And just as important, re
search is also demonstrating that people can, if 
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they take the right approach, develop their 
en1otionaJ inte lligence. (See the sidebar "Can 
Emotional Intelligence Be Learned?") 

Self-Awareness 
Self-awareness is the first component of emo
tional intelligence- which makes sense when 
one considers that the Delphic oracle gave the 
advice to "know thyselP' thousands of years 
ago. Self-awareness means having a deep un
derstanding of one's emotions, strengths, weak
nesses, needs, and drives. People with strong 
self-awareness are neither overly critical nor un
realistically hopeful. Rather, they arc honest
with themselves and with others. 

People who have a high degree of self
awareness recognize how their feelings affect 
them, other people, and their job performance. 
·rhus, a self-aware person who knows that tight 
deadlines bring out the worst in hin1 plans his 
tiine carefully and gets his work done well in ad
vance. Another person with hjgh self-awareness 
will be able to work with a demanding client 
She will understand the client's in1pact on her 
moods and the deeper reasons for her frustra-
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tion. u•n1eir triviaJ demands take us away from 
the real work that needs to be done;• she might 
explain. And she will go one step further and 
turn her anger into something constructive. 

Self-awareness extends to a person's under
standing of his or her values and goals. Some
one who is highly self-aware knows where he is 
headed and why; so, for example, he will be 
able to be finn in turning down a job offer that 
is tempting financially but does not fit with his 
principles or long-term goals. A person who lacks 
self-awareness is apt to n1ake decisions that 
bring on inner turmoil by treading on buried 
values. "The 1noney looked good so I signed 
on;' son1eone might say two years into a job, 
"but the work n1eans so little to me that I'm 
constantly bored:' The decisions of self-aware 
people mesh with their values; consequently, 
they often find work to be energizing. 

How can one recognize se lf-awareness? First 
and foremost, it shows itself as candor and an 
ability to assess oneself realistically. People with 
high self-awareness are able to speak accu
rately and openly-although not necessari ly 
effusively or confessionally-about their emo-

The Five Components of Emotional Intelligence at Work 
Definition 

Self-Awareness the abili ty to recognize and understand your 
moods, emotions, and drives, as well as their 
effect on others 

Self-Regulation 

Motivation 

Empathy 

the ability to control or redirect disruptive impulses 
and moods 
the propensity to suspend judgment- to think 
before acting 

a passion to work for reasons that go beyond 
money or status 
a propensity to pursue goals with energy and 
persistence 

..,._ __________ --

the abili ty to understand the emotional makeup 
of other people 
skill in treating people according to their emotional 
reactions 

··-···-----·---··-- ·-·-·- . 
Social Skill proficiency in manag ing relationships and building 

networks 
an ability to find common ground and bui ld rapport 
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Hal lmarks 

self-confidence 

realistic self-assessment 
self-deprecating sense of humor 

trustworthiness and integrity 
comfort wi th ambiguity 
openness to change 

strong drive to achieve 
optimism, even in the face of failure 

organizationa l commitment 

- - -- - ------·-· . -
expertise in building and retaining talent 
cross-cultu ral sensitivity 
service to clients and customers 

-- .. -·-·----··--·-·· 
effectiveness in leading change 
persuasiveness 

expertise in build ing and leading teams 
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tions and the impact they have on their work. 
for instance, one manager l lmow of was skeplica I 
about a new personal-shopper service that her 
co1npany, a 1najor depart1nenl·store chain, was 
about to introduce. Without prompting from 
her tean1 or her boss, she offered them an ex
p lanation: "It's hard for me to get behind the 
rollout of U'lis service;• she admitted, "because I 
really wanted to run the project, but I wasn't 
selected. Bear with me while I deal with that!' 
The manager did indeed examine her feelings; 

Can Emotional Intellige11ce Be Learned? 
For ages, people have debated if leaders are 
born or made. So too goes the debate about 
emotional intelligence. Are people born with 
certain levels of empathy, for example, or do 
they acquire empathy as a result of life's expe
riences? The answer is both. Scientific inquiry 
strongly suggests that there is a genetic com
ponent to emotional intelligence. Psychological 
and developmental research indicates that 
nurture plays a role as well. How much of each 
perhaps will never be known, but research and 
practice clearly demonstrate that emotional 
intelligence can be learned. 

One thing is certain: Emotional intelligence 
increases with age. There is an old-fashioned 
word for the phenomenon: maturity. Yet even 
with maturity, some people still need training 
to enhance their emotional intelligence. Un
fortunately, far too many training programs 
that intend to bu ild leadership skills-includ
ing emotional intelligence-are a waste of 
time and money. The problem is simple: They 
focus on the wrong part of the brain. 

Emotional intelligence is born largely in the 
neurotransmitters of the brain's Ii mbic system, 
wh ich governs feelings, impulses, and drives. 
Research ind icates that the limbic system 
learns best through motivation, extended 
practice, and feedback. Compare this with the 
kind of learning that goes on in the neocortex, 
which governs analytical and technical ability. 
The neocortex grasps concepts and logic. It is 
the part of the brain that figures out how to 
use a computer or make a sales call by reading 
a book. Not surprisingly-but mistakenly-it 
is also the part of the brain targeted by most 
training programs aimed at enhancing emo
tional intelligence. When such programs take, 
in effect, a neocortical approach, my research 
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with the Consortium for Research on Emo
tional Intelligence in Organizations has shown 
they can even have a negative impact on peo
ple's job performance. 

To enhance emotional intelligence, organi
zations must refocus their training to include 
the limbic system. They must help people 
break old behavioral habits and establish new 
ones. That not only takes much more time 
than conventional training programs, it also 
requires an individualized approach. 

Imagine an executive who is thought to be 
low on empathy by her colleagues. Part of that 
deficit shows itself as an inability to listen; she 
interrupts people and doesn't pay close atten
t ion to what they're saying. To fix the problem, 
the executive needs to be motivated to 
change, and then she needs practice and feed
back from others in the company. A colleague 
or coach could be tapped to let the executive 
know when she has been observed failing to 
listen. She would then have to replay the inci
dent and give a better response; that is, dem
onstrate her abil ity to absorb what others are 
saying. And the executive could be directed to 
observe certain executives who listen well and 
to mimic their behavior. 

With persistence and practice, such a process 
can lead to lasting results. I know one Wall 
Street executive who sought to improve his 
empathy-specifically his ability to read peo
ple's reactions and see their perspectives. Be
fore beginning his quest, the executive's sub
ordinates were terrified of working with him. 
People even went so far as to hide bad news 
from him. Naturally, he was shocked when fi
nally confronted with these facts. He went 
home and told his family-but they only con
firmed what he had heard at work. When their 
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a week later, she was supporting the project fully. 
Such self-knowledge often shows itself in the 

h iring process. Ask a candidate to describe a 
time he got carried away by his feelings and 
did something he later regretted. Self-aware 
candidates will be frank in admitting to failure
and will often tell their tales with a smile. One 
of the hallmarks of self-awareness is a self
deprecating sense of humor. 

Self-awareness can also be identified during 
perfom,ance reviews. Self--a\.'lare people know-

opinions on any given subject did not mesh 
with his, they, too, were frightened of him. 

Enlisting the help of a coach, the executive 
went to work to heighten his empathy through 
practice and feedback. His first step was to 
take a vacation to a foreign country where he 
did not speak the language. While there, he 
monitored his reactions to the unfamiliar and 
his openness to people who were different 
from him. When he returned home, humbled 
by his week abroad, the executive asked his 
coach to shadow him for parts of the day, sev
eral times a week, to critique how he treated 
people with new or different perspectives. At 
the same t i me, he consciously used on-the-job 
interactions as opportunities to practice 
"hearing" ideas that differed from his. Finally, 
the executive had himself videotaped in meet
ings and asked those who worked for and with 
him to critique his abili ty to acknowledge and 
understand the feelings of others. It took sev
eral months, but the executive's emotional in
telligence did ultimately rise, and the improve
ment was reflected in his overall performance 
on the job. 

It's important to emphasize that building 
one's emotional intelligence cannot-will 
not-happen without sincere desire and con
certed effort. A brief seminar won't help; nor 
can one buy a how-to manual. It is much 
harder to learn to empathize-to internalize 
empathy as a natural response to people
than it is to become adept at regression analy
sis. But it can be done. "Nothing great was 
ever achieved without enthusiasm," wrote 
Ralph Waldo Emerson. If your goal is to be
come a real leader, these words can serve as a 
guidepost in your efforts to develop high emo
tional intelligence. 

PACE 5 



IIARVARD llUSINF.SS REVIEW • JANUARY 2004 

and are comfortable talking about-their limi
tations and strengths, and they often demon
sll-ate a thirst for constructive criticism. By 
contrast, people with low self-awareness inter
pret tJ1e message that they need lo improve as 
a threat or a sign of failure. 

Self-aware people can aJso be recognized by 
their self-confidence. They have a firm grasp of 
their capabilities and are less likely to set tJ1em
selves up to fail by, for example, overstretching 
on assignments. They know, too, when to ask 
for help. And tlle risks they take on the job are 
calculated. They won't ask for a challenge that 
they know they can't handle alone. They'll play 
to their strengths. 

consider tlle action of a midlevel employee 
who was invited to sit in on a strategy meeting 
with her company's top executives. Although 
she was U1e mosl junior person in the room, 
she clid not sit there quietly, listening in awe
struck or fearful silence. She knew she had a 
head for clear logic and lhe skilJ to present 
ideas persuasively, a11d she offered cogenl sug
gestions about the company's strategy. Al the 
same ti1ne, her self-awareness stopped her 
from wandering into territory where she knew 
she was weak. 

Despite tJ1e value of having self-aware peo
ple in the workplace, n,y research indicates 
that se11ior executives don't often give self
awareness the credit it deserves when they 
look for potential leaders. Many executives 
mistake candor about feelings for "wimpiness" 
and fail to give due respect to en,ployees who 
openly acknowledge their shortco1nings. Such 
people are too readily dismissed as "not tough 
enough" to lead others. 

In fact, the opposite is true. In the first place, 
people generally admire and respect candor. 
Furthennore, leaders are constantly required 
to make judgment calls that require a candid 
asscSSJnent of capabilities-their own and those 
of others. Do we have the 1nanagement exper
tise to acquire a competitor? Can we launch a 
new product within six months? People who 
assess then1sclves honestly- that is, self-aware 
people-are well suited to do the same for the 
organizations they run. 

Self-Regulation 
Biological impulses drive our e1notions. We 
cannot do away with them-but we can do 
much to n,anage them. Self-regulation, which 
is like an ongoing inner conversation, is the 
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component of emotionaJ intelligence that frees 
us from being prisoners of our feelings. People 
engaged i11 such a conversation feel bad moods 
and emotional impuJses just as everyone else 
does, but they find ways to control U,em and 
even to channel them in useful ways. 

Imagine an executive who has just watched 
a team of his employees present a botched analy
sis to the company's board of directors. In the 
gloom that follows, U1e executive might find 
himself tempted to pound on the table in anger 
or kick over a chair. He could leap up and scream 
at the group. Or he might maintain a grim si
lence, glaring at everyone before stalking off. 

But if he had a gift for self-regulation, he 
would choose a different approach. He would 
pick his words carefully, acknowledging the 
tea1n's poor performance witllout rushing to 
any hasty judgment. t-le would then step back 
to consider tJ1e reasons for the failure. Are they 
personal- a lack of effort? Are there any nliti
gating factors? What was his role i.n the debacle? 
After considering these questions, he would call 
the terun together, lay out the incident's con
sequences, and offer llis feelings about it. He 
would u,en present his analysis of the problem 
and a well-considered solution. 

Why does self-regulation matter so 1nuch for 
leaders? First of alJ, people who are in control 
of their feelings and i1npulses-that is, people 
who are reasonable- are able to create an en
vironment of trust and fairness. In such an en
vironment, politics and infighting are sharply 
reduced and productivity is high. Talented 
people flock to the organization and aren't 
tempted to leave. And self-regulation has a 
trickle-down effect. No one wants to be known 
as a hothead when the boss is known for her 
cahn approach. Fewer bad 111oods at the top 
mea11 fewer throughout the organization. 

Second, self-regulation is itnportant for com
petitive reasons. Everyone knows that business 
today is rife with an,biguity and change. Com
panies merge and break apart regularly. Tech
nology transforms work at a dizzying pace. Peo
ple who have mastered their e1notions are able 
to roll with the changes. When a new progra1n 
is announced, they don't panic; instead, they 
arc able to suspend judgment, seek out infor
mation, and listen to the executives as they ex
plain the new program. As the initiative rnoves 
forward, these people are able to move with it. 

Someti1nes they even lead the way. Consider 
the case of a n,anager at a large manufacturing 
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co,npany. Like her colleagues, she had used a 
certain software progran1 for five years. The 
prograrn drove how she collected and reported 

data and how she lhought about the con1-
pany's strategy. One day, senior execu tives 
a nnounced that a new program was to be in
stalled that wouJd radically change how infor
mation was gathered and assessed within the 
organi1.ation. While many people in the com
pany complained bitterly about how disrup
tive the change would be, the manager m ulled 
over the reasons for the new progran1 and was 
convinced of its potential to itnprove perfor
mance. She eagerly attended t raining sessions
some of her colleagues refused to do so-and 
was eventually promoted to run several divi
sions, in part because she used the new tech
nology so effectively. 

I wa nt to push the importa nce of self
regulation to leadership even further and 
make the case that it enhances integ1ity, which 
is not only a personal virtue but a lso an orga
nizational strength. Many of the bad things 
that happen in companies are a function of in1-
pulsive behavior. People rarely plan to exag
gerate profits, pad expense accounts, d ip into 
the till, or abuse power for selfish ends. Instead, 
an opportunity presents itse lf, and people 
with low impulse control just say yes. 

By contrast, consider the behavior of the se
nior executive at a large food company. The 
executive was scrupulously honest in his nego
tiations with local d istributors. He would 
routine ly lay out his cost structure in detail, 
thereby giving the distributors a reaHstic un
derstanding of t he company's pricing. This ap
proach meant the executive couldn't always 
drive a hard bargain. Now, on occasion, he 
fe lt the urge to increase profits by withhold
ing information about the company's costs. 
But he challenged that impulse- he saw that it 
m ade more sense in the long run to counter
act it. His emotional self-regulation paid off in 
strong, lasting relationships with distributo rs 
that benefited the company more than any 
short-term financial gains would have. 

The signs of emotional self-regulation, there
fore, are easy to see: a propensity for reflection 
and thoughtfulness; co,nfort with an1biguity 
and change; ru1d integrity- an ability to say no 
to impulsive urges. 

Like self-awareness, self-regulation often does 
not get its due. People who can master the ir 
e 1notions are so1nctimes seen as cold fi sh-
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their considered responses a re taken as a lack 
of passion. People with fiery te1npera1nents 
are frequently thought of as "classic" leade rs
their outbursts are considered hallmarks of 
charisn1a and power. But when such people 
make it to the top, their impulsiveness often 
works against them. In my research, extrerne 
displays of negative emotion have never 
e1nerged as a driver of good leade rship. 

Motivation 
If the re is one trait that virtually all effective 
leaders have, it is motivation. They a re driven 

to achieve beyond expectations- their own 
and everyone e lse's. The key word here is 
achieve. Plenty of people are motivated by ex
ternal factors, such as a big salary or the status 
lhat comes from having an i111pressive title or 
being part of a prestigious company. By con
trast, those with leadership potential are moti
vated by a deeply e1nbeddcd desire to achieve 
for the sake of achievement. 

If you are looking for leaders, how can you 
identify people who are motivated by the drive 
to achieve rather than by exten1al rewards? The 
fi rst sign is a passion for the work itself-such 
people seek out creative chaJJenges, love to learn, 
and take great pride in a job well done. They 
a lso display an unflaggmg energy to do things 
better. People with such energy often seem 
restless with the status quo. They are persistent 
with their questions about why things are done 
one way rather than another, they arc eager to 
explore new approaches to their work. 

A cosmetics compan y ,nanager, for example, 
was frustrated that he had to wait two weeks 
to get sales results from people in the field. I le 
finally tracked down an automated phone sys
tern that would beep each of his salespeople at 
s pm every day. An automated message then 
prompted them to punch in their numbers
how many calls and sales they had m ade that 
day. The system shortened the feedback tirnc 
on sales results fro,n weeks to hours. 

That story illustrates two other cornn1on traits 
of people who are driven to achieve. They are for
ever raising the performance bar, and they like 

to keep score. Take the perfonnance bar first. 
During performance reviews, people with high 
levels of motivation might ask to be "stretched" 
by their superiors. Of course, an employee who 
combines self-awareness with inten,al motiva
tion will recognize her limits- but she won't 
settle for objectives that seem too easy lo fulfill. 
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And it follows naturally that people who are 
driven to do better also want a way of tracking 
progress-their own, their team's, and U1eir 
company's. Whereas people with low achieve
ment motivation are often fuuy about results, 
those with high achievement motivation often 
keep score by tracking such hard measures as 
profitability or 1narket share. I know of a money 
manager who starts and ends his day on the ln
temel, gauging the performance of his stock 
fund against four industry-set benchmarks. 

Interestingly, people with high motivation 
rernain optin'listic even when the score is against 
them. In such cases, self-regulation combines 
with achievement motivation to overcome the 
frustration and depression that co1ne after a 
setback or failure. Take the case of an another 
portfolio n,anager at a large invesunent com
pany. After several successful years, her fund 
tumbled for three consecutive quarters, lead
ing three large institutional clients to shift 
their business elsewhere. 

S01ne executives would have bla111ed the 
nosedive on circumstances outside their control; 
others might have seen the setback as evidence 
of personal fai lure. This portfolio manager, 
however, saw an opportunity to prove she 
could lead a turnaround. Two years later, when 
she was promoted to a very senior level in the 
co1npany, she described the experience as "the 
best thing that ever happened to 1ne; I learned 
so much fron, it:• 

Executives trying to recognize high levels of 
achievement motivation in their people can 
look for one last piece of evidence: commit
ment to the organization. When people love 
their jobs for the work itself, they often feel 
committed to the organizations that make that 
work possible. Cornmitted employees are likely 
to stay with an organization even when they 
are pursued by headhunters waving money. 

It's not difficult to understand how and why 
a motivation to achieve translates into strong 
leadership. If you set the performance bar 
high for yourself, you will do the sarne for the 
organization when you arc in a position to do 
so. Likewise, a drive to surpass goals and an 
interest in keeping score can be contagious. 
Leaders with these traits can often build a 
team of managers around them with the 
same traits. And of course, optimism and or
ganizational con1mitn1ent are fundamental to 
leadership- just try to irnagine running a 
company without them. 
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Empathy 
Of all the dimensions of e,notional intelligence, 
empathy is the n1ost easily recognized. We have 
all felt the empathy of a sensitive teacher or 
friend; we have aJJ been struck by its absence irJ 
an unfeeling coach or boss. But when it comes 
to busi11ess, we rarely hear people praised, let 
alone rewarded, for their empathy. The very 
word seems unbusirlesslike, out of place amid 
the tough realities of the marketplace. 

But empathy doesn't mean a kind of "I'm 
OK, you're OK" mttshiness. l·or a leader, that 
is, it doesn't mean adopting other people's 
emotions as one's own and trying to please ev
erybody. 'J'hat would be a nightmare-it 
would make action in1possible. Rather, empa
thy means thoughtfully consideiing employees' 
feelirlgs-aJong with other factors-in the pro
cess of making intelligent decisions. 

For an exrunple of empathy in action, con
sider what happened when two giru1t brokerage 
companies merged, creating redundant jobs in 
all their divisions. One division manager called 
his people together and gave a gloomy speech 
that e1nphasized the number of people who 
would soon be fired. 1'he manager of another 
division gave his people a different kind of 
speech. He was up-front about his own won·y 
and confusion, and he prontised to keep peo
ple inforn1ed and to treat everyone fairly. 

The difference between these two managers 
was empathy. The first manager was loo wor
ried about his own fate to consider the feelings 
of his anxiety-stricken colleagues. 1be second 
knew intuitively what his people were feeling, 
and he acknowledged their fears with his 
words. Is it any surprise that the first manager 
saw his division sink as many demoralized peo
ple, especially the most talented, departed? By 
contrast, the second n1anager continued to be 
a strong leader, his best people stayed, a11d his 
division remained as productive as ever. 

En,pathy is particularly important today as a 
component of leadership for at least t11ree rea
sons: the increasing use of teams; the rapid 
pace of globalization; and the growing need to 
retain talent. 

Consider the challenge of leading a tean1. As 
anyone who has ever been a part of one can at
test, teams are cauldrons of bubbling emo
tions. They are often charged with reaching a 
consensus-which is hard enough with two 
people and much n,ore difficult as the num
bers increase. Even irJ groups with as few as 
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four or five me1nbers) alliances fonn and clash
ing agendas get set. A team's leader must be 
able to sense and understand the viewpoints of 
everyone arotmd the table. 

That's exactly what a 1narketing manager at 
a large infonnalion technology company was 
able to do when she was appointed to lead a 
troubled teain. The group was in turmoil, over
loaded by work and missing deadlines. Ten
sions were high among the members. 'rinker
ing with procedures was not enough to bring 
the group together and make it an effective 
part of the company. 

So the manager took several steps. In a se
ries of one-on-one sessions, she took the time 
to listen to everyone in the group-what was 
frustrating them, how they rated their col
leagues, whether they felt they had been ig
nored. And then she directed the team in a 
way that brought it together: She encouraged 
people to speak more openly about their frus
trations, and she helped people raise construc
tive complaints during meetings. In short, her 
empathy allowed her to understand her team's 
emotional makeup. The result was not just 
heightened collaboration among me1nbers but 
alc;o added business, as the team was called on 
for help by a wider range of internal clients. 

Globalization is another reason for the rising 
importance of empathy for business leaders. 
Cross-cultural dialogue can easily lead to mis
cues and misunderstandings. Empathy is an 
antidote. People who have it are attuned to 
subtleties in body language; they can hear the 
message beneath the words being spoken. Be
yond that, they have a deep understanding 
of both the existence and the importance of 
cultural and ethnic differences. 

Consider the case of an American consultant 
whose team had just pitched a project to a po
tential Japanese client. In its dealings with 
Americans, the team was accustomed to being 
bombarded with questions after such a pro
posaJ, but this time it was greeted with a long 
silence. Other members of the team, taking the 
silence as disapproval, were ready to pack 
and leave. ~rhe lead consultant gestured them 
to stop. Although he was not particularly fa
miliar with Japanese culture, he read the cli
ent's face and posture and sensed not rejection 
but interest-even deep consideration. He 
was right: When the client finally spoke, it was 
to give the consulting fi nn the job. 

Finally, empathy plays a key role in the re-
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tention of talent, particularly in today's infor
mation economy. Leaders have always needed 
e1npathy to develop and keep good people, 
but today the stakes are higher. When good 
people leave, they take U1e company's knowl
edge with them. 

That's where coaching and mentoring co1ne 
in. It has repeatedly been shown that coaching 
and mentoring pay off not just in better per
formance but also in increased job satisfac
tion and decreased turnover. But what makes 
coaching and mentoring work best is the na
ture of the relationship. Outstanding coaches 
and ,nentors get inside tJ1e heads of the people 
they are helping. They sense how to give effec
tive feedback. They know when to push for 
better performance and when to hold back. 
In the way they motivate their proteges, they 
demonstrate empathy in action. 

In what is probably sounding like a refrain, 
let n1e repeat that empathy doesn't get n1uch 
respect in business. People wonder how leaders 
can make hard decisions if they are "feeling" 
for all the people who will be affected. But 
leaders with empathy do more than sympa
thize with people around thctn: They use their 
knowledge to improve their companies in sub
tle but important ways. 

Social Skill 
The first three components of emotional in
telligence are self-n,anagement skills. The last 
two, empathy and soc ial skill, concern a per
son's ability to manage re lationships with 
others. As a component of emotional intelli
gence, social ski ll is not as sitnple as it sounds. 
It's not just a matter of friendliness) although 
people with high levels of social skill are rarely 
1nean-spirited. Social skill, rather, is friendli
ness with a purpose: moving people in the di
rection you desire, whether that's agreement 
on a new n1arketing strategy or enthusiasm 
about a new product. 

Socially skilled people tend to have a wide 
circle of acquaintances, and they have a knack 
for finding common ground with people of all 
kinds-a knack for building rapport. That 
doesn't mean they socialize continually; it 
1neans they work according to the assun1ption 
that nothing important gets done alone. Such 
people have a network in place when the Li1ne 
for action c.on1es. 

Social skill is the culmination of the other 
dimensions of emotional intelligence. People 
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tend to be very effective at managing relation
ships when they can understand and control 
U1eir own emotions and can empailiize with 
the feelings of others. Even motivation con
tributes to social skill. Remember that people 
who are driven to achieve tend to be optimistic, 
even in the face of setbacks or failure. When 
people are upbeat, their "glow" is cast upon 
conversations and ot1'1er social encounters. They 
are popular, and for good reason. 

Because it is the outcon1e of the other di
mensions of emotional intelligence, social 
skill is recognizable on the job in many ways 
that will by now sound familiar. Socially 
skilled people, for instance, are adept at 1nan
aging teams-that's their empathy at work. 
Likewise, they are expert persuaders-a mani
festation of se lf-awareness, se lf-regulation, 
and empathy combined. Given those skills, 
good persuaders know when to make an 
emotional plea, for instance, and when an 
appeal to reason will work better. And moti
vation, when publicly visible, makes such 
people excellent collaborators; their passion 
for the work spreads to others, and they are 
driven to find solutions. 

But sometimes social skill shows itself in 
ways the other emotional inte lligence co1n
poncnts do noL for instance, socially skilled 
people may at times appear not to be 
working while at work. They seem to be idly 
schmoozing-chatting in the hallways with 
colleagues or joking around with people who 
are not even connected to their "real" jobs. So
cially skilled people, however, don't think it 
makes sense to arbitrarily limit the scope of 
their relationships. They build bonds widely 
because they know that in these nuid tirnes, 
they may need help someday from people they 
are just getting to know today. 

For example, consider the case of an execu
tive in the strategy department of a global 
computer manufacturer. By 1993, he was con
vinced that the co1npany's future lay with the 
Internet Over the course of the next year, he 
found kindred spirits and used his social skill to 
stitch together a virtual community Lhat cut 
across levels, divisions, and nations. He then 
used this de facto team to put up a corporate 
Web site, among the first by a major company. 
And, on his own initiative, wilh no budget or 
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fomial status, he signed up the company to par
ticipate in an annual Jntemet industry conven
tion. Calling on his allies and persuading various 
divisions to donate funds, he recruited more 
than so people from a dozen different units to 
represent the company at the convention. 

Management took notice: Within a year of 
the conference, the executive's team fonned 
the basis for the company's first internet divi
sion, and he was fonnally put in charge of it 
To get there, the executive had ignored con
ventional boundaries, forging and maintain
ing connections wit11 people in every corner of 
the organization. 

Is social skiU considered a key leadership ca
pability in most co1npanies? The answer is yes, 
especially when co1npared witJ1 the other com
ponents of emotional intelligence. People 
see1n to know intuitively that leaders need to 
1nanage relationships effectively; no leader is 
an island. After all, the leader's task is to get 
work done through other people, and social 
skill makes t11at possible. A leader who cannot 
express her empathy rnay as well not have it at 
all. And a leader's rnotivation will be useless if 
he cannot communicate his passion to the or
ganization. Social skill allows leaders to put 
their emotional intelligence to work. 

It would be foolish to assert that good-old
fashioned IQ and technical ability are not in1-
portanl ingredients in strong leadership. But 
the recipe would not be complete without 
e1notional intelligence. It was once thought 
that the components of emotional intelli
gence were "nice to have" in business leaders. 
But now we know that, for the sal<e of perfor
mance, these are ingredients that leaders 
"need to have:• 

It is fortunate, t11en, that emotional intelli
gence can be learned. The process is not easy. 
It takes time and, most of all, co1nmitment 
But the benefits that come from having a well
developed emotional intelligence, both for the 
individual and for the organization, make it 
worth the effort. 
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Personality (Chapter 5) 

5-1 Describe personality, the 
way it is measured, and the 
factors that shape it. 

personality The sum total of ways in which 
an individual reacts to and interacts with 
others. 

As you can see from our opening story, personality p lays a major role in 
Mark J osephson's entrepreneurial success. Pe rsonality is indeed a strong 

factor for many life and work outcomes. We will explain traits such as extraver
sion, conscicn tiousncss, openness, agreeable ness, and ncuroticisrn-the most 
defined lraitS-lhat ,..,e re d iscussed in the story. We'll also revie,v frameworks 
thal describe an ind ividual's personality and tendencies. 

-----------------------
Personality 
Why are som e people quiet and passive, ,vhile o thers are loud and aggressive? 
Are certain personality types better adapted than others for certain jobs? Before 
we can ans,ver tl1cse q uestions, v.1e need to address a mo re basic one: Wl1at is 
personality? 

What Is Personality? 
\•Vhen we speak of someone' personality, , ... e use many adj ectives lo describe how 
they acL and seem Lo think; in facl, parLicipanLS in a recent study u ed 624 d isLincL 
adjectives to describe people Ll1ey kne,v.1 As organizaLio11al behaviori ts, however, 
,ve o rganize personalily characterisLics b)' overall traits, de cribing tl1e gro,vth and 
developn1enc of a per on' personality. 

Defining Personality For ot.ir purposes, think o f pcrso11ality as the sum o f ,vays 
in '"'hich a n individual reacts to and interacts with others. \ Ve most often de
scr ibe personality i11 terms of tl1e measurable trairs a person exhibits. 

Measuring Personality Personality assessments have been increasingly used in 
diverse organizational settings. In fact, eight of the top 10 U.S. p rivate compa
nies and 57 perce nt of all large U.S. companies use them,2 including Xe rox, 
~f cDonald's, and Lov.1e's,3 and schools such as De Paul niversity have begun to 
use personality tests in their admissions p rocess.4 Personality tests arc useful in 
hiri 11g decisions and l1elp rnanagers forecast ""ho is best for ajob.5 

The most corn1non means of 1neasur ing personality is th rough self-report 
ttrveys in whicl1 individual evaJuate themselves on a series of factors, such as 

"I ""orry a lot abo ut th e future." In general, when people kno\v their persor1-
ality core are going lo be u ed fo r hiring decision , they rate themselves as 
about l1alf a standard deviation more conscientious and emotionally stable than 
if they are taki ng the test to learn more about themselves.6 Another problem is 
accu racy; a candidate vvho i in a bad mood when taking the survey may have 
inaccurate scores. 

Resea rch indicates our culture influe nces the way ,ve rate ourselve . People 
in ind ividualistic cour1tries trend to"vard self-enhancement, ,vhile people in 
collectivist countr ies like Tai.van, China, and South Ko rea trend to,vard self
diminishment. Self-enhancemenl does 11ot appear to harm a person's career 
i11 individualistic countries, but it does in collectivist coun tries, ,vl1ere ht1mility 
i valued. Interestingly, unden·ating (self-dimini hment) ma;i harm a per on's 
career in both collectivistic and individualistic communitie . 

Observer-rating surveys provide an indepe ndent asse ment o f personality. 
1-lere, a co,vorker or another ob erver does the rating. Though the results of 
self-reports and observer-ratings surveys are strongly correlated, research sug
gests observer-racings surveys predict job success more than self-ratings alo ne.8 

I-Io,..vever, each can tell us something unique aboul an individual's behavior, so 
a combination of self-reports and ob erver reports predicts perforn1ance better 
than any one type of information. T he implication is clear: U e both observer 
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r ---
. How do I ace the personality test? 

• 

I 
I 
I 
t 
I 

i 

' I 

I just landed a second-round Interview 

with a great company, and I'm super 
excited. And super nervous because 

I 've read a few articles about how 
more and more companies are using 

personality testing. Do you have 
tips for how I can put my best foot 

forward? 
-Lauren 

Dear Lauren: 

Congratulations! It's natural for you to 
want to understand the tests your prer 
spective employer uses. You've probably 

deduced that it's possible to respond in 
a favorable manner. For example, if a 

statement says, · 1 am always prepared," 
you know that employers are looking for 

an applicant who agrees with this state
ment. You might think responding in the 

most favorable way possible increases 
your chances of getting hired, and you 
might be right. 

There are a few caveats, however. 
Rrst, some companies build in "lie 
scales~ that flag individuals who respond 

to statements in an extremely favorable 
manner. It's not always easy to detect 

them, but clues usually appear across a 

number of Items. If you respond in the 
most favorable way to a long list of items, 

then, you might pop up on the lie scale. 
Second, high scores on every trait 

are not desirable for every kind of job. 

Some employers might be more interest

ed in low scores on a particular trait or 
pay more attention to a total profile that 
would be hard to "game.a For example, 

agreeableness is not a good predictor of 

job performance for jobs that are com
petitive in nature (sales, coach, trader). 

Third, there is an ethical perspective 
you should consider. How are you going 

to feel once you are in the organization 
if you have not represented yourself 

correctly In the hiring process? What is 
your general attitude toward lying? How 
are you going to make sure your behav

ior fits the traits you tried to portray? 
Rnally, perhaps you should look at 

the assessment differently. The organiza
tion-and you-should be looking for a 
good match. If you are not a good match 

and are hired, you are likely to be unsuc
cessful, and miserable in the process. 

However, if you have a good, honest 

match, you can arrive for your first day 
confident and ready for success. 

In the end, you might increase your 
chances of getting hired by responding 

to a personality test in a favorable man
ner. However, we still think honesty is 

the best policy-for you and for your 

future employer! 

Sources: M. N. Bing, H. K. Davison, and 
J. Smothers, .. ltem-,Level Frame-Of-Reference 
Effects In Personality Testing: An Investiga
tion of Incremental Validity in an Organi
zational Setting." International Journal of 
Selection and Assessment 22, no. 2 (2014): 
165-78; P. R. Sackett and P. T. wa1msley, 
"Which Personality Attributes Are Most Im
portant in the Workplace?• Perspectives on 
Psychological Science 9, no. 5 (2014): 538-
51; and L. Weber, "To Get a Job, New Hires 
are Put to the Test," The Wall Street Journal, 
April 15, 2015, A1, A10. 

The opinions provided here are of the authors 
only. The authors are not responsible for any 
errors or omissions, or for the results obtained 
from the use of this information. In no event 
will the authors or their related partnerships 
or corporations thereof, be liable to you or any
one else for any decision made or action tak
en in reliance on the opinions provided here. 

' 

I 
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heredity Factors determined at 
conception; one·s biological, physiological, 
and inherent psychological makeup. 

ra tings and self-report ratings of personaJity ,vhen making important employ
ment decisio ns. 

Personality Determinants An early debate centered on whether an individual's 
personality is the result of heredity o r environmenl. Personality appears to be 
a result of both; however, research tends to support the impor tance of heredity 
over enVIronmenL. 

Heredity refers to factors determined at conception. Physical sta tu re, facial 
features, gender, temperament, muscle composition and reflexes, energy level, 
and biological rhythms are either completely or sub tantially influenced by 
parentage-by your biological paren ts' biological, physiological, and inhe rent 
p ycho logical makeup. The heredity approach argues that the ultimate expla
nation of an individual's personality is the molecu lar structure of the genes, 
located on tl1e chromosomes. 

T his i not to sugge t that personality never changes. People's scores on 
d epe ndabi lity tend to increase over lime, as when young adults start families 
and establish careers. Ho\vever, strong individual differences in dependabi lity 
remai n; everyone tends to change by about the same amount, so their rank 
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personality traits Enduring characteris
tics that describe an individual's behavior. 

5-2 Describe the strengths and 
weaknesses of the Myers-

• 
Briggs Type Indicator (MBTI) 
personality framework and 
the Big Five model. 
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order stays roughly the same.9 Furthermore, personality is rr,o rc changeable in 
adolesce11ce and more stable among adults.10 

Early work on personal ity tried to identify and lal)el cn<luring characteristics 
that describe an individual's behavior, inch1ding shy, aggressive, submissive, lazy, 
ambitious, loyal , and timid. \rVhen someone cxhibiL<; these characteristics in a 
large number of sit11ations and L11cy arc relatively enduring over time, we call 
them personality traits.11 1'he more C<>11sistenl the characteristic over time, and 
the rr1orc frequently it occurs in diverse situations, the 1nore important the trait 
is in describing the individual. 

0 PERSONAL INVENTORY ASSESSMENTS 

Personality Style Indicator 

.. 

!~O . ·-= 
What's your personality? You've probably been \~ondcring as you read this chapter. 'fake th is 
PIA to obtain so1ne indications of your personality style. 

-
Personality Frameworks 
Throughout history, people have sought to under rand ,vhat makes individu
als behave in myriad \.\lays. Many of our behaviors stein [rom our personalities, 
so understanding the components of per onality help u predict behavior. 
Important theoretical frame,vorks and assessment tools help us categorize and 
tudy the dimensions of personality. 

The mo t widely used and be t kno-.vn personality frameworks are the Myers
Briggs Type Indicator (MBTI) and tl1e Big Five Personali ty Model. Bo t.h describe 
a person' tot.al pe1 onality chrough exploration of the facet of personali ty. 
Othe r frame,vorks, such as the Dark Triad, explain cercain aspects, but not the 
total, of an individual's personality. We di cus each bclo,v, but let's begin ,-vi.th 
the dominant frame\vorks. 
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Myers-Briggs Type Indicator (MBTI ) 
A personality test that taps four characteris
tics and classifies people into one of 
16 personality types. 

Big Five Model A personality assessment 
model that taps five basic d1mens1ons. 

The Myers-Briggs Type Indicator 
The Myers-Briggs Type Indicator (MBTI) is the most \videly used personality
assessmen t instrument in the world.12 l t is a 100-question p ersonality test that 
asks people how they usually feel or act in situatio ns. Respondents are classified 
as cxtraverted or introverted (£ or 1), sensin g or in tuitive (S or N), thinking or 
feeling (~f or F), and j udging or perceiving U or P) : 

• Extraverted (E) versus Introverted (!). Exu·averted i11dividuals are outgo
ing, sociable, and assertive. Introvert~ a re <1uie1 and sh y. 

• Ser1.si1ig (S) versus lntuitive (N). Sensing typ es a re p ractica l and prefer 
routi11e and o rde r, and they focus o n <le t.ail~. ln tuitives rely on uncon
sciot1s processes and look at the "big picture." 

• 1hinking (T ) versus Feeling (F). Thinking types use reason and logic 
to handle problems. Feeling types r e ly c)n their personal values anti 
e111olions. 

• Jutlgi,ng (j) versus Perceiving (P). Judging types want contr<)I ar1tl prefer 
order a11d structtire. Perceiving types arc tl exil>lc anti SJ>Or1t.aneous. 

T11 e MB'f l <lcsoibcs p ersonality types by id entifying one trait from each of 
the f<)ur J>air ·. l•or example , lntrovertec1/ l n tuitive/ Tl1inking/ Jl1dging people 
(I f fjs) arc: visi<)r1aries with original minds and great drive. T hey a rc skeptical, 
c1;tical, inclc1>('nclc11L, dete rmined, and often stubborn . ENJ:Js are na ttirc:tl teach
ers a n(l lca<Je1 . . ·1·1iey are relational, m otivational, intuitive, id ealistic, e tJ-1ical, and 
ki11d. r:s·1Js a re organizers. They are realistic, logic-11 , analytical, an ci d ecisive, p er
f ee l fo r business or m echanics. The ENTP ty])e i · innovative, inclivid11alisric, ve rsa
ti le, anc! attracted co e11trepreneurial ideas. This J)ersc>11 tc-nds to l>e resourceful in 
solving ch allen ging problerns bt1t 1T1ay ueglc<.:t ro\1tinc assignrnenls. 

According to th e Myers & Briggs I•oun <.la tic>n, introverts account for over 
50 percent of the E/ 1 responses in the U.S. f>Op ula t.ion. l ndeed, two of the three 
m o t cornmon 1n·r1 types arc introvert~: 1S1'] ancl 1S'fJ. ISF:Js a re nurn1ri11g and 
responsible, ancl lS'rJs a rc clut.iful an <i loE,rical. 'fhe least comm or1 types a re INF] 
(insigl11J u l and protective) and EN'l)' (focused a r1cl decisive).13 

·r hc MB'f l is usecl in a varie ty of organizational settings. It is taken br over 
2.5 rr1i Ilio n pc <'>ple each year and 89 of the Forn1ne 100 companies use it. 4 t:vi
<icnc:c is rnixe<l about its valid ity as a measu re of person ali ty; however, m ost is 
against iL. 15 A~ Professor Dan Ariely noted about MBTI results," ext timc, just 
look at the h<) roscop e. It is just as valid and takes less time." JCi 

()r1e problem \..,,ith the MBTI is that the model forces a pe rson into one type 
or anoLhe r: that is, you ' re either introverted or extraver ted. Th ere is n o in
bctwccn. Another problem is with the re liability of the measure: When p eople 
retake tl1c assessment, they often receive d ifferent results. An addjtional prob
lem is in tl1e difficul ty of inte rpretation. There are levels of importance for each 
of the MBTI facets, and separate meanings for certain combin ations of facets, 
all of wh ich require trained inte rpre tation that can leave room for error. Fina lly, 
results from the MBT I tend to be unre lated to job perforr11ance. The MBT I can 
tht1s be a va.luable lool for increasing self-awareness and providing career guid
ance, but because r esul ts tend to be unrelated to job performan ce, managers 
should con side r using th e Big Five Personality Model, discussed next, as the 
pe rson ality selec tion test for job candidates instead. 

"{he Big Five Personality Model 
T l1e MBTI may lack strong supporting evidence, but an impressive body o f 
re earch suppo rts the Big Five Model, which proposes that five basic dimensions 
underlie a ll others and encompass most of the sign ifican t variation in human p e r
sonali ty.17 Test scores of these traits do a very good job of predicting ho,v people 
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conscientiousness A personality 
dimension that describes someone who is 
responsible, dependable, persistent. and 
organized. 

emotional stability A personality 
dimension that characterizes someone as 
calm, self-confident, and secure (positive) 
versus nervous, depressed, and insecure 
(negative). 

extraversion A personality din1enslon 
describing someone who is sociable, 
gregarious, and assertive. 

openness to experience A personality 
dimension that d1aracterizes someone in 
terms of im.igination, sensitivity, and curiosity. 

agreeableness A personality dimension 
that describes someone who is good natured, 
cooperative, and trusting. 
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behave in a variety of real-life situations 18 and remain relatively stable for an indi
vidual over time, ¼rith some daily variations. 19 These are the Big Five factors: 

• Conscientiousness. The conscientiousness dime11sion is a measure of 
re liabiliLy. A h ighly conscientious person is responsible, organized, 
dependable, and persistent. Those who score lo,v on tl1is dimension are 
easily d i tracted, di organized, a nd unreliable. 

• Emotional stability. T he emotional stability dimension taps a person 's 
ability to wi thstand tress. People \vith emotional stability tend to be calm, 
self-confident, a nd secure. High scorers are rnore likely to be positive 
and optimistic and experience fewer negative emotions; they are gener
ally happier than low scorers. Emotional stabili ty is sometimes discussed 
as its converse, r1euroticism. r .ow scc>rers (those Mth hig h neuroticism) 
are hypervigilanl and vulnerable to the physical and psych ological effects 
of stress. Those \vitl1 high neurolic ism tend L<> be ncrvc>us, ar1x.ious, 
de1Jresscd, and insccl1re. 

• Extraversion. The extraversion dimension captures our C<.lnuor1 level 
,.,rith relationships. Extraverts Lend to be b'Tegarious, ass,ertive, a.nd sociable. 
They arc generally happie r ancl are often ambitiou ·.~0 1'hey expericn(e 
rnore posit ive em otic)ns than de> in troverrs, and they ,nore free ly express 
Lhese feelings. On l11c <>tl1er t1an d, introverts (lo\v cxtraversion) tencl to 
be more tl1c>u.ghtful, r eserved, Lirnid, and cp1iet. 

• Openness Lo e."l(:perierice. "fhe openness to ex.-perience <lirnensio11 addresses 
tl1c range of interests and fascination \vitl1 novelty. ()pen pc:<.>ple arc 
crearjve, curi<>us, and artistically sensitive. '!'hose at I he low encl of the 
categ<>ry are conve11tional and find <:<>mfort in the fan1il ia r. 

• Agreeableness. T he agreeableness cli1uensic>n r<::fers l<) an i11dividl1al's 
propensity to defe r to otl1crs. Agreeable peo1Jlc are COOf>erative, \V-a.rm, 
and lrt1sting. You mighc expect agreeable pco1>lc co be happier than 
disagreeable people. They arc, but only slightly. \t\Then pc<)ple choose 
<)rganizational tean1 members, agreeal)lc individuals are usually th e ir fi rst 
choice. lr1 contrasl, people whc> score low on agreeableness arc cold and 
antagon istic. 
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How Do the Big Five Traits Predict Behavior at Work? There are many relation
ships between the Big Five personality dimensions and job performance,21 and 
we are learning more about them every day. Let's explore one trait at a time, 
beginning ,vith the strongest predictor of job performance-conscientiousness. 

Conscientiousness at Work As research ers recently stated, "Personal a ttributes 
related to conscien tiousness and agreeableness are important for success across 
many jobs, s~anning across lo,v to high levels of job complexity, training, and 
experience." 2 Employees who score higher in conscientiousness develop 
h igher levels of job knowledge, probably because high It conscientious people 
learn more ( conscienriou ne s may be related to GPA), 3 and the e levels cor
re pond ,\11th higher levels of job performance. Con cientiou people are also 
more able to maintain their job performance when faced ,vith abusive supervi
sion, according to a recent study in India.24 

Conscientiousness is important to overall organizational success. As 
Exhibit 5-1 sho,vs, a study of the personality scores of 313 CEO candidates in 
private equity companies (of ,vhom 225 ,vere hired) found conscientiousness
in the form of persistence, attention to detail, and etting high standard -was 
more important to succe than other traits. 

Like any trait, con cientiou ne has pitfall . High ly con cientiou individu
als can priorirjze ,,vork over family, resulting in more conflict bet\-veen their work 
and family roles (termed work-family conflict) .25 They may also .become too 
focused on their o,vn work to help others in the organization,26 and they don't 
adapt ,veil to changing con texts. Furthermore, conscientious people may h ave 
trouble learning complex skills early in a training process because their focus is 
on performing well rather than on learning. Finally, they are often less creative, 
e peciaJly ar ti ticalJy.27 

Con cientiou ne s i the best predictor of job performance. I Iowever, the 
other Big Five traits are also related to aspects of performance and have other 
implications for work and for life. Exhibit 5-2 summarizes. 

Emotional Stability at Work Of the Big Five traits, emotional st.ability is mos1 
strongly related to life satisfaction, j ob satisfaction, and low stress levels. People 
,vith high emotional stability can adapt to unexpected or changing demands in 
the workplace.28 At the other end of the spectn1m, neurotic individuals, who ma} 
be unable to cope with these demands, may experience bumout.29 These peo~le 
also tend to experience ,,vork-family conflict, which can affect ,vork outcomes. 0 

Extraversion at Work Extraverts perform better in jobs with significant inter• 
per onal interaction. They are socially dominant, "cake charge" people whc 
are u ually more as ertive than introverts.31 Extraversion i a relatively trong 

. . 

Traits Ttfat.M,att~r·1M.o;t:to Business Success at Buyout 
~· C -;~ . " -, ~ :v. ~ ~... ;l 

, ompan1es ,.. . . . . 

Most Important 

Persistence 

Attention to detail 

Efficiency 

Analytical skills 

Setting high standards 

37 

Less Important 

Strong oral communication 

Teamwork 

Flexibility/adaptability 

Enthusiasm 

Listening skills 
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Exhibit 5-2 Model of How Big Five Traits Influence OB Criteria 

Emotional stability 

) 

• less negative th inking and l.• 

fewer negative emotions , 
• l ess hypervigilant ! 

~Ito•-·-···-=-◄•-::•-····· ... , ,_.., ....... __, ______ } 

► 

• Higher job and life I 
satisfaction 

• lower stress levels I __________ ! 

Extroversion 
• Better interpersonal skills I 
• Greater social dominance 1 ► 
• More emotionally expressive 1 

'W' u.9 4 ;o,.-.,,_,,_ ' ;c I :; f •--'• ~ 

• Higher performance I 
• Enhanced leadership I 
• Higher job and life satisfaction i 
~ -

Openness 
• Increased learning ~ 
• More creative ~ 

• More flexible and autonomous \ 

• Training performance 
• Enhanced leadership 
• More adoptable to change 

l 
I 

L • Better liked [ • Higher performance 
Agreeableness • More compliant and :...1 -I►► • lower levels of deviant 

-------••-. .,..,,_, ...... J -~:~:.~:.n.~··-~•~----! _ b_e_h_a_vi-o_r _,,.,,,._. __ ,,......,..,,.....,_, ..,,_, __, 

f • Greolcr effort and persistence ! • Higher performance 
Conscientiousness I • More drive and discipline ;:..~ --11"'► • Enhanced leadership 

. • Better organized and planning ( • Greater longevity 

' -•! Z i'llC . ~..,..... .. ,, ,07 I 4 11CW""'.J,-f~ •--.-w\"-"P\_ .,, ___ ,_, ._,..._, _____ , --•-

predicLor of leadership e1nergence irt groups. Sotne 11egal.ives are t.hat extra
verLS are 1nore i1npulsive Lltan inLrovcrts, more likely Lo be ab e nt from \VOrk, 
and may be more likely than introver LS 10 lie du ringjob i11terviews.32 

Openness at Work Ope n people arc ,nore li kely to be effective leaders-and 
more comfortable \.Vitti ambiguity. They cope bette r \viLh organizational change 
and are more adaptable. v\lhi le openness isn't related to in itial perfonnance 
on a job, ind ividuals higher in opcnne s are le u ceptible to a decline in 
pe rforma nce over a longer ti me pcriod .33 Open people al o experience le s 
"'-'Ork-family conflict. 34 

Agreeableness at Work Agreeable individuals are better liked than disagreeable 
people; tl1ey te nd to do better in interpersonally-orien ted jobs such as custome r 
se rvice. They're mo re compliant and rule abiding , le s li kely to get into acci
de n ts, a nd more satisfied in their jobs. T hey also contribute to organizational 
pe r formance by engaging in organizational citizensh ip behavior (OCB).35 Dis
agreeable people, o n the o ther hand , are more li kely to engage in counterpro
ductive work behaviors (CvVB ) , as are people lo\v in conscientiousness.36 Low 
agreeableness also p redicLS involve,ncnt in \\/Ork acciden LS.37 Lastly, agreeable
ness is as ociated with lower level o f career succcs (especially earnings), pe r 
haps because highly agreeable peo~le consider the mselve le s marketable and 
are less willing to assert the n1 elves. 8 

In general, the Big Five personality factors appear in almo tall cro s-cul tu ral 
studies,39 includ ing China, I rael, Germany, Japan, Spain, Nigeria, Norway, 
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Dark Triad A constellation of negative per
sonality traits consisting of Machiavellianism, 
narcissism, and psychopathy. 

Machiavellianlsm The degree to 
which an individual 1s pragmatic:, rnaintains 
ernotional distance, and believes that ends 
can justify means. 

Pakistan, and the United States. Ho \-vcver, a study of illiterate indigenous people 
in Bolivia suggested the Big Five frarr1e\vork rnay be less applicable when study
i11g the personalities of small , rem ote groups.10 

Research indicates the Big Five traits have the most verifiable links to impor
tant organi7..ational outcorr1cs, bu t they arc not the only traits a person exhibits, 
nor the only ones ,..,ith O B im plications. Let's d iscuss some other traits, known 
collectively as the Dark Triad . 

The Dark Triad 
vVith 1J1c cxcc1>tic>n of net,roticism, the Big Five trtlits are \vhat \\1e call s<>cially 
<lcsiral)le, n1eai1ing ,ve would be glad to score high on thern. Researchers have 
fou11cJ three o t11er socially undesirable trc:tits, which we all have in varying degrees, 
are also relevant to organizational behavior: Machi,1v<:llianisn1, narcissisrn, an<l 
1>sychopath y. O,-ving to their neg-ativc nature, rcsearc;hcrs have labeled L11cse the 
Dai·k Triad-thougl1 they do not always <)c<.:11r toge tlicr.41 

The Dark Triad may soun<l ir1ist.er, b~t. rl1esc traiu ar-e nol clin ical patholo
gies hinderir1g everyday fi1r1<:Li<'>ning. 'f hey r11igl1L be expressed particularly 
strongly whc11 an in clivicl1..ral is uricier stress ar1cl unable Lo 1noderate any inap
propriate respor1scs. S1istaj ned h igh levels of dark personality traits can cause 
i11ciivich1als to cierail lheir careers a nd personal lives.12 

Machiavellianism Hae) is a young bank ma11ager in Shanghai. l Ie 's received 
th ree J>ron10Li<>ns in the past 4 years a11c\ makes n o apologies for the aggressive 
r.ac:1jcs he's uscci. "Nly name means clever, and that's what l am- I do whatever 1 
have to do to get ahead ," h e says. 1-lao would be termed Ma<:biavellian . 

· fhe personality characteristic o f Machiavellianism ( often al)brcviated Mach) 
is named after Niccolo Machiavelli, \Vho ,vrote in the sixteenth century on ho,.., 
to gain an d use po,ver. An individual high in Macll.iavellianism is p ragmatic, 
main tai11s emotional distance, and believes ends can j ustify means. "If it ,vorks, 
use i t" is consistent ,..,ith a high-Jvf ach perspective. High Mact1s manipulate 
m ore, ,vin more, are persuaded less by o thers, but persuade others more than 
d o low Machs.43 T hey are m ore likely to act aggressively and engage in CWBs 
as ,vell. Su rprisingly, Mach iavellian ism does not significan tly predict overall job 
performance.44 High-Mach employees, by manipulating o the rs to their advan
tage, ,vin in the sho rt term at a job, bu t they lose those gains in the lo ng term 
because they arc no t well liked. 

Machiavell ian ism tendencies may have e thical implications. One study 
showed h igh-Mac h job seekers were less positively affected by the knowledge 
that an organizatio n engaged in a high level of corporate social responsibility 
(CSR) ,45 suggesting that high-Mach people may care less about sustaina bility 
issues. Another study found Machs' e thical leadership behaviors were less likely 
to translate into followers' \Vork engagemen t because followers see through 
these behaviors and realize it is a case of surface acting.16 

Narcissism Sabrina likes to be the center of a ltentio n. She often looks at her
self in the mirror, has extravagan t dreams about 1'1er future, and considers her
self a person of many talents. Sabrina is a narcissist. The trail is named for the 
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OB POLL 
Does Business School Make You Narcissistic? 

Average levels of narcissism by college major and gender 
20 _____________ _ 

19 

18 

17 

16 

15 

14 

Men Women 

Business 

Men Women 

Psychology 

Source, Based on J W Westerman, J. Z. Bergman, S. M. Bergman, and J. P. Daly, "Ale Unrvets11.1es Cre.itong Millennoal Narcissist~ Employees? An Emp,ncal 

uamination or Narcissism In Business Students and Its Implications: Joornal or Manasemenr Educarion 36 (2012). 5-32 

narcissism The tendency to be arrogant, 
have a grandiose sense of self-importance, 
require excessive admiration, and have a 
sense of entitlement 

psychopathy The tendency for a lack 
of concern for others and a lack of guilt or 
remorse when actions cause harm. 

Greek myth of arcissus, a youth so vain and proud he fell in love \vith his 
o,\'n image. ln psychology, narcissism de cribes a pe rson who has a grandiose 
en e of self-importance, requires exce ive admiration, and is arrogant. Narcis
ists often have fant.a ie of grand success, a tendency to exploit ituations and 

people, a sen e of entitlement, and a lack of empathy.47 Hov,ever, narcissists can 
be hypersensitive and fragi le people.48 They also may experience more anger.49 

While narcissism seems to have little relationship to job effectivenes or 
OCB,50 it is one of tl1e largest predictors of increased CWB in individualistic 
cultures-but not in collectivist cul cures that discot1rage self-promotion.51 ar
cissists commonly think they arc overqualified for the ir posiLions.52 \.vhen they 
receive feedback about their performance, they often tune out information that 
conflicts \vith their positive self-perception, but they \viii \vork harder if rewards 
arc offe red.53 

On the bright side, narcissists may be more charismatic than others.54 They 
also might be found in business more often than in other fields (see OB Poll). 
They arc more likely to be chosen for leadership positions, and medium ratings 
of narcissi m (neither extremely higl1 nor extremely lo,v) are positively correlated 
with leadership effectiveness.55 Some evidence st1ggests chat narcissists are more 
adapt.able and make better business decisions than others when the issue is com
plex. !xi Furthermore, a tudy of Nonvegian ~ank employees found those scoring 
high on narcissism enjoyed their \vork more.07 

Special aLtention has been paid to narcissistic CEOs who make more acquisi
tions, pay higher premiums for tho e acquisitions, re pond le s clearly to objec
tive measures of pe rformance, and respond to media praise by making even more 
acquisitions.58 Researcl1 using data compiled over 100 years has shO\Vn that nar
ci istic CEO of baseball organizations generate highe r levels of manager turn
over, although member of external organizatio ns see them as more influential.59 

arci sism and its effects are not confined to CEOs or celebrities. Like the 
effects of Machiavellianis1n, tho e of narcis i m vary by context, but are evident 
in all areas of life. 

Psychopathy Psychopathy is part of the Dark Triad, but in organizational behav
ior, it does not connote clinical mental illness. In the OB context, psychopathy is 
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PART 2 The Individual 

Discuss how the concepts 
of core self-evaluation 
(CSE), self-monitoring, 
and proactive personality 
contribute to the under
standing of personality. 

core self-evaluation (CSE) Bottom• 
line conclusions individuals have about their 
capabilities, competence, and worth as a 
person. 

defi11ed as a lack of co11cern for others, a11d a lack of guilt or remorse when ac
tion cau e harm.60 Measures of p ychopathy attempt to a e the motivation to 
comply with social norms, impulsivity, 1tvilli ngness to use deceit to obtain desired 
ends, and disregard , that is, lack of e1npathic concern for others. 

The literature is not consistent about ,..,,J1ether psychopatl1y is important to 
,vork behavior. One revie1vv found little correlation between measures of psy
chopathy and job performance or C\IVB. Another fou11d an tisocial personality, 
,vhich is closely related to psychopathy, -.vas positively related to advancemen t in 
the orfanization but unrelated to other a pect of career ticce and effective
ness.6 Still other re earch suggests psychopathy i related to the use of hard 
influence tactics (threats, manipulation) and bullying .. vork behavior (physical 
or verbal threatening) .62 The cunning displayed by people 1vvh.o score high on 
psychopathy 1nay tl1us help them gain po,ver in an organization but keep them 
from using it to\vard healthy ends for themselves or their organizations. 

Other Traits Tl1e Dark Triad is a helpful framework for studying the three 
dominant dark-side traits in current personality research, and researchers are 
exploring other traits as well. One emerging frame,..,,ork incorporates five ad
d itional aberrant compound traits based on the Big Five. First, antisocial people 
are indifferent and callous to,vard others. Tl1ey use their extraversior1 to charm 
people, but they may be prone to violent C\VBs and risky decision making. 
Second, borderline people have low self-esteem a nd high uncertainty. They are 
unpredictable in their interactions at \vork, a re inefficient, and may have lo,v 
job satisfaction. Their lo,v self-esteem can lead to clini cal depre ion.63 Third, 
schizotypal individual are eccentric and disorganized. ln the ,vorkplace, they can 
be highly creative, althougl1 they are susceptible Lo \VOrk stre . Fourth , obsessive
co,nj>ulsive people are perfectionists and can be stubborn, yet they attend to 
details. carry a s1rong ,vork ethic, and may be motivated by achievement. Fi fth, 
avoidant individuals feel inadequate and hate criticism. They can function only 
in environ1nents requiring little interaction.64 

Personality traits have both positive and negative aspects. The degree of each 
trait-the Big Five, the Dark Triad, and others-in a person, and the combi
natio11 of traits, matter a grea t deal to o rganizational ou tcomes. It would be 
easy to make quick management decisions based on our observations, but it 
is important to keep discussions on personality in perspective and to consider 
other theories. 

Other Personality Attributes Relevant to OB 
As we've discussed, studies of traits have much to offer to the field of O B. Now 
,ve'll look at other attributes that are po\verful predictors of behavior in organiza
tions: core self-evaluations, self-monitoring, and proactive personality. 

Core Self-Evaluations (CSEs) 
Core self-evaluations (CSE.s) are bottom-line conclusion individuals have about 
their capabilities, competence, and worth as a person. People who l1ave positive 
CSEs li ke themselves and see themselves as effective and in control of their envi
ronment. Those ,vitl1 negative CSEs tend to dislike themselves, question their 
capabilities, and vie-.v themselves as powerless over their environment.65 Recall 
,ve discu ed in Chapter 3 tl1at CSEs relate to job sati faction because people ,~ho 
are positive on this trait see more challenge in their job and actually attain more 
complexjob . 
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self-monitoring A personality trait that 
measures an individual's ability to adjust his 
or her behavior to external, situational factors. 
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People with pos1t1ve CSEs perform better than others because they set 
more ambitious goals, are 1nore committed to their goals, and persist longer in 
attempting to reach Lhem. People \vho have l1igh CSEs provide better customer 
service, are rnorc popular CO\vorkcr , and may have careers that begin on bet
ter footing and ascend m<>re rapidly over timc.66 They perform es,pecially well 
if they feel tl1c ir \.vork provides meaning and is helpful to others.6 Therefore, 
people '\Nith high CSEs may thrive ir1 organizations with l1igh corporate social 
responsibili ty (CSR). 

Self-Monitoring 
Zoe is ah.vays in trouble at ,\'ork. Although she's competent, hardworking, and 
prodt1ctive, she receives average ratings in performance revie,.vs, and seems to 
have made a career out of irritating her bosses. Zoe's problem is that she's politi
cally inept and unable to adjust her behavior to fit changing situations. As she 
said, "I'1n true to myself. I don't remake myself to please others." Zoe is a low 
self-monitor. 

Self-monitoring des~ribes an individual's ability to adjus t behavior to exter
nal, situational factors.68 High self-monitors shov., considerable adaptability in 
adjusting their behavior to external situational factors. They are highly sensitive 
to external ct1es a11d can behave differently in varying situations, sometimes pre
senting striking contradictions between their public personae and their private 
selves. Low self-monitors like Zoe can't disguise themselves in that \vay. They 
tend to display their tn1e dispositions and attitudes in every situation; hence, 
there is high behavioral consistency be~"'een ""ho tl1ey are and what they do. 

Evidence indicates high self-monitors pay closer attention to the behavior 
of others and are more capable of conforming than are lo"v self-monitors.69 

High self-monitor employees sl10,v less commitment to their organizations, but 
receive better pe rformance ratings and are more likely to emerge as leaders. 70 

High self-monitor managers tend to be more mobile in their careers, receive 
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We Can· Accurately Judge Individuals' Personalities 
I a Few Seconds after Meeting Them 

urprisingly, this statement ap

pears to be true. 
Research indicates that indi

viduals can accurately appraise others' 
personalities only a few seconds after 

fi rst meeting them, or sometimes even 
from a photo. This *zero acquaintance• 

approach shows that regardless of the 
WErf in which people first meet someone, 

whether in person or online, their first 
judgments about the other's personality 

have validity. In one study, for example, 
individuals were asked to introduce 

themselves in, on average, 7 .4 seconds. 
Observers' ratings. of those individuals' 

extraversion were significantly corre
lated with the individuals' self-reported 
extraversion. Other research suggests 

personalities can be surmised from on
line profiles·at zero acquaintance as well. 
One study even found that participants 

were able to determine the personality 
traits of individuals at the ends of the . 
trait spectrum from viewing only photos. 

Some traits, such as extraversion. 
are easier to perceive than others upon 
initial acquaintance, but less obvious 

traits like self--esteem are also often 
judged fairly accurately by others. Even 

• 

being forced to make intuit ive, quick 
judgments rather than deliberate evalu

ations does not seem to undermine the 
accuracy of the appraisals. 

Situations make a difference in the 

accuracy of the judgments for some 
personality traits. For example, although 
neuroticism is perhaps the most diffi

cult trait to detect accurately, a recent 

study found neurotic ism could be Judged 
much more accurat ely when the situa
tion made the individual react nervously. 

This makes sense when you consider 
that some situations activate or draw 

out a trait much more readily than oth
ers. Almost everybody looks calm when 
they·re about to fall asleep! 

The moderate accuracy of "thin slic
es" helps to explain the moderate va
lidity of employment interviews, which 
we discuss in Chapter 17. Specifically, 

research shows that interviewers make 
up their minds about candidates within 

2 minutes of first meeting them. While 
this is hardly an ideal way to make 

important employment decisions , the 

research on personality shows these 
judgments do have some level of va

lidity. It is important to keep in mind, 
however, that though we can ascer

tain people's personalities quickly, we 

should still keep an open mind and sus
pend judgment. There is always more to 
people than first meets the eye. 

Sources: A. Beer, ·comparative Personal
ity Judgments: Replication and Extension 
of Robust Findings ln Personality Percep
tion Using an Alternative Method; Journal 
of Personality Assessment 96, no. 6 (2014): 
610-18: S. Hirschmueller, B. Egloff. S. C. 
Schmukle, S. Nestler, and M. 0. Back, 
"Accurate Judgments of Neuroticism at Zero 
Acquaintance: A Question of Relevance." 
Joumal of Personality 83, no. 2 (2015): 221-
28; S. Hirschmuller, B. Egloff, s. Nestler, and 
D. Mitja, "The Dual Lens Model: A Comprehen
sive Framework for Understanding Self-Other 
Agreement of Personality Judgments at Zero 
Acquaintance; Journal of Personality and 
Social Psychology 104 (2013): 335-53; and 
J. M. Stopfer. B. f,gfoff, S. Nestler, and M. D. 
Back, "Personality Expression and Impres
sion Formation in Online Social Networks: An 
Integrative Approach to Understanding the 
Processes of Accuracy, lmp<ession Manage
ment , and Meta-Accuracy," European Journal 

. of Personality 28 (2014): 73-94. 
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more promotions (both in ternal and cross-organizational), and are rr1ore 
likely to occu1>y central positions in organiLaLions.71 

proactive personality People who 
identify opportunities, shov, initiative, lake 
action, and persevere until meaningful change 
occurs. 

Proactive Personality 
Did you ever nolice that some people actively take the ini tiative to impr<:>ve their 
curren t circumstances or create new ones? T hese are proactive pcrsonali tics.72 

Those ,vith a proactive personality identify opportunities, sho,v initiative, take 
action, and persevere until meaningful change occurs, compared to o tl1ers ,vho 
generally reacl to situations. Proactive individuals have many desirable behaviors 
that organizations covet. They have higher levels of job performance73 and do not 
need much oversighL74 T hey arc receptive to changes in job demands and thrive 
when they ca11 informally tailor their jobs to their strengths. Proactive individuals 
often achieve career success.75 

Proactive personality may be important for work teams. One study of 95 R&O 
teams in 33 Chinese companies revealed that teams with high-average levels 
of proacLive personality vvere more innovative.76 Proactive ind_ividuals are also 
,nore likely to exchange informal.ion ,vith others in a team, which builds trust 
re lationships.77 Like other traits, proactive per onality is affected by the context. 
One study of bank branch teams in China found t}1at if a team's leader \Vas not 
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5-4 Describe how the situation 
affects whether personality 
predicts behavior. 

situation strength theory A theory 
indicating that the WcJY personality translates 
Into behavior depends on the strength of the 
situation. 
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proactive, the benefits of the leam's proactivity beca1nc dormant or, worse, ,vas 
suppressed b)' the lead e r.78 In cer1n s of pit.falls, one study of 231 Flemish unem
ployed individuals found chat proactive individuals abandoned their job search~s 
sooner. It may be that proaclivity includes stepping back in the face of failure. 19 

In short, \vhile proacLive personality may be important to individual and 
team performa11ce, it has downsides, and its effectiveness may depend on th e 
context. Do you t11ink personality changes in dillerent situations? Let's explore 
this possibility. 

- - - - --------------

Personality and Situations 
- . ... - -·- - ·- - - ---------------

Earlier ,-vc discussed 110,-v research shows heredity is more in1portant than t.he 
cnviror1n1ent ir1 clcvcloping our personalities. 1~he environment is not irrelevant. 
though . Some perso11ality trailS, such as tl1e Big Five , tend to be effective in almost 
a11y cr1viroru11enl or situalion. :For example, researcl1 indicates conscicnt.iousncss is 
l1elpfuJ lo the pe r forn1a11ce of n1ostjobs, and extraversion is rclatccl to erncrgcncc 
as a leader in n1ost situalions. HoweYer, ,ve are learn ing that tl1c e ffect <)f particular 
traits 011 organizational behavior depen.ds on the situati<.>n . ·rwo tl-1e<>retic-d.l frarnc
works, situatio11 strength and trait activatio11, help explain h<>w l his works. 

Situation Strength Theory 
lrr1agi11e yot1 are ir1 a n1eeting ,vith your departn1ent. l lo"v likely arc y<nJ t<> walk 
<)tlt, shout al someor1e, or tu rn you r back on evcry<.)ne? Pr<)l).-.U)ly high ly ur1likc ly. 
No\,' in1agine ,vorking from l1ome. You migJ-,r ,vork in y<H1r I>ajarr1as, listc11 tf> lc>u<i 
rnt1sic, or take a catnap. 

Situation stret1gth theory p r<>poscs that 1J1c ,vay 1>ersonality translates i11to 
behavior clepcn<.ls Oll the stre.11gth of the sil\1atior1. .By sit·uation strenp;th, we mean 
the degree t (> which n <>r1l1s, cues, or stancla rds dictate appropriate behavior. 
Strong siu1a.ti<)rts sho,-v us \.vl1a t the rigl1t bel1avior is, pressure us to exhibit it, 
and disco11ragc tJ-1c wrong behavior. ln ,veak siluacions, conversely, ''anything 
go<·s," and thus ,,.,.c are freer lo express ou r personality in behavior. ' J'h1,1s, p<'r
sonalily t.ra it.s l)Cllcr predict bel1avior in '"eak situations than in strong ones. 

Researchers have a11aly£ed situation strength in <>rgani1.ation · in term of 
four clc ,nents:80 

1. Clarity, or tl1e degree t.<.> ,,vhich ctics aboul ...,,ork dulies and responsibilities 
are available and clear.Jobs t1igh i11 c larity proclucc slrong situations because 
individuals can readily determine what to do. l•or example, the job of janitor 
probably provides \1igher clarity about each task lhan the job of nanny. 

2. Consistency, or the extent to ""h ich cues regarding ,vo rk duties and respon
sib ilities are co1npatible witl1 one another. J obs \vith high consistency rep
resent strong situations because all tltc cues point toward lhe same d esired 
behavior. The job of acute care nt1rse, for example, probably has higher 
consist.en cy than the job o f 1nanager. 

3. Consu-aints, or t.l1e exlenl 1.0 ,-vhich individuals' freedo1n to decide or act. is lim
ited by forces ou tside their control.Jobs with manycon traints repre ent strong 
situations because an individual has limited individual discretion. Bank exam
iner, for example, is probably a job v,,i Lh stronger con lraints t11an forest ranger. 

4 . Consequences, or tl,e degree to which decisions or actions have importa nt 
implications for the organization or its members, clients, supplies, and so 
on. Jobs with impo rtanL con equences represen t strong situations becau e 
the e nvironment is pro bably heavi ly structured lo guard against mistakes. 
A surgeon's job, for example, has higher consequences tl1an a foreign
la nguage teacher's. 
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trait activation theory (TAT) A theory 
that predicts that some situations, events, 
or interventions "activate· a trait more than 
others. 

Some researchers have speculated organiza tions are, by definition, strong 
situations because they impose rules, norms, and standards tha t govern behav
ior. 1' hese constraints are usually appropriate. For example, \.Ve ,vould not want 
an employee to feel free to engage in sexual harassment, follow questionable 
accounting procedures, or come to work only ,vhen the mood strikes. 

Beyond the basics, though, it is 11ot alway desirable for organizations to 
create strong situations for their employees for a number of reasons. First, 
the elemen ts of si tuation strength are often determined by organization rul es 
and guidelines, ,vhich adds some objectivity to l11em. I-lowever, the pe rcep
tion of these rule inflt1e nces how the per on ,viii re pond to the ituation ' 
s trength . For instance, a person ,vho is u ually e lf-directed niay vie,v ste p-by
step instructions (high clarity) fo r a imple ta k a a lack of faith in his ability. 
Another per on ,vho i a rule-follower might apprec ia te the detailed instruc
tion . Their re pon es (and ,vork attitude ) ,viii reflect their pe rception of the 
situa tion. 81 

Second, jobs ,vi th myriad rules and tightly contro lled proces e can be dull 
o r demotivating. Imagine that all ,vork was executed wi th an assembly-line 
approach. Some people may p refer the routine , but many prefer having some 
variety and freedom. ~fhird, strong situations might suppress the creaLivity, ini
tiative, and discreLion prized by some organizational cultures. O ne recent study, 
for example, fot1nd that in ,veak organ izational situations, emRloyees were more 
likely to behave proactively in accordance with their values.82 Finally, ,..,ork is 
increasingly complex and interrelated globally. Creating strong rules co govern 
diverse systems might be not only difficult but also un,vise. J n sum, managers 
need to recognize the role of situation strength in the ,vorkplace and find the 
a ppropriate balance. 

Trait Activation Theory 
Another important theoreLical framework toward unclerstanding personality 
and situations is trait activation theory (TAT ) . TAT predicts that ome situations, 
events, or interventions "activate" a trait more tl'1an other . Using TAT, we can 
foresee which jobs suit certain per 011aliLies. For example, a commi io11-based 
compen ation plan ,vould likely activate individual differences becau e extra
verts are more reward-sensitive, than, say, open people. Conversely, in jobs that 
encourage creativity, differences in openness may better predict desired behav
ior than differe nce in extraversion. ee Exhibi t 5-3 for pecific examples. 

TAT also applies to personality tendencies. For example, a recent study 
found people learning online responded differently ,vhcn tlieir behavior was 
being electronically moni tored. Those who had a high fear of fai lure had higher 
apprehension from the monitoring than o thers and learned significantly less. 
In this case, a feature of the environment (electronic monito1ing) activated a 
trait (fear of failing), and the combination of the two meant lo,vered job p er
formance.83 TAT can also work in a positive ,vay. One study found that, in a 
supportive environment, everyone behaved prosocially, but in a harsh environ
ment, only people witl1 prosocial tendencies exhibited them.84 

Together, situation strength and trait activation theories show that the debate 
over nature versus nurture might best be framed as natu re and nurture. o t 
only does each affect behavior, but they interact with one another. Put another 
,vay, personality and the situation both affect work behavior, but when the situa
tion is right, the power of personality to predict behavior is even higher. 

Having discussed personality traits, we now turn to values. Values are often 
very specific and describe belief systems rather than behavioral tendencies. 
Some beliefs o r values reflect a person's personality, but we don't al\.vays act 
consistently with our values. 
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Exhibit 5-3 Trait Activation Theory: Jobs in Whith Certain Big Five Traits Are More Relevant 

Detail Orientation Social Skills Competitive Innovation 
Required Required Work Required -· . 

Jobs scoring high (the traits listed here sh·ould predict behavior in these jobs) 

Air traffic cont roller Clergy Coach/scout Actor 

Accountant Therapist Financial manager Systems analyst 

Legal secretary Concierge Sales representative Advertising 
writer 

Jobs scoring low (the traits listed here should not predict behavior in these jobs) 

Forester Software engineer Postal clerk Court reporter 

Masseuse Pump operator Historian Archivist 

Model Broadcast Nuclear reactor Medical 
technician operator technician 

Dealing with 
Angry People 

Correctional officer 

Telemarketer 

Flight attendant 

Composer 

Biologist 

Statistician 

Jobs that score high activate these t raits (make them more relevant to predicting behavior) 

Conscientiousness(+) Extraversion (+) Extraversion (+) Openness(+) Extraversion (+) 
Agreeableness(+) Agreeableness (-) Agreeableness (+) 

Neuroticism (-) 

Time Pressure 
(Deadlines) 

Broadcast news 
analyst 

Editor 

Airl ine pilot 

Skincare specialist 

Mat hematician 

Fitness trainer 

Conscientiousness(+) 
Neuroticism (-) 

NOie: A plus (·t) s.gn means individuals who score hlgll on ttus ualt snould dO oener In U•s job. A minus (-) sign me3ns indllllduals wt10 score low on tl'Ns ua,t should do belle< In this job. 
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Your best manager just lost his cool and humiliated a colleague in 
public. Now what? 

Harva rd business review by HARVARD UNIVERSITY Reproduced w ith permission of HARVARD BUSINESS REVIEW 
in the for,nat Photocopy for a coursepack via Copyright Cleara nce Cente r. 

HARVARD BUSINESS REVIEW • JANUARY 2002 

H BR CASE ST UDY 

Bob's Meltdown 

by Nicholas G. Ca rr 

Annette Innella, Vice President, Knowledge 
M anagement: It was the most humiliating ex
perience of my life. I knew Bob Dunn didn't see 
eye-to-eye with me, but I would never have 
imagined he'd attack me the way he did. l felt 
completely exposed and violated. Even now, 
nearly two days later, I'm angry and upset- I 
can hardly concentrate on my job. 

The morning had actually started off quite 
well. Alex Brigham, one of the most respected 
consultants on knowledge management, bad 
flown in from San frai1cisco to meet with me 
and go over our situation here at Concord 
Macllines. It was an extremely productive 
meeting-Alex was surfacing all sorts of out
of-the-box ideas-and we decided to continue 
it over lunch. We had just come into the com
pany cafeteria when out of nowhere someone 
starts yelling. At first, 1 had no idea what was 
going on. Then I realized that it was Bob 
Dunn- he was at a table by the door, just a 

few feet from me- and that it was me he was 
screaming aL I was stunned, speechless. I just 
stood there while he went on and on, ranting 
about how I didn't know anything and how I 
was wrecking the company. It was very per
sonal. Then he stood up and threw his lunch 
t ray against the wall and stormed out, passing 
within a foot or two of me. 1 was scared. I sin
cerely thought he might do something physical. 

Needless to say, I couldn't eat after that. 
Alex kindly escorted me out of the cafeteria 
and back to my office. The rest of the day is a 
blur. At some point after Alex left for the air
port, Nathan Singer, the head of HR, came by 
and talked with me for a long time, and then 
Jay Nguyen, our CEO, called me from Toronto, 
where he was attending a conference. But to 
be honest, I can't really remember much of 
what either Nathan or Jay said. Obviously, 
though, they were both extremely upset by 
Bob's outburst. 

HBR s cases, lvhich are fictional, present con,n,on n,anageriaf difen,mas 

and offer concrete solutions jron, experts. 
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1 knew when 1 started here six months ago 
that I'd have a tough time. Concord Machines 
is an old-Line manufacturer that's very set in 
its ways. They don't really understand that 
we're in a fundamentally new economy now 

and that a company's knowledge is its great
est competitive asset. Everyone here is still 
locked in their business and functional silos; 
there's no cross-unit teaming, no sharing. Jay 
told me be wanted me to shake things up, and 
that's what I've been trying to do. The Friday 

before this happened, Jay had okayed my 
proposal to establish a knowledge manage
ment committee-the Knowledge Protocols 
Group-that would bring together the best 
and the brightest from every unit to create a 
strategy and set an example for the rest of the 
company. I guess that's what set Bob off. He 
must have viewed it as an encroachment on 
bis turf-his precious little Services Division. 

I've come to believe that there are two 
types of people in business: the constructive 
and the destructive. Destructive people can 
succeed for a while if they're smart and com
petent and energetic, but in the end they'll do 
far more harm than good to an organization . 
I sensed from the start that Bob Dunn was a 
destructive person, and now I'm sure of it. He 
may be an important part of Concord Ma
chines' past, but he's certainly not part of its 
future. I don't think Jay has any choice at this 
point but to let him go. I know I can't stay if 
he stays. 

Robert Dunn, Senior Vice President 
and General Manager, Services: I'm not 
making any excuses-what I rud was totally 
unacceptable-but you have to understand 
I'd been under a heck of a lot of pressure. We 
were two weeks into the fourth quarter, the 
company was behind budget on both reve
nue and income, and so of course everyone 
was looking to Services to make up the 
shortfall. They still call Concord Machines a 
manufacturer, but it doesn't make money on 
product sales anymore. All of our margin and 
most of our growth are coming from service 
contracts and spare parts sales-thanks to me 
and my people. Three years ago, when they 
put me in charge of the unit, we barely even 
had a services business; it was an after
thought I cleaned the organization out and 
rebuilt it from scratch. I overhauled all our 
processes, brought in and trained a cracker
jack sales force, expanded successfully into 
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Europe and Asia. This year, Services will 
bring in nearly half of the company's reve
nue and virtually all of its profit. Hell, Ser
vices is Concord Machines. 

At the start of the quarter, Jay called me 
into his office and laid it on the line. He told 
me, first, that I was going to have to beat my 
revenue target and, second, that a hiring 
freeze had been put into effect and, third, 
that they were going to take a quarter million 
out of my marketing budget So I was in a 
vise, as usual. But I didn't whine about it. I 
just said, "Okay, I'll get it done." First thing I 
had to do was clear: rally the troops. I hopped 
on a plane, and I did the circuit-London, 
Paris, and Munich; then Taiwan and Sin
gapore; and around to Phoenix and Dallas. I 
got home, and before I'd even had a chance to 
kiss the wife, the guys in London call me back. 
A big client in Glasgow is wavering about 
signing a contract extension , and they need 
me to help clinch the deal. Fine. l take the 
next flight Then, while I'm in Scotland, l get 
a hysterical message from my wife. Our son, 
Gregg, has been in a car accident. Everyone's 
fme, but my car-a new Explorer- is totaled, 
and Gregg's been arrested for driving under 
the influence and possession of alcohol as a 
minor. It 's a nightmare. When J finaJly get 
back, last Friday night, I have to deal with 
that. I'm the last person to use my personal 
life to make excuses for my job, but face it 
Stress is stress. I'm human like everybody 
else. 

Then comes the last straw. I get into the of
fice Monday morning at seven, and I've got 

an e-mail from Annette Innella-this woman 
that Jay brought in six months ago to be in 
charge of "knowledge management," what
ever the he ll that means-saying that she's 
launching something called a Knowledge Pro
tocols Group. And, get this, she wants each 
department head to assign two of their "most 
talented lieutenants" (that's a direct quote) to 

this KPG team. She says that they should be 
freed up enough from their operating duties 

to devote at least half their time to KPG. I 
nearly threw my computer through the win

dow. I mean, they're squeezing my division to 
save the company's butt, and then they throw 
this nonsense at us. Give me a break. 

So when Annette came into the lunchroom 
with another of her high-priced consultants 
and gave me that patronizing little smile of 
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So when Annette came 

into the lunchroom with 

another of her high

priced consultants and 
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hers, I just lost it. I mean, she knows nothing 
about this business. She's a waste of space- a 
corporate black hole. I really have no idea 
why Jay hired her in the fust place. It was a 
huge mistake. So, yeah, I'm sorry for blowing 
up; it was a truly stupid move. But I'm carry
ing this company on my back, and that has to 
count for something. 

Nathan Singer, Senior Vice President, 
Human Resources: We have a set of values 
in this company that we spent a lot of time 
creating, and l take those values very seri
ously. One of our values is en titled "Respect." 
This is what it says: "We value the unique and 
diverse talents of our coworkers, and we treat 
them at all times with respect and consid
eration." Say whatever you want about 
Annette- I personally think she's a breath of 
fresh air around here-but one thing is crys
tal clear. Bob Dunn acted in a way that was 
totally inconsistent with our company values. 
Screaming at a coUeague in public and acting 
in a violent and threatening manner is out
side the bounds of acceptable workplace be
havior. If Bob is allowed to get away with 
this, it will undermine our values completely. 
I mean, who is going to take them seriously if 
he gets away with just a slap on the wrist? 

Frankly, Bob Dunn has never taken this 
company's culture seriously. He wasn't on
board when we developed our mission and 
values, and I'd go so far as to say he treated 
the entire process with contempt. Of course, 
that's typical for Bob. He runs Services like 
it's his own private kingdom, like it's separate 
from the rest of the company. He routinely ig
nores or even insults the other executives 
here, particularly those in corporate roles like 
myself. He hasn't even returned my calls 
about this incident. He's just not a team 
player, and as Jay bas made clear on many oc
casions, everyone in this company is part of 
the team. I know Bob gets results, but results 
aren't the only thing that matters. Bob's a di
nosaur, when you get down to it, and though 
I'd like to give him the benefit of the doubt, it 
wouldn't surprise me if one of the reasons he 
attacked Annette is because she's a woman. 1 
think he feels threatened. 

Paula Chancellor, Graphics Specialist: I 
was sitting in the cafeteria eating a salad 
when Bob Dunn came in and sat down at my 
table. We all love Bob. He's gruff and has a 
temper, but he's a great guy. I mean, no other 
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big shot at this company would even think 
about sitting down and having lunch with 
me-I'm just the anonymous person who 
cranks out their PowerPoint slides. Bob, 
though, makes it a point to know your name 
and to always ask how you're doing. 

Anyway, I could tell he was in a bad mood 
that day. We said hi to each other, and then 
we just ate our lunches quietly. I was flipping 
through a magazine, kind of in my own 
world. Then all hell breaks loose. I hear Bob 
say, really loud, "You've got to be kidding me, 
right?" I look up, and at fust I think he might 
be yelling at me- his face is bright red, he's 
really steaming, and I'm thinking, "What the 
heck did I do?"-and then l realize he's talk
ing to that new knowledge management per
son. Her name's Annette, I think. There was a 
big memo about her when she joined. 

Anyway, Annette-she's with this other 
guy I'd never seen before, with these trendy 
little glasses~she stops and just glares at Bob. 
"Excuse me?" she says. "Are you talking to 
me?" She is just totally shocked. 

"This knowledge group thing," Bob says. 
"That has to be the stupidest idea I've ever 
heard in my life. It's totally nuts. Do you have 
any clue what we do here? Have you looked 
at the numbers at all? You're going to screw 
up my whole damn operation when we can 
least afford it. You know what? You don't 
know the first thing about this company." 
Then he gets up and basically throws his 
lunch tray at the garbage can. 1"here's food 
and trash all over the floor. He stomps out 
the door, and Annette's just standing there, in 
complete disbelief. It was crazy. People have 
been talking about it ever since. Everybody's 
wondering what Jay's going to do. 

Jay Nguyen, President and CEO: What a 
mess. Bob Dunn's the best manager I have. 
Hands down, the best. He understands the 
business, he works tirelessly, and he gets his 
people to do unbelievable things. His people 
adore him, in fact-at least, those that have 
had the stamina to stick with him. This com
pany would fall apart in five minutes without 
Bob. I know it, and he knows it. 

But screaming at a colleague in the cafete
ria? Throwing your tray? That's too much. I 
don't know where you draw the line, but 
that's definitely over it The ironic thing is, 1 
was probably just as angry about Annette's 
memo as Bob was. 1 hadn't given her a green 
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light on setting up that group; I had just said 
it looked like a promising idea. And even that 
was an exaggeration-the last thing we need 
right now is for people to take their eyes off 
the bottom line. Now I'm really in a box. If I 
ask Annette to postpone the initiative, it'll 
look like I'm sanctioning Bob's behavior. And 
that's a message I can't send. Heck, I'd probably 
end up getting sued or something. 

I brought Annette in because 1 was con
vinced that the company needed some fresh 
thinking. And I'm stil l convinced that's true. 
Our products are commodities at this point; 
we have to keep cutting manufacturing costs 
just to stay even. Bob's unit is making all the 
money, but that's eventually going to start 
flattening out, no matter how good a man
ager Bob is. We've got good people here, but 
we're not capturing their ideas. We need new 
products, new services, new strategies. I have 
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my doubts about Annette-I'm not sure she 
fully understands the realities of the business 
we're in. But I have no doubt about the need 
to tap into our people's knowledge. No doubt 
at all. 

I just don't know what to do. In some ways, 
I even feel I'm a little to blame here. I've been 
pushing Bob relent lessly. He's always seemed 
to thrive on pressure- the more work you 
give him, the more he wants. But maybe I 
went too far. Everybody has a breaking point. 

Ho,v should the CEO respo nd to his top 

manager's tantru1n? 

Reprint R0201X 

To order, call 800-988-0886 
or 617-783-7500 or go to www.hbr.org 
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CHAPTER 2 

Diversity and Inclusion at Work 

Bauer, Talya and Be11·in Erdogan. "Cha.pter Two: Diversity and Inclusion at Work." 
Organi::ational Behavior: Bridging Science and Practice, v4.0. Boston: Boston Academic 
Publishing, Inc., 2021 , 39-40, 42-62, 64-71 , 73-74. Reprinted by permission of the publisher. 

After reading this chapter, you should be able to do the following: 

1. Understand the difference between diversity and inclusion. 

2. Explain the benefits of diversity and inclusion. 
3. Describe potential barriers to achieving diversity and inclusion. 
4. Describe the challenges and opportunities related to managing a multicultural workforce. 

5. Understand connections between diversity and Inclusion at work and ethics, technology, and 
cross-cultural management. 

Globally, the workforce is increasingly diverse. Countries differ when it comes to how diverse 
workplaces are. For example, in 2020, women constituted 46% of the workforce in the United States, 
7.7% in Yemen, and 52.1% in Mozambique.Ill Further, 12.6% of the U.S. workforce is Black. 17.5% is 
of Hispanic origin. and 63% is Asian.121 Employees continue to work beyond retirement, introduc
ing age diversity to the workforce. Regardless of your gender, race, and age, you will need to work 
with, communicate with. and understand people different from you at school as well as at work. 
Understanding cultures different from your own is also becoming increasingly important due to 
the globalization of business. In the United States, 17.4% of domestic employees were foreign-born, 
indicating that even those of us who are not directly involved in international business may bene
fit from developing an appreciation for the differences and similarities between cultures.131 In this 
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chapter, we examine particular benefits and challenges of managing a diverse workforce and dis
cuss ways in which you can increase your effectiveness when working with diversity. 

As we discuss differing environments faced by employees with different demographic traits, 
we primarily concentrate on the legal environment in the United States. Note that the way in which 
demographic diversity is treated legally and socially varies around the globe. For example, countries 
such as Canada and the United Kingdom have their own versions of equal employment legislation. 
Moreover. how women, employees of different races, older employees, employees with disabilities, 
employees of different religions, employees with disabilities, and LGBTQ employees are viewed and 
treated shows much variation based on the societal context. 
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diversity 

Compositional differences 
among people in a wor1< 
unit. 

2.2 Demographic Diversity and 
Inclusion 

1. Explain the benefits of diversity and inclusion. 

2. Explain the challenges of diversity management. 
3. Describe the unique environment facing employees with specific traits such as sex, race, reli

gion, disabilities, age, sexual orientation, and gender identity. 

Diversity refers to compositional differences among people in a work unit.161 These differences lead 
people to perceive others as similar to or different from themselves. Diversity may be defined by 
any characteristic that varies within a particular work unit such as gender, race, age. education, 
tenure, or functional background (such as being an engineer versus being an accountant). In this 
chapter. our focus will be on diversity with respect to demographic. relatively stable, and visible 
characteristics: specifically race, sex, age, religion, disabilities, sexual orientation, and gender iden
tity. Understanding how these characteristics affect organizational behavior is important. While 
many organizations publicly rave about the benefits of diversity. many find it challenging to 
develop an inclusive culture. This is evidenced by the number of complaints filed with the Equal 
Employment Opportunity Commission (EEOC) regarding discrimination. In the United States, the 
Age Discrimination Act of 1975 and Title VII of the Civil Rights Act of 1964 outlaw discrimination 
based on age, gender, race, national origin, or religion. The 1990 Americans with Disabilities Act pro
hibits discrimination against employees based on physical or mental disabilities who are able to 
perform the essential aspects of their jobs with or without accommodations. In 2019, over 72.000 

individuals filed a complaint claiming that they were discriminated against based on protected 
characteristics.1,: Of course, this number represents only the most extreme instances in which vic
tims must have received visibly discriminatory treatment to justify filing a complaint. It is 
reasonable to assume that many instances of discrimination go unreported because they are more 
subtle and employees may not even be aware of inconsistencies such as pay discrimination. It 
seems that there is room fo r improvement when it comes to benefiting from diversity, understand
ing its pitfalls, and creating a work environment where people feel appreciated for their 
contributions regardless of who they are. 

Benefits of Diversity and Inclusion 

Effective management of diversity is simply the right thing to do. Diversity is also a fact of organi
zational life, and it is here to stay. The talent organizations need is diverse in race, age, sex. gender 
identity, religion, disability status, and any other number of dimensions. What are the benefits of 
diversity for groups and organizations? Research examining diversity in isolation (without consid
ering it along with inclusion). actually paints a nuanced picture. Groups that are diverse tend to 
experience lower levels of cohesiveness, higher levels of conflict, lower levels of team performance, 
and higher levels of turnover. Human beings find it easier to communicate with each other when 
they interact with others who are similar. In other words, increasing levels of diversity are not 
always followed by desirable outcomes for organizations. 181 
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At the same time, when examined along with inclusion, the potential benefits of diversity 
emerge. Inclusion involves allowing individuals to bring aspects of themselves that make them 
unique to a group, while also being treated as organizational insiders. Inclusive organiza
tions ensure that all individuals are allowed to participate in the organizational life fully. their 
voices are heard, and concerted efforts are made to remove barriers to the fair treatment of every
one.191 Research has shown that a climate of inclusion is necessary to turn diversity into an 
advantage for organizations.1)0

1 Thus, it is important to consider diversity and inclusion together: 
Simply having diversity does not mean that the organization is inclusive, and without inclusive
ness. diversity is not sufficient to yield positive outcomes. As diversity consultant and advocate 
Verna Myers notes, '"Diversity is being invited to the party. Inclusion is being asked to dance."1111 In 
the next section. we summarize potential benefits of diversity and inclusion. So, when discussing 
benefits of diversity, we need to treat diversity as a necessary first step, but insufficient without 
inclusion. 

Higher Creativity in Decision Making 

An important potential benefit of having a diverse workforce is the ability to make higher quality 
decisions. In a diverse work team, people will have different opinions and perspectives. In these 
teams, individuals are more likely to consider more alternatives and think outside the box when 
making decisions. When thinking about a problem, team members may identify novel solutions. 
Research shows that teams that are diverse with respect to values, thinking styles, knowledge, 
skills. and beliefs stimulate creativity in members.C121 Therefore. having a diverse workforce may 
have a direct impact on a company's bottom line by increasing creativity in decision making. 

Better Understanding and Service of Customers 

A company with a diverse workforce may create products or services that appeal to a broader cus
tomer base. PepsiCo Inc. planned and executed a successful diversification effort in the recent past. 
The company was able to increase the percentage of women and ethnic minorities in many lev
els of the company, including management. The company points out that in some years, about 
1% of the company's 8% revenue growth came from products that were inspired by the diversity 
efforts, such as guacamole-flavored Doritos chips and wasabi-flavored snacks.1u1 Companies with 
more women have been responsible for introducing innovative ideas to the market. such as the 
online subscription and personal shopping service Stitch Fix. On a negative note, companies lack
ing diversity often introduce products that do not meet the needs of a particular segment of the 
population. For example, when Apple first introduced its Health app. the company came under fire 
for enabling users to track a wide variety of metrics including sodium intake and yet somehow 
failing to include metrics relating to reproductive health. Similarly. the early failure of voice recog
nition software to recognize female voices or image recognition software failing to recognize Black 
faces has been attributed to the lack of diversity in the technology industry.11' 1 A company with a 
diverse workforce may understand the needs of particular groups of customers better, and cus
tomers may feel more at ease when they are dealing with a company that understands their needs. 

Higher Job Satisfaction 

When employees feel that they are fairly treated, they tend to be more satisfied. On the other 
hand, when employees perceive that they are being discriminated against. they tend to be less 
attached to the company, less satisfied with their jobs. and experience more stress at work.1151 Orga
nizations where employees are satisfied often have lower turnover. Organizational practices aimed 
at creating a diverse and inclusive culture help employees to develop trust in the organization and 
management, and have been shown to have advantages in facilitating employee engagement.'161 In 
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contrast, in organizations where people experience or observe discrimination, employees suffer 
from higher levels of stress and experience a sense of injustice, resulting in more negative out
comes.11.,, 

Higher Stock Prices 

Companies that do a better job of creating and managing a diverse workforce are often rewarded 
in the stock market, indicating that investors use this information to judge how well a company is 
being managed. For example. companies that have greater levels of gender diversity in their board 
of directors have been shown to have higher stock returns following the initial public offering (l PO) 
of their stocks.1t81 Further, companies that receive an award from the U.S. Department of Labor for 
their diversity management programs show increases in their stock price in the days following 
the announcement. Conversely. companies that announce settlements for discrimination lawsuits 
often show a decline in stock prices afterwardY91 

Lower Litigation Expenses 

Companies doing a particularly bad job in diversity management face costly litigations. When an 
employee or a group of employees feel that the company is violating EEOC laws. they may file a 
complaint. The EEOC acts as a mediator between the company and the person, and the company 
may choose to settle the case outside the court. If no settlement is reached, the EEOC may sue the 
company on behalf of the complainant or may provide the injured party with a right-to-sue letter. 
Regardless of the outcome, these lawsuits are expensive and include attorney fees as well as the 
cost of the settlement or judgment, which may reach millions of dollars. The resulting poor public
ity also has a cost to the company. For example, in 2018, the Seasons 52 restaurant. which is a brand 
owned by Darden Restaurants, was ordered to pay $2.85 million in an age discrimination lawsuit. 
The company had told applicants denied employment that they had too much experience. and that 
they were looking for "fresh" employees. In the same year. ford was ordered to pay an ex-engineer 
of Arab descent $16.8 million due to harassment and creation of a hostile work environment.~ ' As 
you can see, effective management of diversity can lead to big cost savings by decreasing the prob· 
ability of facing costly and embarrassing lawsuits. 

Higher Company Performance 

As a result of all these potential benefits, companies that manage diversity more effectively tend 
to outperform others. Research shows that in companies pursuing a growth strategy, there was a 
positive relationship between racial diversity of the company and firm performance.1~ Companies 
ranked in the Diversity so list created by Diversitylnc magazine performed better than their coun
terparts.13-1 And, in a survey of 500 large companies, those with the largest percentage of female 
executives performed better than those with the smallest percentage of female executives. Of 
course, correlation does not equal causation, and it is possible that the causal arrow goes the other 
way and strong organizations have the bandwidth to invest in diversity initiatives. The relation
ship, however. remains.123l 
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Challenges to Achieving Diversity and 
Inclusion 

If managing diversity effectively has the potential to increase company performance, increase 
creativity, and create a more satisfied workforce. why aren't all companies doing a better job of 
encouraging diversity? Despite all the potential advantages, there are also a number of challenges 
associated with increased levels of diversity in the workforce. 

Similarity-Attraction Phenomenon 

One of the commonly observed phenomena in human interactions is the tendency for individuals 
to be attracted to similar individuals. This attraction influences interpersonal relationships as well 
as relations among groups.1241 Research shows that individuals show a preference toward similar 
others. They allocate greater resources to them when given the chance, show more positive atti· 
tudes toward them, and are more strongly drawn to them. They express greater levels of comfort 
with similar others, and display greater levels of confidence in homogeneous groups regardless of 
how they actually perform.1251 
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The similarity-attraction phenomenon may explain some of the potentially 
unfair treatment based on demographic traits. If a hiring manager chooses some
one who is similar over a more qualified candidate who is dissimilar in a 
characteristic such as sex, race, or age, the decision will be unfair and a barrier to 
achieving diversity in the workplace. [n other words. similarity-attraction may 
give the majority group an advantage in hiring or other human resource deci
sions because hiring managers will perceive greater chemistry and feel more 
comfortable with someone similar to them. jeopardizing the candidacy of some
one who is different from the group composition. Even when candidates from 
underrepresented groups are hired, they may receive different treatment within 
the organization. For example. research shows that one way in which employees 
may get ahead within organizations is through being mentored by a knowledge· 
able and powerful mentor. Yet when the company does not have a formal 
mentoring program in which people are assigned a specific mentor, people are 
more likely to develop a mentoring relationship wit h someone who is similar to 

FIGURE 2.1 Levels of Diversity 
Individuals often inrtially judge others based on 
surfaoe-level diversity. Over time, this effect 
tends to fade and is replaced by deep-level 
traits such as similarity in values and attitudes. 

them in demographic traits.1,i;i This means that those who are not selected as proteges will not be 
able to benefit from the support and advice that would further their careers. Similarity-attraction 
may even affect the t reatment people receive daily. If a male manager frequently invites a male 
employee to have lunch with him while a female employee is excluded from such interaction 
opportunities, the male employee over time may develop greater access to information, advice, or 
other intangible opportunities that are beneficial to one's career. 

Why are we more attracted to those who share our demographic attributes? Demographic 
traits are part of what makes up surface-level diversity. Surface-level diversity includes traits that 
are highly visible to us and those around us, such as race, gender, and age. Researchers believe that 
people pay attention to surface diversity because they are assumed to be related to deep-level 
diversity, which includes values, beliefs. and attitudes. We want to interact with those who share 
our values and attitudes, but when we meet people for the first time, we have no way of knowing 
whether they share similar values. As a result. we tend to use surface-level diversity to make judg
ments about deep-level diversity. Research shows that surface-level traits affect our interactions 
with other people early in our acquaintance with them, but as we get to know people. the influence 
of surface-level traits is replaced by deep-level traits such as similarity in values and attitudes.1271 

Age, race. and gender dissimilarity are also stronger predictors of employee turnover during the 
first few weeks or months within a company. It seems t hat people who are different from others 
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group is split into 
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may feel isolated during their early tenure when they are dissimilar to the rest of the team. but 
these effects tend to disappear as people stay longer and get to know other employees. 

As you may see, while similarity-attraction may put some employees at a disadvantage, it is a 
tendency that can be managed by organizations. By paying attention to employees early in their 
tenure. having formal mentoring programs in which people are assigned mentors, and training 
managers to be aware of the similarity-attraction tendency, organizations can go a long way in deal
ing with potential diversity challenges. 

Faultlines 

A faultline is an attribute along which a group is split into subgroups. For example, in a group with 
three women and three men. gender may act as a fau ltline because the women may see themselves 
as separate from the men. Now imagine that the women of the same team are all over age so and 
the men are all under age 25. In this case, age and gender combine to further divide the group into 
two subgroups. Teams that are divided by faultlines experience a number of difficulties. For exam
ple, members of the different subgroups may avoid communicating with each other. reducing the 
overall cohesiveness of the team. Research shows that teams with faultlines experience more con
flict. are less cohesive, and have less satisfaction and performance.1.si Faultlines are more likely to 
emerge in diverse teams, but not all diverse teams have fau ltlines. Going back to our example, if the 
team has three men and three women as members, but if two of the women are older and one of 
the men is also older, then the composition of the team will have a much different effect on the 
team's processes. In this case, age could be a bridging characteristic that brings together people 
divided across gender. 

Research shows that even groups that have strong faultlines can perform well if they establish 
certain norms. When members of subgroups debate the decision topic among themselves before 
having a general group discussion, there seems to be less communication during the meeting on 
pros and cons of different alternatives. Having a norm stating that members should not discuss 
the issue under consideration before the actual meeting may be useful in increasing decision effec
tiveness.129l Further, the existence of an inclusive diversity climate reduced the negative effects of 
faultlines on loyal behaviors."301 

FIGURE 2.2 Group Faultlines 
The group on the left will likely suffer a strong faultline due to the lack of common ground. The group to the right 
wm likely only suffer a weak fault!lne because the men and women of the different groups will rkely identify with 
each other. 
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Stereotypes and Unconscious Biases 

An important challenge of managing a diverse workforce is the possibility that stereotypes and 
unconscious biases about different groups could lead to unfair decision making, Stereotypes are 
generalizations about a particular group of people. The assumption that women are more relation
ship oriented, while men are more assertive. is an example of a stereotype. Unconscious (or 
implicit) biases are stereotypes that are held that are outside of conscious awareness. For example. 
a manager who is surprised that the technical employee all the clients are raving about is a woman 
may be demonstrating an unconscious bias. 

The problem with stereotypes and unconscious biases is that individuals may rely on stereo
types when making decisions. instead of collecting actual data and verifying their assumptions. As 
a result, stereotypes may lead to unfair and inaccurate decision making. For example. a hiring man
ager holding the stereotype that men are more assertive may prefer a male candidate for a 
management position over a well-qualified female candidate. The assumption would be that man
agement positions require assertiveness and the male candidate would be more assertive than the 
female candidate. Being aware of these stereotypes is the first step to preventing them from affect· 
ing decision making. Research has shown that stereotypes and implicit biases affect hiring 
decisions. For example, in a laboratory experiment, when individuals were asked to hire someone 
for a job involving math abilities, they were twice as likely to hire a man. Even providing past per· 
formance information did not fully eliminate this male advantage. Such discrimination may be 
part of the puzzle for the underrepresentation of women in science and engineering.13JJ Further, 
stereotypes and prejudices are associated with more covert and interpersonal forms of discrimina
tion. such as acting less warm and friendly toward the stigmatized person, being more rude toward 
this person, or cutting the interaction short.1321 

ScienceForWorl< IS a nonprofit organization dedicated to providing decision makers with trustworthy and useful 
insights from the science of organizations and people management. They review meta-analyses and summarize 
findings such as the one here. You will see figures from their work throughout this book. 

Gender bias in hiring 
Who does it.affect? 

Male-dominated Jobs 
(e.g., CEO, IT Consultant) 

1 Female-dominated jobs 
•• (e.g.. journalist. nurse) 
t 

Integrated jobs 
(e.g .. psychology professor) 

-

• 

• 
•• 
2 

Preference for male 
applicants 

No preference in hiring male 
or female applicants 
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Organizations may take concrete steps to prevent stereotypes from affecting their decisions. 
For example, orchest ras in the United States saw a dramatic increase in female musicians after they 
started introducing "blind" auditions-auditions in which the candidate plays behind a screen.001 In 
2006. France passed a law requiring employers with more than so employees to remove personal 
data that potentially signals an applicant's race, religion, or ethnicity from resumes in order to 
prevent stereotypes from influencing who is hired.il" Such structural changes may help to system
atically prevent stereotypes from affecting employment decisions. 

Specific Diversity Issues 

Different demographic groups face unique work environments and varying challenges in the work
place. In this section, we will review the particular challenges associated with managing gender, 
race, religion. physical ability, and sexual orientation diversity in the workplace. 

Sex Diversity in the Workplace 

In the United States, three important pieces of legislation prohibit sex discrimination at work. The 
Equal Pay Act (EPA, 1963) prohibits discrimination in pay based on sex. Title VII of the Civil Rights 
Act (1964) prohibits discrimination in all employment-related decisions based on sex. In 2009, the 
Lilly Ledbetter Fair Pay Act was signed into law. This act is named after a woman who, at the end 
of her 19 years as a supervisor at a Goodyear t ire factory, discovered she had been paid less than 
her male counterparts. The act gives a potential litigant 180 days to file a claim every time a worker 
receives a paycheck. Despite the existence of protective legislation, women and men often face dif
ferent treatment at work. The earnings gap, the glass ceiling. and sexual harassment are three key 
problems women may experience in the workplace that we will discuss in more detail. 

Earnings Gap 

An often publicized issue women face at work is the earnings gap. Considering both full- and 
part-time workers, the median earnings of women in 2018 was 85% of men in the United States.llSI 
There are many potential explanations for the earnings gap that are often reported in the popular 
media. Some explanations for this gap focus on "human capital." According to this view, women 
and men bring different investments to work. For example, women work shorter hours, are under
represented in high-paying occupations such as engineering and overrepresented in low-paying 
occupations such as kindergarten teacher. and have more gaps in their resumes due to parenthood, 
which explains part of the sex differences in pay.1361 It is important to note that these do not 
provide a full explanation for the sex differences in pay. and framing these factors as ·individual 
choice" may be misguided. As a case in point, many organizations do not have family-supportive 
policies in place. resulting in women having to leave their jobs following motherhood. While these 
decisions may be interpreted as choice, they also indicate lack of alternatives. 

A commonly used explanation for the pay gap is that women are less likely to negotiate. There 
is some truth to this, as research has shown that when it is unclear whether wages are negotiable, 
male job seekers are more likely to negotiate. Interestingly, when it is explicitly mentioned that 
wages are negotiable, such differences disappear.137• At the same t ime, laboratory studies show that 
women candidates who negotiated were more likely to be penalized for their attempts to negoti
ate. and male evaluators expressed an unwillingness to work with a woman who negotiated.1381 In 
other words, there may be some danger in simply advising women to negotiate: They may be choos
ing not to negotiate. predicting that negotiation would not result in positive outcomes for them, 
and may in fact damage relationships. The differences in the tendency to negotiate and success in 
negotiating are important factors contributing to the earnings gap. According to one estimate. as 
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much as 34% of the differences between women's and men's pay can be explained by their start
ing salaries.1391 When differences in negotiation tendencies or outcomes affect starting salaries, they 
may have a large impact over the course of years. In short, the earnings gap is a complicated issue 
that may not be reduced to differences in negotiation tendencies or outcomes. Effective negotiation 
and learning to advocate for oneself is important for everyone in general, but organizations may 
play a role here by making it clear when it is expected that candidates will negotiate, and ensuring 
that employees are paid based on what they are worth as opposed to their skills in negotiating. 

Numerous studies suggest that stereotypes and biases disadvantaging women are alive and 
well. One meta-analysis showed that the male-female gap in pay was larger in occupations that 
were male dominated, and in complex jobs. These differences were not explainable by differences 
in performance of men and women.'.,.;iJ In an experimenta l study where MBA students played the 
role of investors, the recommended percentage to invest in the Initial Public Offering (IPO) of an 
entrepreneurial business was four times as much when the company was led by a male CEo.1••1 

Companies and governments are beginning to take action to close the gap. Organizations such 
as Adobe. Expedia, and Starbucks made public pledges to closing the pay gap through periodic 
audits followed by concrete action. Cities and states including Oregon, California, and New York 
City now ban asking job applicants about their pay history. as this practice perpetuates past gaps. 
Further. states including Massachusetts. New Jersey, and Oregon passed laws that would encour
age employers to minimize pay differentials among employees performing comparable work when 
such differences are not explainable through job related factors .1~ 

Glass Ceiling 

Another issue that provides a chaJlenge for women in the workforce is the so-called glass ceiling. 
While women may be represented in lower level positions, they are less likely to be seen in higher 
management and executive suites of companies.143: In fact while women constitute close to one
half of the workforce. men are four times more likely to reach the highest levels of 
organizations.1441 Although a record num.ber of female CEOs of Fortune soo firms emerged in 2020. 

they still only accounted for 7.4% of the CEOs on the list.1451 In fact. a study by the global consulting 
firm DDI on ss,ooo assessments for top leadership roles. including CEO roles. showed that 52% of 
the organizations did not have a single female candidate in their selection pool (and when they had 
one female candidate, she was never chosen).i,ibl A related phenomenon is tenned glass cliff. This is 
the tendency of women and minority members to be promoted to leadership positions in poor-per
forming, struggLing firms. Even though these leaders look like they broke through the glass ceiling. 
they are at a higher risk of failure. Struggling firms may be more likely to offer these precarious 
positions to women and minorities to signal that they intend to make a change, and the candidates 
may be more likely to accept these positions thinking that this is their only chance at leadership. 
Research also shows that when the firm performance further declines under their leadership, the 
firm is more likely to replace them with a white and male leader.'471 

The absence of women in leadership is problematic. particularly in light of studies that show 
the leadership performance of female leaders is comparable to, and in some dimensions such as 
transformational or change-oriented leadership, superior to, the performance of male leaders.1481 

One explanation for the glass ceiling is the sex-based stereotypes favoring men in managerial 
positions. Traditionally. men have been viewed as more assertive and confident than women. while 
women have been viewed as more passive and submissive. Studies show that these particular 
stereotypes are still prevalent among male college students, which may mean that these stereo
types may be perpetuated among the next generation of managers.1•91 Assumptions such as these 
are problematic for women's advancement because stereotypes associated with men are character
istics often associated with being a manager. Stereotypes are also found to influence how managers 
view male versus female employees· work accomplishments. For example, when men and women 
work together in a team on a stereotypically "masculine" task such as working on an investment 
portfolio and it is not clear to management which member has done what, managers are more 

60 

49 

As of May 2020, only 37 of 
the Fortune 500 were helmed 
by a female CEO. Pictured 
here is Safra Katz, CEO of 
Oracle. 

glass ceiling 

The situation that some 
qualified employees are 
prevented from advancing 
to higher level positions 
due to factors such as 
discrimination. The glass 
oeiling is often 
encountered by women 
and minorities. 

glass cliff 

Tendency of women and 
minority members to be 
promoted to leadership 
positions in poor 
performing, struggling 
firms. 



50 Organizational Behavior 

Norway is a pioneer in 
tackling the glass ceiling 
problem through legislation. 
In 2002, they passed a law 
requiring boards of directors 
to be made up of at least 
40% women in all 
state-owned and publicly 
hsted companies starting in 
2008. Other European 
countries, such as France 
and Spain, followed suit. 

sexual harassment 

Unwanted sexual 
advances, requests for 
sexual favors, and other 
verbal and physical 
conduct that is sexual In 
nature. 

likely to attribute the team's success to the male employees and give less credit to the female 
employees.:soi 

There are many organizations making the effort to make work environments more welcoming 
to men and women. For example, IBM is reaching out to female middle school students to get them 
interested in science. hoping to increase female presence in the field of engineering.1511 Companies 
such as IBM, Deloitte, Ernst & Young. Unilever. and Johnson & Johnson topped the 2019 100 Best 
Companies list created by Working Mother magazine by providing flexible work arrangements to 
balance work and family demands. In addition. these companies provide employees of both sexes 
with learning. development, and networking opportun ities.rsz1 

Sexual Harassment 

Sexual harassment refers to unwanted sexual advances, requests for sexual favors, and other ver
bal and physical conduct that is sexual in nature. The perpetrator may be a supervisor, a colleague, 
or a client. The victim may be a man or a woman, and the perpetrator and victim may be of the 
same sex. Regardless of the specifics, sexual harassment is conduct that is illegal according to the 
Equal Employment Opportunity Commission.:>JJ In 2019, men filed 16.8% of the sexual harassment 
claims with EEOC, suggesting that even though sexual harassment affects both sexes, women are 
disproportionately affected.1~i 

Sexual harassment has long-lasting and negative effects on employees. For example, research 
has shown that it has been related to depression even a decade later, to poor job attitudes such as 
organizational commitment and job satisfaction, higher levels of absenteeism. and a tendency to 
quit an occupation altogether. Sexual harassment has implications for problems such as the earn
ings gap that we discussed earlier. For women, sexual harassment is more likely to occur when they 
work in male-dominated industries, but these occupations are also ones where pay rates are higher, 
which means that leaving these occupations may result in pay penalties over the course of one's 
career.tss1 

In 2011. the #MeToo movement brought the prevalence of sexual harassment to international 
awareness, resulting in the downfall of high-profile, longtime accused perpetrators of such harass
ment. Organizations need to take meaningful steps to prevent harassment, including providing 
training, establishing mechanisms where victims can repon what happened without having to go 
through their manager, taking quick action to protect the victim while ensuring due process, and 
creating organizational cultures that do not tolerate the abuse and harassment of anyone. Further, 
one study utilizing two large military samples showed that sexual harassment was Jess prevalent 
in units where there was a justice climate, an emphasis on unbiased decision making. consistency, 
and where employees were involved in decisions affecting them.l561 In other words, fostering a cli
mate of fairness may create an environment where everyone is treated with dignity and respect. 

Race Diversity in the Workplace 

Race is another demographic characteristic that is under legal protection in the United States. Title 
VII of the Civil Rights Act (1964) prohibits race discrimination in all employment-related decisions. 
Yet systemic race discrimination continues to exist in many organizations. In a Korn-Ferry/Colum
bia University study of 280 minority managers earning more than $100,000, 60% of the respondents 
reported that they had seen discrimination in their work assignments and 45% had been the target 
of racial or cultural jokes. The fact that such discrimination exists even at higher levels in orga
nizations is noteworthy.5~ In a different study of over s.soo workers, only 32% reported that their 
company did a good job hiring and promoting minorities:581 One estimate suggests that when com
pared to white employees, Black employees are four times more likely and Hispanics are three 
times more likely to experience discrimination. 591 

61 



Chapter2 Diversity and Inclusion at Work 

Ethnic minorities experience both an earnings gap and a glass ceiling. In the first quarter of 
2020, for every $1 a Caucasian male employee made, Black males made around 75 cents while His
panic males made just under 70 cents. The situation is somewhat different for Asian males. who 
make approximately $1.24 for every every $1 earned by their Caucasian counterparts.16o1 However, 
Asian males are still underrepresented in top management and as such, experience the glass ceiling 
phenomenon.c61J In early 2020, only five Fortune 500 companies had Black CEOs.CGl1 It is interesting 
that while ethnic minorities face these challenges, the demographic trends are such that by 2-045, 

Caucasians are estimated to constitute less than one-half of the population in the United States.1631 

Unfortunately, discrimination against ethnic minorities still occurs. One study conducted by 
Harvard University researchers found that when Chicago-area companies were sent fictitious 
resumes containing identical background information, resumes with "Caucasian-sounding· names 
(such as Emily and Greg) were more likely to get callbacks compared to resumes with "Black-sound
ing· names (such as Jamal and Lakisha).1641 Race and sex also interact with each other to affect 
others' reactions to the individual and often constitute a "double jeopardy." For example, women of 
color are asked to do more "office housework" such as being expected to order lunch for everyone. 
Even in instances where such tasks do not take much time, they take time away from tasks that 
involve more learning and growth opportunities and reinforce existing power dynamics keeping 
them in lower level positions. Refusing to take on these assignments may also hurt the employee 
by labeling them as noncooperative.1651 

Studies indicate that ethnic minorities are less likely to experience a satisfying work environ
ment. One study found that Black employees were more likely to be absent from work compared to 
Caucasians, but this trend existed only in organizations viewed as not valuing diversity.c66

, Similarly, 
among Black employees. the perception that the organization did not value diversity was related 
to higher levels of turnover.C671 Another study found that perceived race discrimination resulted in 
lower commitment to the organization. but this relationship was weaker when employees felt that 
the organization was taking steps to be supportive of diversity.16!1 

Unconscious biases and racial profiling are harmful to employees, businesses. and societies. In 
2018, Starbucks was in national news as a result of such biases. A store manager in Philadelphia 
asked two Black men to leave the store as they had not ordered anything (they were waiting for 
a friend). When they refused to leave. the manager called the police, which resulted in the arrest 
of the individuals. Following the public outcry, Starbucks apologized and closed more than 8,000 

stores to provide its employees with unconscious bias training. One training by itself is unlikely 
to prevent such incidents from happenjng. but this incident powerfully displays the harm and 
unfairness that can be caused by biases. The year 2020 saw widespread protests of racial injustice 
following the killing of George Floyd under poHce custody, spurring businesses to make public com
mitments to examine hiring. management. and reward policies, and to make improvements.1691 For 
example, Microsoft committed $150 million to diversity initiatives, and set a goal to double the num
ber of Black employees by 2025.1101 
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Older employees tend to be 
reliable and committed 
employees who often 
perform at comparable or 
higher levels than younger 
worl<ers. 

Family businesses account 
for 50% of the gross 
domestic product; 60% of 
U.S. employment and 35% of 
Fortune 500 firms are family 
controlled. Around the world, 
in many family-owned 
buS1nesses, different 
generations worl< together. 

Age Diversity in the Workplace 

The workforce is rapidly aging. By 2024, those who are age 55 and older are estimated to constitute 
25°Ai of the workforce in the United States. The same trend seems to be occurring elsewhere in the 
world. Further, by the same date. the fastest growing labor participation rate is expected to be those 
65 and older.tn1 These changes signal that the age diversity of the workforce is expected to increase. 

What happens to work performance as employees get older? Research shows that age is corre
lated with a number of positive workplace behaviors, including higher levels of citizenship 
behaviors such as volunteering. higher compliance with safety rules. lower work injuries, lower 
counterproductive behaviors, and lower rates of tardiness or absenteeism.lnJ Despite their positive 
workplace behaviors, employees who are older often have to deal with age-related stereotypes at 
work. For example. a review of a large number of studies showed that those between 17 and 29 years 
of age tend to rate older employees more negatively, while younger employees were viewed as more 
qualified and having higher potential.1731 However. these stereotypes have been largely refuted by 
research.17'

1 Another review showed that stereotypes about older employees-they perform on a 
lower level. they are less able to handle stress, or their performance declines with age-are simply 
inaccurate.1751 The problem with these stereotypes is that they may discourage older workers from 
remaining in the workforce or may act as a barrier to their being hired in the first place. The results 
of the accumulated body of research suggests that there are either no differences in performance 
based on age. or in some cases the relationship is positive, which means that age-related stereo
types have little to no support.1761 

In the United States, age discrimination is prohibited by the Age Discrimination in Employ
ment Act of 1967. which makes it illegal for organizations to discriminate against employees over 40 

years of age. Still, age discrimination is prevalent. For example. in 2018, two United Airlines employ
ees were awarded $800,000 in a wrongful termination lawsuit involving age discrimination. The 
employees were fired for not wearing an apron and watching their iPad for 15 minutes, but the jury 
believed that these reasons were pretext and age of the employees motivated the termination.1n1 

Age diversity within a team can actually lead to higher team performance. In a simulation, 
teams with higher age diversity were able to think of different possibiUties and diverse actions, 
leading to higher performance for the teams.1781 At the same time. managing a team with age diver
sity may be challenging because different age groups seem to have different opinions about what 
is fair treatment, leading to different perceptions of organizational justice.17'31 Organizations that are 
age inclusive and manage to develop cultures that respect and support age diversity and the needs 
of employees of different age groups reap benefits in the form of greater levels of job satisfaction, 
organizational commitment. and motivation to continue working past the retirement age.1801 

One of the ways in which organizations may create an age-inclusive workplace is to utilize flex
ible work arrangements tailored to individual needs. Research has shown that the use of 
individualized work arrangements was most useful in reducing employee exhaustion in groups 
where age diversity was high. Further, organizations may create a more positive environment for 
older workers by providing on-the-job resources such as opportunities to utilize a variety of skills. 
a procedurally fair organizational climate. and supportive relationships with managers. as older 
workers have been shown to be more sensitive to the absence of these resources.1811 

Religious Diversity in the Workplace 

In the United States, employers are prohibited from using religion in employment decisions based 
on Title VII of the Civil Rights Act of 1964. Moreover, employees are required to make reasonable 
accommodations to ensure that employees can practice their beliefs unless doing so provides an 
unreasonable hardship on the employer.187; Religious discrimination often occurs because the reli
gion necessitates modifying the employee's schedule. For example. devout Muslim employees may 
want to pray five times a day with each prayer lastings to 10 minutes. Some Jewish employees may 
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want to take off Yorn Kippur and Rosh Hashanah. a lthough these days are not always recognized 
as holidays in the United States. These situations pit employers· concerns for productivity against 
employees· desires to fulfill religious obligations. 

Accommodating someone's religious preferences may also require companies to relax their 
dress code to take into account religious practices such as wearing a turban for Sikhs or covering 
one's hair with a scarf for Muslim women. In these cases. what matters most is that the company 
makes a good faith attempt to accommodate the employee. Fur ther. organizations should avoid 
requiring employees to participate in religious practices such as prayer meetings or religious discus
sions. Forcing employees to participate in a religious activity is illegal. In 2018, United Health Pro
grams. an insurance and employee benefits services company, was sued for requiring employees to 
follow a "Harnessing Happiness• system involving prayers, religious workshops, and ritual spiritual 
cleansing. Harnessing Happiness is considered a religion, and therefore in the resulting lawsuit, the 
company was ordered to stop these practices and pay $5.J million to former and current employees 
who brought the lawsuit.18'.ll 

Employees with Disabilities in the Workplace 

Employees with a wide range of physical and mental disabilities are part of the workforce. The 
Americans with Disabilities Act of 1990 (ADA) prohibits discrimination in employment against indi
viduals with physical as well as rnental disabilities if these individuals are otherwise qualified to 
do their jobs with or without reasonable accommodation. for example. for a job that requires fre
quently talking over the phone. an organization may receive a job application from a candidate 
with partial hearing loss. With the help of a telephone amplifier. which costs less than $50. the 
employee will be able to perform the job; therefore, the company cannot use the hearing loss as a 
reason not to hire the person. again. as long as the employee is otherwise qualified. Even when a 
disability has no bearing on job performance, it may constitute a barrier that harms the employee. 
For example. applicants with disabilit ies experience more barriers in hiring. Jn one experiment. 
researchers sent identical resumes to accounting jobs. Of the cover letters, 1/3 mentioned that the 
applicant had a spinal cord injury, l/3 noted that the applicant had Asperger's syndrome, and 1/3 
mentioned neither. The resumes that mentioned the spinal cord injury and Asperger's syndrome 
on average received 26% fewer expressions of employer interest .'8<1 After being hired, employees 
with disabilities are more likely to be stereotyped. locked into dead-end jobs. and employed in jobs 
that require substantially lower skills and qualification.s than they possess. They also are more 
likely to quit their jobs.1851 

What can organizations do to create a more inclusive work environment for employees with 
disabilities? A climate of inclusiveness was shown to be useful in neutralizing the negative effects 
of being different from one's manager with regards to disability status.136• Therefore, fostering a cli
mate of inclusion is important . Legally, when an employee brings up a disability, the organization 
should consider reasonable accommodations. This may include modifying the employee's schedule 
and reassigning some nonessential job functions. Organizations that offer flexible work hours may 
also make it easier for employees with disabilities to be more effective. Finally, supportive rela
tionships with others seem to be the key for making these employees feel at home. Having an 
understanding boss and an effective relationship with supervisors is particularly important for 
employees with disabilities. Because the visible differences between individuals may unconsciously 
act as an initial barrier against developing rapport. creating systems that facilitate relation devel
opment opportunities may be beneficial_l871 
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Sexual Orientation and Gender Identity Diversity in the 
Workplace 

Lesbian. bisexual. gay; transgender, and queer/questioning (LBGTQ) employees in the workplace 
have faced a number of challenges and barriers to employment throughout the years. Until 
recently. there was no federal law in the United States prohibiting discrimination based on sexual 
orientation. Nonetheless, in 2019, 21 states as well as the District of Columbia had laws prohibiting 
discrimination in employment based on sexual orientation and gender identity. In addition, 91% of 
the Fortune soo companies have implemented non-discrimination policies that include sexual ori
entation and gender identity.1881 These policies seem to have benefits to organizations, as research 
has shown that firms that have LGBTQ-supportive policies had higher firm value, productivity, and 
profitability, and benefited more from Research and Development (R&D) activities.1891 On June 15, 
2020, the United States Supreme Court made a monumental ruling. ensuring that the Civil Rights 
Act of 1964 would be extended to protect gay; lesbian, and transgender employees from sex-based 
discrimination at work. making discrimination in employment decisions based on sexual orienta
tion and gender identity illegal.1901 

Research shows that one of the most important issues relating to sexual orientation is the dis
closure of sexual identity in the workplace. According to one estimate, up to one-third of lesbian, 
gay, and bisexual employees do not disclose their sexual orientation at work. Employees may fear 
the reactions of their managers and coworkers, leading to keeping their sexual identity a secret. In 
reality, though. it seems that disclosing sexual orientation is not the key to explaining work atti
tudes of these employees- it is whether or not they are afraid to disclose their sexual identity. In 
other words, those employees who fear that full disclosure would lead to negative reactions expe
rience lower job satisfaction. reduced organizational commitment. and higher intentions to leave 
their jobs.19-11 Creating an environment where all employees feel welcome and respected regardless 
of their sexual orientation is the key to maintaining a positive work environment. 

Two organizational resources that seem to make the most difference for LGBTQ employee 
attitudes. stress. perceived discrimination, and disclosures are LGBTQ-supportive organizational 
climates and supportive interpersonal relationships.1921 Companies such as Coca-Cola. Accenture, 
IBM. and Procter & Gamble create inclusive cultures by providing transgender-inclusive health
care coverage, removing barriers to fairness, and by providing a public commjtment.1931 

OB Toolbox: I Think I Am Being Asked Potentially Illegal Interview 
Questions. What Can I Do? 

In the United States, demographic characteristics discussed in this chapter are protected by law. 
Yet according to a survey of 4,000 job seekers, about one-third of job applicants have been 
asked potentially Illegal interview questions. How can you answer such questions?t9•J 

Here are your options. 

• Refuse to answer. You may point out that the question is illegal and refuse to answer. This 
may cost you the job offer, because you are likely to seem confrontational and aggressive. 

• Answer shorUy. Instead of giving a full answer to a question such as "are you married," you 
could answer the question briefly and steer the conversation to the job. In some cases, 
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the interviewer may be trying to initiate small talk and may be unaware that the question is 
potentially illegal. 

• Answer the intent or potential concern behind the question. Sometimes, the illegal ques
tion hides a legitimate concern. When you are being asked where you are from, the 
potential employer might be concerned that you do not have a work permit. Addressing 
the issue in your answer may be better than answering the question you are being asked. 

• EvBIUBte the situation and what is in your best interest. Your next move should depend on 
a number of factors. For example, do you believe discrimination or just a mistake in what's 
legal was behind the offending question? Based on the answers you come up with, decide 
if this is the kind of company that you could work for or not. 

• Walk away from the interview. If you feel that the intent of the question is discriminatory, 
and if you feel that you would rather not work at a company that would ask such 
questions, you can always walk away from the interview. If you feel that you are being dis
criminated against, you may also want to talk to a lawyer later on. 

Tools for Creating an Inclusive Workplace 
-----------------------·---- -· --· _ .,. ______________ _ 
What can organizations do to manage diversity more effectively and create an inclusive workplace? 
In this section, we review research findings and the best practices from different companies to cre
ate a list of suggestions for organizations. 

Inclusive Workplace Culture 

In the most successful companies, diversity management is not the sole responsibility of the 
human resource department or a chief diversity officer. Starting from top management and includ
ing the lowest levels in the hierarchy; each person understands the importance of respecting others. 
If this respect is not part of an organization's culture, no amount of diversity training or other pro
grams are likely to be effective. In fact, in the most successful companies, diversity and inclusion 
are viewed as everyone's responsibility. Companies with a strong culture-where people have a 
sense of shared values, loyalty to the organization is rewarded, and team performance is cele
brated-enable employees with vastly different demographics and backgrounds to feel a sense of 
belonging.1051 The Black Lives Matter movement and protests of systemic racism resulted in 
increased expectations that businesses accept more accountability to tackle structural racism. The 
Broadway League, the coalition of U.S. theater owners, commjtted to performing a diversity audit 
of all aspects of their operations.1961 

• 

Diversity Training Programs 

Diversity training programs are popular. However, not all diversity programs are equal. Perhaps 
not surprisingly, more successful programs are those that occur in companies where a culture 
of diversity exists. A study of over 100 companies found that programs with a higher perceived 
success rate were those that occurred in companies where top management believed in the impor
tance of diversity, where there were explicit rewards for increasing diversity of the company, and 
where managers were required to attend the diversity training programs.1!77l Training features affect 
whether training results in a change in attitudes toward diversity. For example, active programs 
involving exercises are better than passive, lecture-type programs. Further, in-person training pro
grams are better than computerized training.'981 In one field experiment, researchers have shown 
that a one-hour online training program resulted in behavioral changes only on the part of par-
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i-deals 

Negotiated arrangements 
between employees and 
managers that benefit the 
employee and the 
organization. 

affirmative action 

Policies designed to 
recruit, promote, train, and 
retain employees 
belonging to a protected 
class. 

ticipants who were already supportive of diversity prior to training.l991 One downside of diversity 
training programs is that they may put employees on the defensive, treating them as perpetrators 
of discrimination and harassment. Instead, designing training programs with the assumption that 
participants of the training program are victim's allies, and teaching them to identify problematic 
behaviors as well as how to intervene are promising approaches to diversity training.1tooi 

Recruitment Practices 

Companies may want to increase diversity by targeting a pool that is more diverse. There are many 
minority professional groups such as the National Black MBA Association or the Chinese Software 
Professionals Association. By building relations with these occupational groups, organizations may 
attract a more diverse group of candidates to choose from. Hiring based on a vague description 
of culture fit is also potentially problematic, as it may result in a tendency to hire people who are 
similar to the existing composition of the workplace while excluding people who are different.11011 

The auditing company Ernst &. Young Global Ltd. increases diversity of job candidates by men
toring undergraduate students.11

()'1.
1 Companies may also want to review their job advertisements to 

ensure that they are inclusive. For example, there is some evidence that words such as ·competitive· 
and "dominate· may attract more men. whereas words such as "supportive· may be more appealing 
to women. These biases are likely to operate at an unconscious level, but in the end may yield an 
unbalanced candidate poot.t:o3J 

Idiosyncratic Deals (i-deals) 

As workplaces become more diverse, companies may find that having standardized work arrange
ments where every employee is t reated the same may no longer be fair. For example, having a 
standard work schedule of gam to 5pm could be a hardship for employees with families. or employ
ees who are interested in working fewer hours. Employees may have unique training.job content. 
or flexibility needs where it may be possible to tailor the job to the person more effectively. As a 
result, idiosyncratic deals, or i-deals are becoming more common. I-deals are negotiated arrange
ments between employees and managers that benefit the employee and the organization. I-deals 
have implications for workplace behaviors and attitudes. For example, one study has shown that 
flexibility i-deals were related to being more effective at home, which in turn predicted being more 
effective at work.1'041 These individualized and negotiated deals may be especially useful for manag
ing a diverse workforce. As a case in point, one study has shown that prevalence of i-deals were 
related to less emotional exhaustion and higher levels of collective commitment to the organiza
tion, and predicted better client outcomes in units with higher levels of age diversity_l•osJ In other 
words, being open to customizing work arrangements to fit the needs of the workforce by partner· 
ing with individual employees may help organizations manage a diverse workforce more 
effectively. 

Affirmative Action Programs 

Policies designed to recruit, promote, train, and retain employees belonging to a protected class are 
referred to as affirmative action. Based on Executive Order 11246 (1965). federal contractors are 
required to use affirmative action programs. In addition, the federal government. many state and 
local governments, and the U.S. military are required to have affirmative action plans. An organiza
tion may also be using affirmative action as a result of a court order or due to a past history of 
discrimination. Affirmative action programs are among the most controversial methods in diver
sity management because some people believe that they lead to an unfair advantage for minority 
members. 
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In many cases, the negative perceptions about affirmative action can be explained by misun
derstandings relating to what such antidiscrimination policies entail. Moreover, affirmative action 
means different things to different people, and therefore it is inaccurate to discuss affirmative 
action as a uniform package. 

Four groups of programs can be viewed as part of affirmative action programs:1'061 

1. Simple elimination of discrimination. These programs are the least controversial and are 
received favorably by employees. 

2. Targeted recruitment. These affirmative action plans involve ensuring that the candidate pool 
is diverse. These programs are also viewed as fair by most employees. 

3. Tie-breaker. In these programs, if all other characteristics are equal then preference may be 
given to a minority candidate. In fact, these programs are not widely used and their use needs 
to be justified by organizations. In other words, organizations need to have very specific rea
sons for why they are using this type of affirmative action, such as past illegal discr:imination. 
Otherwise, their use may be illegal and lead to reverse discrimination. These programs are 
viewed as less fair by employees. 

4. Preferential treatment. These programs involve hiring a less-qualified minority candidate. 
Strong preferential treatment programs are illegal in most cases. These programs are viewed 
as unfair by employees. 

It is plausible that people who are against affirmative action pr-ograms may have unverified 
assumptions about the type of affirmative action program the company is using. Informing 
employees about the specifics of how affirmative action is being used may be a good way of dealing 
with any negative attitudes. In fact, a review of the past literature revealed that when specifics of 
affirmative action are not clearly defined, observers seem to draw their own conclusions about the 
particulars of the programs.11071 

In addition to employee reactions to affirmative action. there is some research indicating that 
affirmative action programs may lead to stigmatization of the perceived beneficiaries. For example, 
in companies using affirmative action. coworkers of new hjres may make the assumption that the 
new hire was chosen due to sex or race as opposed to having the necessary qualifications. These 
effects may even occur in the new hires themselves, who may have doubts about the fact that they 
were chosen because they were the best candidate for the position. Research also shows that giving 
coworkers information about the qualifications and performance of the new hire eliminates these 
potentially negative effects of affirmative action prograrns_1:,oe1 

OB Toolbox: How to Be an Effective Ally 

Allies are individuals who are not part of an underrepresented group, but behave in ways that 
support that group. Achieving an inclusive culture in the workplace demands all employees to 
be effective allies for each other, use their voice when they see injustice, and support their col
leagues. How can you be an effective any? 

• Educate yourself. Part of being an ally is to learn to identify systematic reasons why 
discrimination happens. Understand how unconscious biases, similarity-attraction, and 
recruitment and hiring practices may have unintended consequences. Being familiar with 
barriers to inclusion will help you identify them when you see them. 
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• Be a good listener. Your colleagues may choose not to confide in you about the day-to
day hurdles of how being a minority harms them in your workplace. But if they do, listen. 
Do not Interrupt, do not act defensive or try to play the devil's advocate, and do not try 
to qualify their experiences by statements such as "Not all male managers do that." Their 
experiences may be different from what you experience, which is normal and expected. 
This is an opportunity to support your colleagues, and learn how different employees may 
be faced with a different environment at work. 

• Speak up. If you witness injustice, speak up. Silently protesting someone does not have a 
lot of power or usefulness. For example, if you are a man and see that all invited speak
ers to an event are men, ask questions about the lack of diverse voices. Encourage those 
around you to do better. If you see a colleague being interrupted, lend your voice to them; 
politely call out the interrupter to let the speaker finish. If you witness your colleagues mak
ing ethnic jokes, tell them that their jokes are harmful and unacceptable. 

• Take concrete actions toward ending racism. Systematic racism developed over a long 
period of time. It will not end unless action is taken toward changing these established 
practices. However, there are many solutions that might be taken and determining which 
specific actions you can take toward helping end racism collectively becomes a powerful 
force for change. 

• You do not need special qualifications. You may think that you know little about racial 
injustice, or ageism, or ableism. You may worry about saying the wrong thing, or offending 
others. You may think that you do not understand all the issues. Remember that being an 
effective ally does not require special abilities beyond awareness of a particular issue and 
lending your voice to support your colleagues. 

Inclusive organizations benefit from diversity because they achieve higher creativity, better cus
tomer service, higher Job satisfaction; higher stock prices, and lower litigation expenses. At the 
same time, managing a diverse workforce is challenging for several key reasons. Employees are 
more likely to associate with those who are similar to them early in a relationship, the distribution 
of demographic traits could create faultlines within. a group, and stereotypes may act as barri
ers to advancement and fair treatment of employees. Organizations can manage demographic 
diversity more effectively by building a culture of respect, conducting diversity audits and goal 
setting, creating diversity training programs, reviewing recruitment practices, offering non-stan
dard work arrangements such as i-deals, and under some conditions, utilizing affirmative action 
programs. 

1. What does it mean for a company to manage diversity effectively? How would you know if a 
company is doing a good job of managing diversify? 

2. How can an organization create an inclusive workplace? 
3. How can organizations deal with the "similarity-attraction" phenomenon? Left unchecked, 

what are the problems this tendency can cause? 

4. What Is the earnings gap? Who does It affect? What are the reasons behind the earnings 
gap? 

5. Do you think that laws and regulations are successful in eliminating discrimination in the 
workplace? Why or why not? 
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2.3 Cultural Diversity 

1. Explain what culture is. 

2. Define the four dimensions of culture that are part of Hofstede's framework. 
3. Describe some ways in which national culture affects organizational behavior. 

Culture refers to values, beliefs, and customs that exist in a society. In the United States, the work
force is increasingly multicultural and the world of work is becoming increasingly international. 
The world is going through a transformation in which China. India, and Brazil are establishing 
themselves as major players in world economics. Companies are realizing that doing international 
business provides access to raw materials, resources. and a wider customer base. For many compa
nies. international business is where most of the profits lie; for example. at Intel Corporation, the 
majority of revenues come from outside the United States. For many businesses, international 
business is the main source of their earnings. As a case in point, Avengers: Endgame (2019) is the top 
grossing movie of all time. Of its $2.797 billion gross earnings, $1.939 billion was from outside the 
United States, where the movie was made.11091 As a result of these trends, understanding the role of 
national culture for organizational behavior may provide you with a competitive advantage in your 
career. In fact. sometime in your career, you may find yourself working as an expatriate. An 
expatriate is someone who is temporarily assigned to a position in a foreign country. Such an expe
rience may be invaluable for your career and challenge you to increase your understanding and 
appreciation of differences across cultures. 

How do cultures differ from each other? If you have ever visited a country different from your 
own, you probably have stories to tell about what aspects of the culture were different and which 
were similar. Maybe you have noticed that in many parts of the United States people routinely 
greet strangers with a smile when they step into an elevator or see them on the street. but the same 
behavior of saying hello and smiling at strangers would be considered odd in many parts of Europe. 
In India and other parts of Asia traffic flows with rules of its own. with people disobeying red lights, 
stopping and loading passengers in highways, or honking continuously for no apparent reason. In 
fact, when it comes to culture, we are like fish in the sea: We may not realize how culture is shaping 
our behavior until we leave our own and go someplace else. Cultural differences may shape how 
people dress. how they act, how they form relationships, how they address each other, what they 
eat, and many other aspects of daily life. Of course, talking about national cultures does not mean 
that national cultures are uniform. In many countries, it is possible to talk about the existence of 
cultures based on region or geography. For example, in the United States, the southern, eastern, 
western, and midwestern regions of the country are associated with slightly different values. 

Thinking about hundreds of different ways in which cultures may differ is not very practical 
when you are trying to understand how culture affects work behaviors. For this reason, the work 
of Geert Hofstede, a Dutch social scientist. is an important contribution to the literature. Hofstede 
studied IBM employees in 66 countries and showed that four dimensions of national culture 
explain an important source of variation among cultures. Research also shows that cultural varia
tion with respect to these fou r dimensions influences employee job behaviors, attitudes, well-being, 
motivation, leadership, negotiations, and many other aspects of organizational behavior.10101 
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TABLE 2.1 Hofstede's Culture Framework 

Individualism Collectivism 

! Cultures in which people define themselves as Cultures where people have stronger bonds 
individuals and fonn looser ties with their I to their groups and group membership forms 

!groups 
1 
a person's self- identity 

USA I Guatemala 
I 

I Australia l Ecuador 
. 

UK I Indonesia 

Canada 
. 

Pakistan 

Hungary China 

Low Power Distance High Power Distance 

A society that views an unequal distribution of A society that views an unequal distribution 
power as relatively unacceptable of power as relatively acceptable 

Austria Malaysia 

Denmark Slovakia 

Israel Philippines 

Ireland Russia 

New Zealand Mexico 

Low Uncertainty Avoidance High Uncertainty Avoidance 

Cultures in which people are comfortable in Cultures in which people prefer predictable 
unpredictable situations and have high situations and have low tolerance for 
tolerance for ambiguity ambiguity 

Denmark Belgium 

Jamaica El Salvador 

Singapore Greece 

China Guatemala 

I Sweden Portugal 

I Masculinity Femininity 

I Cultures in which people value achievement Cultures in which people vaJue maintaining 
! and competitiveness, as well as acquisition of good relationships, caring for the weak, and 
money and other material objects quality of life 

• 

I Slovakia Norway 
I Japan Netherlands 
I 
I Hungary Sweden 
I 

' Austria Costa Rica I 
I Venezuela Chile 
I -
I Hofstede's cuJture frarr,ework is a useful 1001 to understand the systematic differences across cultures on four key dimensions. -Source: Adaptod from informat oo in Geert Hofstede cultural cimensions, accessed June 1, 2018, h1tp://www.geert•hofsteda.com/ 

nofsteoe_dmensions.pi'lp. 
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Individual ism-Collectivism 

Individualistic cultures are cultures in which people define themselves as an individual and form 
looser ties with their groups. These cultures value autonomy and independence of the person. self
reliance. and creativity. Countries such as the United States. United Kingdom. and Australia are 
examples of individualistic cultures. In contrast, collectivistic cultures are cultures where people 
have stronger bonds to their groups and group membership forms a person's self-identity. Asian 
countries such as China and Japan. as well as countries in Latin America are higher in collectivism. 

In collectivistic cultures. people define themselves as part of a group. In fact. this may be one 
way to detect people's individualism-collectivism level. When individualists are asked a question 
such as "Who are you? Tell me about yourself." they are more likely to talk about their likes and 
dislikes, personal goals, or accomplishments. When collect ivists are asked the same question. they 
are more likely to define themselves in relation to others, such as "I am Chinese" or ·r am the daugh
ter of a doctor and a homemaker. I have two brothers: In other words, in collectivistic cultures. 
self-identity is shaped to a stronger extent by group memberships.'111i 

In collectivistic societies. family bonds are highly influential in people"s daily lives. While indi
vidualists often refer to their nuclear family when thinking about their families. collectivists are 
more likely to define family in a broader sense. including cousins, uncles, aunts. and second cousins. 
Family members are more involved in each others· lives. In many collectivistic societies, the lan
guage reflects the level of interaction among extended family members such that there may be 
different words used to refer to maternal versus paternal grandparents, aunts. or uncles. In addi
tion to interacting with each other more often. family members have a strong sense of obligation 
toward each other. Children often expect to live with their parents until they get married. ln collec
tivistic countries such as Thailand. Japan. and India, choosing a school. career, or find ing a spouse 
are all family affairs. In these cultures. family members feel accountable for each others' behavior 
such that one person's misbehavior may be a cause of shame for the rest of the family.I"~ Under
standing the importance of family in collectivistic cultures is critical to understanding their work 
behaviors. For example. one multinational oil company in Mexico was suffering from low produc
tivity. When the situation was investigated. it became clear that the new manager of the subsidiary 
had gotten rid of a monthly fiesta for company employees and their families under the assumption 
that it was a waste of time and money. Employees had interpreted this to mean that the company 
no longer cared about their families.11131 In India. companies such as Intel organize .. take your par
ents to work day· and involve parents in recruitment efforts, understanding the role of parents in 
the career and job choices of prospective employees.111•1 

Collectivists are more attached to their groups and have more permanent attachments to these 
groups. Conversely. individualists attempt to change groups more often and have weaker bonds 
to them. It is important to recognize that to collectivists the entire human universe is not consid
ered to be their in-group. In other words, collectivists draw sharper distinctions between the groups 
they belong to and those they do not belong to. They may go above and beyond for their in-group 
members while acting much more competitively and aggressively toward out-group members. This 
tendency has important work implications. While individualists may evaluate the performance 
of their colleagues more accurately, collectivists are more likely to be generous when evaluating 
their in-group members. Freeborders, a software company based in San Francisco that eventually 
merged with the company Symbio.1' ,s; found that even though it was against company policy, Chi
nese employees were routinely sharing salary information wit h their coworkers. This situation led 
them to change their pay system by standardizing pay at job levels and then giving raises after 
more frequent appraisals.1UG1 

Collectivistic societies emphasize conformity to the group. The Japanese saying "the nail that 
sticks up gets hammered down" illustrates that being different from the group is undesirable. In 
these cultures, disobeying or disagreeing with one's group is difficult and people may find it hard to 
say no to their colleagues or friends. Instead of saying no, which would be interpreted as rebellion 
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or at least be considered rude, they may use indirect ways of disagreeing, such as saying ·1 have to 
think about this" or "t his would be difficult." Such indirect communication prevents the other party 
from losing face but may cause misunderstandings in international communications with cultures 
that have a more direct style. Collectivist cultures may have a greater preference for team-based 
rewards as opposed to individual-based rewards_1U7I Further, different management techniques are 
suitable in individualist ic versus collectivistic cultures. For example. giving employees control over 
their jobs was more effective in reducing stress in individualistic cultures. whereas utilizing partic
ipative management was more effective in collectivistic cultures_l"81 

Power Distance 

Power distance refers to the degree to which the society views an unequal distribution of power as 
acceptable. Simply put, some cultures are more egalitarian than others. In low power distance cul
tures, egalitarianism is the norm. In high power distance cultures, people occupying more powerful 
positions such as managers, teachers, or those who are older are viewed as more powerful and 
deserving of a higher level of respect. High power distance cultures are hierarchical cultures where 
everyone has their place. Powerful people are supposed to act powerful while those in inferior posi
tions are expected to show respect. For example, Thailand is a high power distance culture and, 
starting from childhood, people learn to recognize who is superior, equal, or inferior to them. When 
passing people who are more powerful individuals are expected to bow, and the more powerful the 
other person. the deeper the bow would be.11191 Managers in high power distance cultures are treated 
with a higher degree of respect , which may surprise those in lower power distance cultures. A 
Citibank manager in Saudi Arabia was surprised when employees stood up every time he passed 
by.1001 Similarly, in Turkey, students in elementary and high schools greet their teacher by standing 
up every time the teacher walks into the classroom. In these cultures. referring to a manager or a 
teacher by their first name would be extremely rude. High power distance within a culture may 
easily cause misunderstandings with those from low power distance societies. For example, in the 
cases of a limp handshake from someone in India or a job candidate from Chad who is looking at 
the floor throughout the interview, these candidates are in fact showing their respect, but their 
behaviors may be interpreted as indicating a lack of confidence or even disrespect in low power dis
tance cultures. 

One of the most important ways in which power distance is manifested in the workplace is 
that in high power distance cultures, employees are unlikely to question the power and authority 
of their manager, and conformity to the manager will be expected. Managers in these cultures may 
be more used to an authoritarian style with lower levels of participative leadership demonstrated. 
People will be more submissive to their superiors and may take orders without questioning the 
manager.1lll) In these cultures, management practices that encourage employee involvement are less 
effective.1w.1 Instead, these cultures seem to prefer paternalistic leaders-leaders who are authori
tarian but make decisions while showing a high level of concern toward employees as if they were 
family members.11~ 1 Further, in groups where power distance is high, displaying a humble leader
ship style involving admitting one's mistakes and limitations has not been found to be an effective 
leadership style for achieving psychological safety in the team.11241 
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FIGURE 2.3 Cultural Risk: When in Rome 

Do you pride yourself on your punctuality? You 
may be wasting your time in Latin American 
countries, where the locals tend to be about 20 
minutes behind schedule. 

In many Asian and Arabian countries, showing 
the sole of your shoe Is considered rude. 

• 

• 

Do not eat with your left hand in India or 
Malaysia. That hand Is associated with unclean 
activities reserved for the bathroom. 

I 
I 

If everything is OK when you're in Brazil, avoid 
making this hand slgnal. It's the equivalent to 
giving someone the middle f inger. 

-· ----- .... . 

Many Muslim countries consider a woman 's 
clothing to be inappropriate If it reveals anything 
beside the face and hands. 

If you want to signal ucheck please!" to catch the 
attention of your garcon in France or Belgium, 
remember that snapping your fingers is vulgar there . 

In Japan, direct eye contact is viewed as impolite. 

Do not clean your plate in China. Leaving food on 
the plate indicates the host was so generous that 
the meal could not be finished. 

Source· Image courtesy of D. Ketchen and J. Short. Mastering Stralt,gic Management, (Boston: FlatWortd 2020); C Snutterstock 
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Uncertainty Avoidance 

Uncertainty avoidance refers to the degree to which people feel threatened by ambiguous, risky. or 
unstructured situations. Cultures high in uncertainty avoidance prefer predictable situations and 
have low tolerance for ambiguity. Employees in these cultures expect a clear set of instructions and 
clarity in expectations. Therefore, there will be a greater level of creating procedures to deal with 
problems and writing out expected behaviors in manuals. 

Cultures high in uncertainty avoidance prefer to avoid risky situations and attempt to reduce 
uncertainty. For example. one study showed that when hiring new employees. companies in high 
uncertainty avoidance cultures are likely to use a larger number of tests. conduct a larger number 
of interviews. and use a fixed list of interview questions.t':151 Employment contracts tend to be more 
popular in cultures higher in uncertainty avoidance compared to cultures low in uncertainty avoid
ance.1aq The level of change-oriented leadership seems to be lower in cultures higher in uncertainty 
avoidance.1•m Companies operating in high uncertainty avoidance cultures also tend to avoid risky 
endeavors such as entering foreign target markets unless the target market is very large.Cm1 

Germany is an example of a high uncertainty avoidance culture where people prefer structure 
in their lives and rely on rules and procedures to manage situations. Similarly, Greece is a culture 
relatively high in uncertainty avoidance. and Greek employees working in hierarchical and rule-ori
ented companies report lower levels of stress.lt291 In contrast, cultures such as Iran and Russia are 
lower in uncertainty avoidance. and companies in these regions do not have rule-oriented cultures. 
When they create rules. they also selectively enforce rules and make a number of exceptions to 
them. In fact. rules may be viewed as constraining. Uncertainty avoidance may influence the type 
of or-ganizations employees are attracted to. Japan's uncertainty avoidance is associated with valu
ingjob security, while in uncertainty-avoidant Latin American cultures. many job candidates prefer 
the stability of bigger and well-known companies with established career paths. 

Aggressive-Nurturing (Masculinity-Femininity) 

The terms masculinity and femininity may be misleading as gender is not a determinant of one's 
culture. Therefore, we are following the trend toward more accurately referring to this dimension 
as aggressive-nurturing. However. where the research exists using the other terms, we have 
included both. Masculine (aggressive) cultures are cultures that value achievement, competitive
ness, and acquisition of money and other material objects. Japan and Hungary are examples of 
masculine cultures. Masculine cultures are also characterized by a separation of gender roles. In 
these cultures. men are more Ukely to be assertive and competitive compared to women. In con
trast, feminine (nurturing) cultures are cultures that value maintaining good relationships. caring 
for the weak, and emphasizing quality of life. In these cultures. values are not separated by gender, 
and both women and men share the values of maintaining good relationships. Sweden and the 
Netherlands are examples of nurturing cultures. The level of masculinity inherent in the culture 
has implications for the behavior of individuals as well as organizations. For example, in aggressive 
cultures. the ratio of CEO pay to other management-level employees tends to be higher. indicating 
that these cultures are more likely to reward CEOs with higher levels of pay as opposed to other 
types of rewards.11301 The nurturing nature of a culture affects many work practices, such as the level 
of work/life balance. In cultures high in nurturing, such as Norway and Sweden. work arrange
ments such as telecommuting seem to be more popular compared to cultures higher in aggression 
such as Italy and the United Kingdom. 

75 



Chapter 2 Diversity and Inclusion at Work 

OB Toolbox: Prepare Yourself for a Global Career 

With the globalizing economy, boundaries with respect to careers are also blurring. How can you 
prepare yourself for a career that crosses national boundaries? 

• Learn a language. If you already know that you want to live in China after you finish school, 
now may be the time to start learning the language. It is true that business is often con
ducted in English, but it is becoming increasingly ethnocentric to speak only one language 
while many in the rest of the world can speak two or more. For example, 20% of those 
living in the United States can speak their native language plus another language flu
ently, and 56% of Europeans speak two or more languages.11311 Plus, even if business is 
conducted in English and it is your first language, your adaptation to a different society, 
making friends, and leading a satisfying life will be much easier if you can speak more than 
one language. 

• Immerse yourself in different cultures. Visit different cultures. This does not mean visiting 
five countries in five days. Plan on spending more time in one locale, and get to know. 
observe, and understand the culture. Better yet, take advantage of study abroad pro
grams, doing an Internship, or volunteering abroad. These programs give you a reason to 
get Integrated Into the culture and interact with locals in a professional capacity. 

• Develop an openness to different experiences. Be open to different cuisines, different lan
guages, and different norms of working and living. If you feel very strongly that your way of 
living and working is the right way, you will have a hard time adjusting to a different culture. 

• Develop a strong social support network. Once you arrive in the culture you will live in, 
be proactive in making friends. Being connected to people in a different culture will have 
an Influence on your ability to adjust to living there. If you are planning on taking family 
members with you, their level of readiness will also influence your ability to function within 
a different culture. 

• Develop a sense of humor. Adjusting to a different culture is often easier if you can laugh 
at yourself and the mistakes you make. If you take every mistake too personally, your stay 
will be less enjoyable and more frustrating. 

• Plan your retum. If you have plans to come back and work in your home country, you will 
need to plan your return In advance. When people leave home for a long time, they often 
adapt to the foreign culture they live in and may miss many elements of it when they go 
back home. Your old friends may have moved on, local employers may not Immediately 
appreciate your overseas experience, and you may even find that cultural aspects of your 
home country may have changed in your absence. Be ready tor a reverse culture shock! 

Strength of Norms: Tightness-Looseness of 
Culture 

Hofstede's five dimensional framework is influential and a useful way of thinking about culture. 
This framework describes cultural differences by referencing differences in five core values. A more 
recent and complementary way of thinking about culture instead describes it with respect to how 
tightly or loosely cultural values are held. This conceptualization is referred to as tightness-loose
ness of culture, which refers to strength of social norms that reside in a culture. In tight cultures, 
norms are highly pervasive, visible, and the society does not tolerate deviance from these norms. In 
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looser cultures. norms are more divergent, and there is a much greater tolerance for behavior that 
deviates from norms. Japan. Singapore. and South Korea are examples of tight cultures, whereas 
Estonia, Ukraine. and Hungary are loose, with the United States somewhere between two extremes. 
Research has shown that cultural tightness and looseness has past reasons such as historical con
flicts. resource scarcity, and a history of contagious diseases tightening cultures.11321 

Tightness and looseness affects everyday behavior of people raised in a particular culture. 
Michele Gelfand, a cross-cultural psychologist at the University of Maryland who is well known 
for her work on tight and loose cultures and the author of the book Rule Makers, Rule Breakers, 
describes both tightness and looseness as having value at different times. The greater tolerance for 
a diverse set of values and behaviors grants loose cultures an advantage with respect to creativity 
and innovation. However, she explained that when dealing with a crisis such as COVID-19 where 
coordination across the whole nation is valuable, the same cultural traits serve as a downside. She 
attributed the difficulties local authorities experienced in controlling the COVID-19 pandemic in 
the United States to the looseness of culture.11331 Understanding tightness and looseness of a culture 
is also useful in understanding how open to change a society is. what type of leadership individuals 
in a society will feel more comfortable with. and how harsh they will be when they confront some
one who deviates from norms. 

0 The Secret Life of Social Norms 

Michele Gelfand, University of Maryland 

View the video online at: http://www.youtube.com/embed/oqkzp9C2Vyl?rel=0 

Suggestions for Managing Cultural Diversity 

With the increasing importance of international business as well as the culturally diverse domestic 
workforce. what can organizations do to manage cultural diversity? 
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Develop a Global Mindset 

Global mindset is a person's openness to learning about other cultures and ability to communicate 
across cultural boundaries. Developing a global mindset is important because the days when orga
nizations could prepare their employees for international work simply by sending them to long 
seminars on a particular culture are gone. Presently, international business is not necessarily con
ducted between pairs of countries. A successful domestic manager is not necessarily assigned to 
work on a long-term assignment in China. Of course such assignments still happen, but it is more 
likely that the employees will continually work with others from diverse cultural backgrounds. 
This means employees will not necessarily have to become experts in one culture. Instead, they 
should have the ability to work with people from many diverse backgrounds all at the same time. 
For these types of assignments, employees will need to develop an awareness of overall cultural dif
ferences and learn how to recognize cultural principles that are operating in different situations. In 
other words, employees will need to be selected based on cultural sensitivity and understanding 
and trained to enhance such qualities.11341 For example, GlobeSmart by Aperian Global is an online 
tool that helps employees learn how to deal with people from around the world. The process starts 
by completing a survey about your cultural values, and then these values are compared to those of 
different cultures. The tool provides specific advice about interpersonal interactions with these cul
tures.1l3S1 

Avoid Ethnocentrism 

Ethnocentrism is the belief that one's own culture is superior to other cultures one comes across. 
Ethnocentrism leads organizations to adopt universal principles when doing business around the 
globe. which may backfire. In this chapter. we highlighted research findings showing how culture 
affects employee expectations of work life such as work-life balance. job security, or the level of 
empowerment. Ignoring cultural differences, norms, and local habits may be costly for businesses 
and may lead to unmotivated and dissatisfied employees. Successful global companies modify their 
management styles, marketing. and communication campaigns to fit with the culture in which 
they are operating. For example, Disney-owned Pixar was praised for its culturally sensitive treat
ment of cultural traditions in the movie Coco. The company used numerous cultural consultants 
and sought feedback throughout all stages of the creative process.11361 

Listen to Locals 

When doing cross-cultural business, locals are a key source of information. To get timely and accu
rate feedback. companies will need to open lines of communication and actively seek feedback. for 
example. Convergys. a Cincinnati-based call-center company that was acquired by Synnex Corpo
ration in 2018,11371 built a cafeteria for the employees in India. During the planning phase, the Indian 
vice president pointed out that because Indian food is served hot and employees would expect 
to receive hot meals for lunch, building a cafeteria that served only sandwiches would create dis
satisfied employees. By opening the lines of communication in the planning phase of the project. 
Convergys was alerted to this important cultural difference in time to change the plans.'13!1 

Recognize That Culture Evolves 

Cultures are not static-they evolve over the years. A piece of advice that was true five years ago 
may no longer hold true. For example, in the deeply conservative Saudi Arabia the ban on women's 
driving was lifted in 2011, and the country allowed the screening of the movie Black Panther in 2018, 
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cultures and 
communicating effectively 
in different cultural 
contexts. 

ethnocentrism 

The belief that one's cmn 
culture is superior to other 
cultures one comes 
across. 
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which was the first movie screening in more than 30 years. These changes are just two examples of 
how businesses need to continuoually update their knowledge about different cultures.11391 

Do Not Always Assume That Culture Is the Problem 

When doing business internationally, failure may occur due to culture as well as other problems. 
Attributing all misunderstandings or failures to culture may enlarge the cultural gap and shift 
the blame to others. ln fact. managing people who have diverse personalities or functional back
grounds may create misunderstandings that are not necessarily due to cultural differences. When 
marketing people from the United States interact with engineers in India, misunderstandings may 
be caused by the differences in perceptions between marketing and engineering employees. While 
familiarizing employees about culture, emphasizing the importance of interpersonal skills regard
less of cultural background will be important. 

With the increasing prevalence of international business as well as diversification of the domestic 
workforce in many countries, understanding how culture affects organizational behavior Is 
becoming important. lndivldualism-collectivism. power distance, uncertainty avoidance, and 
masculinity-femininity are four key dimensions In which cultures vary. The position of a culture 
on these dimensions affects the suitable type of management style, reward systems, employee 
selection, and ways of motivating employees. 

1 . What is culture? Do countries have uniform national cultures? 

2. How would you describe your own home country's values on the four dimensions of culture? 
3. Reflect on a time when you experienced a different culture or interacted with someone from 

a different culture. How did the cultural differences influence your interaction? 
4. How does culture influence the proper leadership style and reward system that would be 

suitable for organizations? 
5. Imagine that you will be sent to live in a foreign country different from your own in a month. 

What are the types of preparations you would benefit from doing? 

2.4 Focus on Diversity, Ethics, 
Technology, and National Culture 

1. Consider the relationship between div8f'sity and ethics. 

2. Consider the relationship between diversity and technology. 
3. Consider the role of national culture in diversity. 
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Diversity and Ethics 

When managing a diverse group of employees. ensuring the ethicality of organizational behavior 
will require special effort. This is because employees with different backgrounds or demographic 
traits may vary in their standards of ethics. For example, research shows that there are some gen
der differences when it comes to evaluating the degree of ethicality of hypothetical scenarios, with 
women utilizing higher standards. Men and women seem to have similar standards when judging 
the ethicality of monetary issues but differ on issues such as the ethicality of breaking organiza
tional rules. Interestingly, gender differences seem to disappear as people grow older. Age is another 
demographic trait that influences the standards of ethics people use, with older employees being 
bothered more by unethical behaviors compared to younger employees. Similarly, one study 
showed that older respondents found some questionable negotiation behaviors such as misrepre
senting information and bluffing to be more unethical compared to younger respondents."'°' 

In addition to demographic diversity, cultural diversity int roduces challenges to managing eth
ical behavior, given that cultures differ in t he actions they view as ethical. Cultural differences 
are particularly important when doing cross-cultural business. For example. one study compared 
Russian and American subjects on their reactions to ethics scenarios. Americans viewed scenarios 
such as an auditing company sharing information regarding one client with another client as more 
unethical compared to how Russian subjects viewed the same scenarios.lt<.~ A study comparing 
U.S .. Korean, and Indian managers found differences in attitudes toward business ethics, particu
larly with Koreans thinking that being ethical was against the goal of being profitable. Indian and 
Korean subjects viewed questionable practices such as software piracy, nepotism. or the sharing 
of insider information as relatively more ethical compared to subjects in the United States. At the 
same time, Korean and Indian subjects viewed injury to the environment as more unethical com
pared to the U.S. subjects.1~ In other words, the ethical standards held in different societies may 
emphasize different behaviors as ethical or unethical 

When dealing with unethical behavior overseas. companies will need to consider the ethical 
context. Having internal reporting mechanisms may help, but research shows that in very high 
power distant societies. these mechanisms often go unused.114~1 Even when a multinational com
pany has ethical standards that are different from local standards, using the headquarters' stan
dards in all cross-cultural interactions will not be possible or suitable. The right action often 
depends on the specifics of the situation and a consideration of the local culture. For example, in 
the 1990s. Levi-Strauss & Company found that some of its contractors in Bangladesh were using 
child labor consisting of children under 14 years old in its factories. One option they had was to 
demand that their contractors fire those children immediately. Yet. when they looked at the situa
tion more closely, they found that it was common for young children to be employed in factories. 
and in many cases these children were the sole breadwinners in the family. Firing these children 
would have caused significant hardship for the families and could have pushed the children into 
more dangerous working conditions. Therefore, Levi-St rauss reached an agreement to send the 
children back to school while continuing to receive their wages partly from the contractor compa
nies and partly from Levi-St rauss. The school expenses were met by Levi-Strauss and the children 
were promised work when they were older. In short, the diverse ethical standards of the world's 
cultures make it unlikely that one approach can lead to fair outcomes in all circumstances. 
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artificial intelligence 

Technology that performs 
some of the decision 
making functions of 
humans. 

machine learning 

A computer algorithm that 
automatically learns and 
improves over time as it 
analyzes more data. 

Diversity and Technology 

Artificial intelligence and machine learning are being quickly and enthusiastically embraced in the 
field of recruitment and selection. Artificial intelligence (Al) refers to technology that performs 
some of the decision making functions of humans, such as learning and problem solving. A subset 
of artificial intelligence is machine learning, or a computer algorithm that automatically learns and 
improves over time as it analyzes more data. Companies are able to use AI to sort through resumes, 
select which job candidates to interview, or even which job candidates see the company's job adver
tisements. No doubt these tools save companies time and money. 

AI and machine learning have important implications for diversity and inclusion, and the 
quick and unquestioning embracing of these technologies necessitates caution. These technologies 
have the veneer of being scientific. They essentially analyze patterns in an existing dataset to iden
tify the characteristics that are related to performance, retention, and other outcomes companies 
care about. However, these technologies are only as good as the data that are being used to train 
the algorithm. As a case in point, in 2018, Amazon abandoned work on their AI recruitment tool that 
had been in development for the past four years. The AI had learned to analyze resumes to decide 
which ones would be desirable to Amazon recruiters. However, the real data the AI was using to 
learn from and make predictions from came from a highly male dominated workforce. Not surpris
ingly. the Al had learned that there was a preference for male resumes. and had decided to 
systematically downgrade resumes from women, assigning resumes revealing a female candidate 
(such as membership in women's chess club or graduation from an all-female college) lower scores. 
Amazon was willing to question and rectify what the AI was doing. which eventua!Jy meant aban
doning the project. What is more troublesome is that these algorithms are not t ransparent to 
decision makers, and many end users are not as highly motivated or skilled to be able to look "under 
the hood" to see which criteria the algorithm is learning to use_l1

4-A
1 

AI and machine learning are here to stay and they have the promise to make positive contri
butions to organizations. For example, they can speed up resume screening by quickly searching 
through particular keywords and eliminate some mistakes human decision makers can introduce. 
It can alert decision makers when a job posting contains male or female biased words.1~ 1 Ultimately. 
how technology affects diversity and inclusion depends on how it is used, and its users need to be 
knowledgable about their promise. as well as their limitations. 

Diversity Around the Globe 

Demographic diversity is a fact of life in the United States. The situation is somewhat different in 
other parts of the world. Attitudes toward gender, race, disabilities, or sexual orientation differ 
around the world, and each country approaches the topic of diversity differently. As a case in point. 
Japan is a relatively homogeneous society that sees the need to diversify itself. With the increasing 
age of the population, the country expects to lose sso.ooo workers per year. At the same time, the 
country famously underutilizes female employees. Overt sexism is rampant. and stereotypes about 
female employees as unable to lead are part of the culture. While there is anti-discrimination legis
lation and the desire of the Japanese government to deal with this issue. women are seriously 
underrepresented in management. The country has the second fewest percentage of women in 
managerial positions (11.5%), following S. Korea (10.7%).1w;1 At the same time, countries are not static, 
and they change and evolve over time in response to economic factors and current events. For 
example, Saudi Arabia's Vision 2030 initiative seeks to diversify the economy to make them less 
reliant on oil. The initiative seeks to increase women's labor force participation from 22 to 30%. The 
conservative country has been relaxing some barriers to employment such as allowing women to 
drive for the first time in 2017. These changes are slowly changing the face of workplaces there.11471 

81 



Chapter 2 Diversity and Inclusion at Work 

Attitudes toward concepts such as affirmative action are also culturally determined. For exam
ple. France experiences different employment situations for employees with different backgrounds. 
According to one study conducted by a University of Paris professor in which fake resumes were 
sent to a large number of companies, even when all qualifications were the same, candidates with 
French-sounding names were three times more likely to get a callback compared to those with 
North African sounding names. However, affirmative action is viewed as unfair in French society, 
leaving the situation in the hands of corporations. Some companies such as PSA Peugeot Citroen 
started utilizing human resource management systems in which candidate names are automati
cally stripped from resumes before HR professionals personally investigate them_lJASI In summary, 
due to differences in the legal environment as well as cultural context, "managing diversity effec
tively" may carry a different meaning across the globe. 

Ethical behavior is affected by the demographic and cultural composition of the workforce. Stud
ies Indicate that men and women, as well as younger and older employees, differ In the types 
of behaviors they view as ethical. Different cultures also hold different ethical standards, which 
become important when managing a diverse workforce or doing business within different cul
tures. Around the globe, diversity has a different meaning and different overtones. In addition to 
different legal frameworks protecting employee classes, the types of stereotypes that exist in dif
ferent cultures and whether and how the society tackles prejudice against different demographic 
categories vary from region to region. 

1 . Do you believe that multinational companies should have an ethics code that they enforce 
around the world? Why or why not? 

2. What are the barriers to global organizations having uniform policies around diversity and 
inclusion In their offices around the world? 

3. In your opinion, what is the connection between the technology industry's lack of diversity 
and the potential negative Implications of technology ror workplace diversity? 

4. How can organizations manage a workforce with diverse personal ethical values? 
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2.6 Conclusion 

In conclusion. in this chapter we reviewed the implications of demographic and cultural diversity 
for organizational behavior. Management of diversity effectively promises a number of benefits 
for companies and may offer a competitive advantage. Yet challenges such as natural human ten
dencies to associate with those similar to us and using stereotypes in decision making often act 
as barriers to achieving this goal. By creating a work environment where people of all origins and 
traits feel welcome, organizations will make it possible for all employees to feel engaged with their 
work and remain productive members of the organization. 
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CHAPTER 2 

Clarify What's Important to You 

HE ESSENCE OF BEING REAt,ofactingwithauthenticity, 

is in knowing what you care about and then doing your best 

to be true to these values and aspirations. The exercises you'll do in this 

chapter will he lp you artict1late these most important aspects of your 

life's purpose, and so provide the foundation for everything else you'll 

do in the rest of this book. 

You can't help but like Kerry Tanaka right from the start. She works 

in marketing for a pharmaceutical company, for which she travels a lot, 

especially to Europe. At twenty-seven, she's single and keeps her five-foot

four-inch frame fit by running in marathons. Kerry is a first-generation 

American, born in the United States to parents who were both from 

Japan. "Growing up as a Japanese American in an upper-middle-class, 

white community-looking different on the outside-forced me to focus 

on shaping the type of person that I am on the inside," she said. She lives 

alone in the pastel-colored condo she bought recently in San Francisco. 
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Her perky enthusiasm for everything she does makes her a real pleasure 

to be around. 

When I asked Kerry, at the beginning of her Total Leadership jour

ney, to describe in the best case what her future would look like, fifteen 

years hence, she wrote: 

Fifteen years from no,v, I look back with some amazement on the 

growth of the ten-year-old company I am running, having overseen 

its expansion from seventeen people at the start to the nearly one 

thol1sand en1ployees today. The executive team has fostered a cul

ture of belonging. People feel like part of a family, and all employ

ef>s know their contributions to the bottom line a re essential. They 

look f orwarci Lo coming to work each day and are committed not 

only to the products we are developing and marketing, but also to 

~ the people they work with. We are p roud of our portfolio of innova

tive products, which makes a real difference to the physicians who 

prescribe them and the patients who use them. 

People see me as a leader with integrity, humility, and compas

sion. They know I don't forget my roots. I remember my employ

ees' names and know them as people, not just as workers. I know 

their families and they know me. Many women think of me as their 

mentor. I recognize the potential and abilities of the future star s of 

my company and care about cultivating the next generation of 

leaders. 

I have a family of my own. My kids are in grade school. I have 

the type of relationship with them that I have had with my mom. I 

am involved in their lives-going on field trips, supporting them in 

their extracurricular activities, and being a friend , teacher, discipli

narian , and caregiver. My kids are growing up to be kind, compas

sionate adults. Helping to make this happen is the most important 

thing I've done. 
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Let me take you back from Kerry's imagined future to the present. 

Kerry typically puts in an eleven-hour day. Her hectic travel schedule 

doesn't get her to where she would most like to go: to see her parents 

and brother. They live far away; she misses them. She makes up for the 

absence of family, in part, with her diverse circle of friends, a few very 

close ones and many casual ones. Outgoing and social, Kerry loves to 

join her boyfriend and other friends for dinner, movies, and concerts. 

Yet, despite all of her activities, something's missing. 

When I asked her to say why she wanted to try the Total Leadership 

program, Kerry answered that "being a single woman, I tend to focus 

like a laser on work and professional development. Ultimately, this has 

left me feeling empty. I want to make time for my close friends, so we 

can just have fun and chat about the things that are important in our 

lives. People at work are fairly supportive, but I don't think they under

stand my desire to better sync my home life with my life at work." 

You just read excerpts from Kerry's responses to some of the exer

cises in this chapter, all of which are designed to help you to pay atten

t ion to yourself and your world-to see things in a new light. Clarifying 

what's important lets you identify gaps between what you value, how 

you're acting in your life; and how you are interacting with the people 

who matter most to you. This then en.ables you to imagine meaningful 

change. 
By the end of this chapter, you'll have done some introspection about 

your life's important events, your heroes, your desired future, and your 

core values. All told, these exercises should take about three hours. (Some 

people spend more time and some less; you certainly don't have to do it 

all in one sitting.) My main advice is to take the time-don't rush it-and 

be honest with yourself. You'll get the most out of this important f ounda

tion building if you write. openly and candidly. Keep in mind that the ver

sions you produce in these exercises, for your own private use, need not 

be the same as the versions you might choose to show others. 
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Where Have You Come From? 

To deepen your awareness-of who you are and who you want to b,P..e -

look back and assess what events and people have shaped you, and then 

write about them. You are addressing big questions here: Who am I? Where 

do I come from? Doing this will make it easier and more meaningful, in the 

following exercises, to write about where you're going and what you care 

about most. And this, in turn, makes it easier for you to talk about these 

things in a comfortable and engaging \vay with the people who mat ter most. 

~ For this exercise, find a comfortable place to refl ect, and then com

, pose your responses-in a journal, in a blog (perhaps o n www.total 

~ leadership.erg), on an audiotape, or anywhere- to the two questions 

below. Give yourself ample time to do both, in one sitting or in multi-

ple sittings. f 
t 

. Your Story: Critical Events in Your Life J 

Think back over you r personal history and identify the fou r or five most 

important events or episodes in you r life, the moments that have de- 1 r 
fi ned who you are today. Tell the story of these events, in chro nologi- I 
cal orde r, and fo r each one, briefly describe the impact the event had I 
on your va lues and on your direction in life. I 

A 

Your Hero: Someone You Admire I 
In a paragraph or so, describe someone you admi re. Th ink of this per-

, son as someone you see as hero ic in an impo rtant way. It might be 

someone whom you know personally or someone you only know about 

but have never met. Afte r you describe him or her, write a sentence or 

two about what makes this person admirable to you. 
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To convey a story that inspires others, you have to find a way, some

how, to make sense of your personal history and then connect it to the 

collective whether that collective means people at work, your family, 

or friends and community members. Thinking through these connections 

starts with the events that have influenced the ideals you hold most dear. 

Martin Luther King Jr. wove the strands of his own life into our col

lective history and passionately communicated an image of what an en

tire nation could achieve in his "I have a dream" speech- a call to action 

in 1963 that moved a generation of Americans to produce lasting change. 

It's the best example I know of the power that comes from connecting 

a personal s tory with a collective narrative. When, at the start of that 

speech, he recounted th e litany of historical injustices, we knew he had 
. 

suffered them personally. And when he spoke about the futur e, it was 

his vision for his family, but also for our country: "I have a dream that 

my four little children will one day live in a nation where they will not be 

judged by the color of their skin but by th e content of their character. " 

None of us can be King, of course, but we can all emulate him, in our 
. 

own way, because we all have the capacity to relate our own story to the 

larger one of which we're a ·part. 

I really do mean for you to tell a story. "The story is a basic human 

cognitive form," writes Howard Gardner in Leading Minds. "The artful 

creation and articulation of stories constitutes a fundamental part of the 

leader's vocation." Gardner adds, "Narratives that help individuals think 

about and feel who they are, where they come from, and where they are 

headed ... constitute the single most powerful weapon in the leader 's 

literary arsenal." 1 

When you tell your leadership story, you articulate your "defining 

moments," as leadership scholar Joseph Badaracco calls them. They often 

involve choices you've ·made in your life in which your values are re

vealed, shaped , and put to the test. These episodes create clarity about 

the things that matter to you,· about your abiding commitments. Steve 
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2005 and told a story about when he was fired at thirty years old from 

the company he'd created in his parents' garage ten years earlier: 

It \Vas a very p11blic failure, and I even thought about running away 

from the Valley. But something slowly began to dawn on me I still 

loved what I did. The turn of events at Apple had not changed that 

one bit. I had been rejected, but I was still in love. And so 1 decided 

to start over. 

I didn'L see iL then, but it turned out that getting fired from 

Apple was the best thing t hat could have ever happened to me. 

Tt1e heaviness of being successful was replaced by the lightness 

of being a beginner again, less sure about everJrthing. It freed me 

to enter one of the most creative periods of my life.2 

Johs told this story to teach a lesson, to ilh1strate the importance of 

staying true to yourself, of authentjcity, ancl choosing to pursue work 

that is meaningful. His story speaks volumes about persisting in the face 

of rejection to find the freedom to be the leader you want to be. 

I'm convinced that the only thing that kept me going was that I 

loved what I did. You've got to find what you love. And that is as 

true for yo11r work as it is for your lovers . Your work is going to fill 

a large part of your life, and the only way to be truly satisfied is to 

do what you believe is great work. And the only way to do great 

work is to love what you do. If you haven't found it yet, keep look

ing. Don't settle. 

Roxanne's Story 

When you meet Roxanne Pappas-Grant in a work situation, you are 

struck by her focus and the degree to which she is in control, and takes 
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control, of any situation. In her early forties, she has well-coiffed hair, per

fect teeth, and subtle makeup that enhance the natural beauty of her soft 

eyes and nose. She's every inch the consummate business manager of the 

twenty-first century: strongly driven to succeed, Roxanne is an engineer 

heading up sales development for a division of a multinational chemical 

company. "I have always been incredibly focused on my career," she-said 
' 

about herself, "and on accomplishment through career progression." 

Roxanne, though, has ariother side. She's also a wife and mother who, 

when I first met her, had been growing less and less satisfied with her life 

as she fe lt increasingly disconnected from her family, especially her chil

dren. Work is really important to Roxanne, but it's not everything: "I have 

learned through hardship that my career accomplishments do not de.fine 

who I am, and I've discovered that I have a lot to offer in ways that are not 

always rewarded in the work world." When asked about her goals for 

Total Leadership, she said, "I believe that I should have a clearer vision of 

what I want to accomplish in my life, not only in my work life, and un

cover what constitutes success in this arena. It is this journey to uncover 

what is most important to me-I am not sure I yet know-that has led me 

here." 

Early in her Total Leadership experience, Roxanne came to see that 

the person she is at work- the values and interests she pursues in that 

area of her life is not the person she wants to be outside of work. This 

disappointed her, and she looked to find ways to be her true self at work 

to build her relationship with her children, which would also enhance 

her sense of self and, she hoped, make her more effective in her career. 

To begin the process of redefining her work persona, Roxanne wrote 

about the critical events in her life: 

My father has had a strong impact on my life. He has very high 

standards for performance, believes there is no substitute for hard 

work, and believes one should always look inwar<i t.n rli~<'nvPr hnur 
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to improve. My birth was his last chance for a son- there was even 

a boy's name picked out for me. Instead of being disappointed, he 

decirted I would be "the son he never had" by transferring a lot of 

his O\vn hopes and d reams to me. He came to the United States as 

an immigrant from Greece and trained as an electrician's appren

tice. He guided me to hecome an electrical engineer, to learn how 

to think and t.o have more opportunity than he had. 

In school, I wasn't one of the popular kids, and I studied more 

than socialized. I found it liberating not to be part of the "cool crowd." 

J could take actions that I 1.hougl1t were more principled; I didn't have 

to concern myself with what my friends would think or do. This led 

me to value being respected over hcing liked- a value I've found im

portant. as a leader. I must admit, though, that it's nice to be liked. 

In college, I d id become a "popular kid." While I still valued 

b(~ing respected over being liked, I discovered t,hat I ha<i a knack 
\0 
N for rnotivating people. Jn my senior year, I was president of four 

campus organizations and very active in four others. I found that 

I had a genuine desire to work with people, and although r was 

strongly pursued hy the engineering school for the doctoral pro

grain in electrical engineering, I opted for a role in managing 

people and teams. 

Writing about. critical events in her life helped Roxanne see more · 

clearly how she came to be who she is arld what matters to her. For one 

thing, it reinforced her sense of being on the right track in her career. 

And it helped her to unders tand why she tends to focus on \vork in a way 

that, detracts from achieving other important goals in her life. 

Everyone has a story to tell, and each one is different. Everyone's lead

ership journey is, and must be, a unique one. Further, the more you're able 

lo draw on the actual story of your life, and tell it, when you're trying to 

convey what's important to you and where you're headed, the more the 

people around you will know, understand, and relate well to you. 
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I urge you to pra.ctice so that you can become a good storyteller. 

Learn to tell inspiring stories about who you are and where you are going. 

As Noel Tichy explains in his classic, The Leadership Engine, "The most 

effect ive leaders are those who are in touch with their leadership stories 

.. . When we knovv our stories, we know ourselves." Your stories, though, 

are not just for you. They are important because, as Tichy writes, "they 

allow other people to know us. Stories create real, human connections by 

allowing others to get inside our minds and our lives. "3 

Heroes of Kerry and Andre 

It's also useful to explore the people you have admired and their sto

ries. Describing a hero of yours and explaining what you admire about 

him or her helps you visualize a real person who embodies qualities you'd 

like to emulate. It's another window on the leader you want to become. 

Kerry chose as her hero her younger brother, Dan. 

At the age of twenty-four, Dan enlis ted in the U.S. Army. Through-
. 

out his tour of duty, he has shown incredible resolve and discipline. 

Since enlisting, he has been completely focused on two things: fin

ishing up his college degree and becoming a Green Beret. He is well 

on the way to accomplishing both goals. After researching the de

tails of the strenuous Green Beret/Special Forces qualifying course, 

he trained for several months to prepare himself both physically 

and mentally. Dan was selected and begins his Green Beret/Combat 

Medic training in three weeks. I have no doubt that he will success

fully complete the rigorous two-year training program. Dan is my 

hero because he has relentlessly pursued his objectives. But more 

importantly, I have a great deal of respect for how he has pursued 

them. -He has demonstrated character and passion throughout. 

Kerry's choice reflects not only the importance of her brother to her, 

but the value of perseverance, pursuing goals that matter, and doing so 
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in a way that generates respect. Describing her brother as her hero led 

her to see more clearly that these are important values for her own life. 

Andre Washington chose his mother as his hero. 

She was born in the segregated South, and is the third of ten chil

dren. Her mother died from a respiratory illness resulting from 

poor working conditions, and at the age of-sixteen my mother 

moved to Chicago, ,vhere she was then raised by her aunt. After 

marrying my father and moving west-and after suffering several 

years of spousal abuse- she divorced him and found herself alone 

raising tv,o children. Over the next several years, working for 

\vages below the poverty line, she successfully sent her two chil

dren to college and, following their graduation, earned her own BA 

in social work. All personal, professional, and spiri tual growth I 

have achieved over my lifetime I owe to the selfless dedication and 

determination of my mother. Her life continues to inspire my every 

motivation to achieve. 

Andre sees his mother as a model for how to persevere in the face of 

adversity. Reflecting on people you admire taps into strong emotions, 

because people we admire usually demonstrate a dramatic triumph of 

resolve over harsh realities. Everyone can relate to this kind of struggle 

and, in itself, it's useful as a reminder that the achievements of most 

leaders-people who aim to change things, to make things better- are 

hard won. 

Telling the story of people who matter to you, and why they matter, 

is also a powerful means for conveying your values to others. It's a way 

of revealing things about yourself in an authentic way-in a way to which 

others can easily relate. You'll see just how useful this is as we move 

along in Lhe Total Leadership process, when you talk with the people 

closest to you about what's most important to you. 
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Your Leadership Vision 

The next step in clarifying what's important is to write what I'll refer 

to as your leadership vision-a compelling image of an achievable 

future. It is an essential means for focusing your attention on what mat

ters most to you-what you want to accomplish in your life and what 

kind of leader you wish to become. A useful leadership vision must be 

rooted in your past and address the future while dealing with today's re

alities. It r epresents who you are and what you stand for, and it inspires 

you,.and the people whose commitment you need, to act to make con

structive change toward a future you all want to see. 

It's important that this story of the future you're inventing is indeed 

a compelling image of an achievable future. Let's examine each of the 
four key words. 

• A compelling story of the future is engaging; it captures the 

heart, forces you to pay attention. Those who hear it want to be 

a part of it somehow. And they are moved. Think of King's stir

ring language and thE: ideas-freedom and justice that appeal 

to our highest aspirations. 

• And if others could travel into the future with you, what would 

they find? What does your future look like what's the image? 

A well-crafted leadership vision is described in concrete terms . 
that are easy to visualize and remember. Think of King again: 

"One day right there in Alabama little black boys and black girls 

will be able to join hands with little white boys and white girls as 

sisters and brothers." Everyone can picture that and know what 

it means. 

• Your vision, the story of your future, should be a stretch, but it 

must be achievable, too. If it were not achievable, you would 

have little motivation to even bother trying. Again, Ki.n,'t: "With 
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this faith, we will be able to work together, to pray together, to 

struggle together, to go to jail together, to stand up for freedom 

together, knowing that we will be free one day." It's not a pie in 

the sky. It is possible. 

• Finally,Juture simply means out there-some time from this 

moment forward, but not so far away that's it's out of reach. In 

his sensational conclusion, King calls fo r sounding the chimes 

of freedom now so that a new, changed world arrives, faster : 

"When we let it ring from every village and every hamlet, from 

every state and every city, we will be able to speed up that day." 

While you may want to \",'fite the story of your future in the form of 

a detailed plan that charts specific milestones for the road ahead, don't 

get so hung up on particular targets that if you fail to .hit them, you'll be 

':f. disappointed. This isn't meant to be an exercise in project management 

but, rather, an opportunity for you to dream, with your head in the clouds 

and your feet on th e ground. So, while you should say a few things about 

how you've gotten to where you are fifteen years hence the journey, 

that is-write as much in this story about the destination , what your 

everyday life actually looks like once you're there. 

Also, understand that inspiration is a function of great aspirat ions. 

\Vhat. contributions to our \.VOrld do you dream of making? Try to focus 

part of what you compose on how you will , in the future, be making the 

\.Vorld a better place in some way, for other people. You might think of 

this as your legacy. If, in other words, fifteen years more is all you have, 

\.Vhal you will leave behind after you're gone? What will your life have 

meant to others? 
Like all the exercises here in this first part of the book, describing 

your leadership vision in writing raises your awareness of what is im

portant to you. It will likely give you new ideas for what you might do to 

better align your actions with your values . It should provide inspiration 

CLAR I FY WHAT 'S IMP O RTANT TO YOU 41 

In this exercise, describe the kind of leader you want to become by 

writ ing a short story of your life between now and fifteen years in the 

future. 

Take your time to think about it and start writ ing as soon as you' re 

ready. Write vividly. Make it come alive and don't hold back. The more 

of yourself you can pour into this, the more valuable it will be to you as 

you progress through this book. 

What if you don't even know where you want to go with your life 

or what you want it to look like? Give it your best shot. Open your mind 

to your imagination, and try not to be constrained by what you think 

others want and need from you. (In the next part of the book, we' ll 

deal with the expectations of others.) Take the leap. 

Ideally, your finished draft will be about one page. It will be a com

pelling image of an achievable future. It will also describe the journey, 

how you got there, and the destination, what a typical day looks like. 

Finally, it w ill show how you're making the world better in some way. 

for the choices you're making now-and in th e long run- about how to 

spend your precious time. 

It's natural to have some trepidation about writing the story of your 

future. (In fact, it's natural to have some anxiety about many of the ex

ercises in the Total Leader~hip process.) There are risks involved when 

you articulate your leadership vision: what if it doesn't come true? An-
• 

other possibly inhibiting tho,ught is what others rilight make of it. How 

much of what's inside-your goals and aspirations-can you trust oth er 

people to respect? Don'~ worry about that for now. I'll get to the subject 
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of how to communicate your vision to others after you've written your 

first draft. Remember that throughout this whole process, you control 

your information, and you need not reveal anything to anyone if you 

don't want to. 

Some people find it difficult to write a story about the future be

cause they do not want to make the choices it requir es. A leader chooses 

goals, after all, a purpose that establishes something to rum for and 

move toward, even if it's only to help focus on what mat ters most r ight 

now. The aim of doing this exercise here, at the star t , is to build your 

foundation: a story of your future is a point of departure and, as you'll 

see later, a point of return. 

This leadership vision is not fixed or immutable. You will adjust it as 

you change and as things change around you. New information, new op

portunities, new obstacles will compel you to revise it. And when you put 

\0 the story of your future out there for others to comment on it, you migh t 

v. hear some things you don't want to hear. People might say you can't do 

it or that it's foolish. But if you don't let others know about it, then the 

likelihood of achieving it is reduced. 

The more genuine your story of your futu re and th e more people 

that know it, the more others "vill want, and know how, to contribute to 

making it come true, even if they may not value it now. A real leadersrup 

challenge is to show how your vision is the one that others also want, 

need and ,vill find real value in. Indeed, what is the essence of leader-, 

ship if not in finding creative ways of describing a vision that others see 

as what they are trying to achieve? 

Victor's Leadership Vision 

Victor Gardner wrote the story of his future when he was in rus 

midthirties. A classic Englishman, Victor is reserved and inscrutable, with 

a wry sense of humor. His wire-rimmed glasses and sharply parted blond 

hair give him an air of thoughtful authority, befitting his role as direc-
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tor of an information technology unit in a major investment bank in New 

York, where he resides with rus wife and two children-a six-year-old boy 

and three-year-old daughter. 

Victor 's job involves important responsibilities: he comanages a group 

tha t is building a new trading software system, he coordinates the inter

actions of trus group with users at the executive level, and he is respon

sible for driving this team of twenty rugh-performing engineers while 

nurturing their careers. Yet he doesn 't always feel st retched. He yearns to 

do something that allows him to "be able to build new things-computer 

systems, houses, companies, anything." Further, he wants to feel that his 

work is "making a meaningful difference to something or someone." He 

,wants to "spark th e passion" he once felt. 

Some of Victor's leadership vision appears below. This was his firs t 

draft, less important as_ a model of what a "good" leadership vision should 

be, than an illustration of what it might be. 

Fifteen years ago, I turned the corner in my working life. J climbed 

out of my "going through ·th e motions" rut and rediscovered what 

I liked about working in technology. I also managed to crack the 

code of how to inspire people by making them feel good about 

themselves and the work they were doing. I actually learned this 

by working with my kids, teaching them to re~d and to play their 

firs t musical instruments. 

The team was very successful , and its software went on to 

become my company's dominant desktop platform ... [Its success) 

gave me freedom to focus on working in a more entrepreneurial 

way within the bank, building and delivering systems for many of 

our new business ventures ... 

I continued to work at the bank for the next .five years, but I 

was able to embark on a couple of side ventures with colleailuP.s 
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and friends . In one I was able to leverage my interest in real estate 

to put together a syndicate that purchased an old warehouse build

ing, renovated it, and turned it iJ:1to upscale residential apartments. 

Each member of my family was involved in these ventures, and this 

was one of the ways m "vhich I managed to teach the kids that they 

could do pretty much anything that they choose to, if they set their 

mind to it. 

I finally moved from the large corporate world to a smaller en

trepreneurial situation. I had been tinkermg with some artificial 

intelligence applications and had built a prototype of software I 

believed had real market value. I set up shop with a small group of 

people who l1ad complementary skills, and we built a company that 

revolutionized how new technology is constructed. 

A couple of years ago, I felt that it was time to step aside from 

day-to-day operations. I love gardening and began overseeing 

restoration projects in my local park. I also started fund-raising 

efforts for local botanical gardens. 

Victor's leadership vision says a lot about what mattered to him at 

the time he wrote it. And it shows that he was beginning to see new ways 

of applying resources gained from his experiences in one life domain 

(teaching his children) to get things done in another (inspirmg his em

ployees). Writing the story of his future t ransformation- from workmg 

in a senior managerial position at a large bank to being his own boss, 

working "vith friends in non-bank-like settings-helped propel him faster 

in that direction. In reflecting about it afterward, he began to see that 

the task of integrating the domains of his life is an ongoing challenge and 

that he need not wait until he's retired to do the things he enjoys in life. 

And he came to see new meaning in, and opportunities for, contribu

tions to community and society. Most importantly, writing his vision, and 
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then talking about it, encouraged Victor to make constructive changes 

in the present. 

When it comes to communicating your leadership vision, you've got 

to have some passion. And when you paint an image of the future for 

others to see, you want your excitement to be contagious. It takes prac

tice to do this in a way that is natural for you. And you will get better at 

it, if you try, even if you're not a gifted speaker. 

The source of passion about the future you're creating is in your 

past. The trick is to tap into feelings about the past, which people spon

taneously do when they talk about the most meaningful incidents in 

their lives. When you tell the story of your future, to yourself and to oth

ers, it's useful to include a story from your real past. Doing so makes the 

story of your future authentic, grounded as it is in the truth of your own 

real experience. 

The answer to a common question, "What if I don't feel passionate 

about my career?" is to think back on our lives and focus on what has 

been most meaningful-and, preferably, enjoyable-so far. This leads to 

fruitful ideas about how to create a future in which talents and passions 

find outlets. 

As a leader in all areas of life, you've got to look back in order to 

move forward. 

Your Core Values 

Just as every °'ganization has its own unique set of values, so does 

every person. Your values-what you hold most dear and are willing to 

s.trive or even fight for-determine your actions as a leader and how you 

view the world around you. In order to act in a way that is consistent 

with your values-to be authentic, that is-you have to be conscious of 

what those values are. You'll describe yours in this next exercise, which 

can be done quickly but merits enough time to be done completely. 
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On one page, list the values (between five and nine is ideal) that are 

most important to you. For each one, explain why it's important to you 

in one or two sentences. To spur your thinking, here is a list of values , 

excerpted from Robert Lee and Sara King's Discovering the Leader in 

You.a Of course, you may choose terms that don't appear on this list. 

Achievement: a sense of accomplishment or mastery 

Advancement: growth, seniority, and promotion resulting from 

work ._,vell done 

Adventu re: new and challenging opportunities, excitement, risk 

Aesthetics : appreciation of beauty in things, ideas, surroundings 

Affil iation: interaction with other people, recognition as a mem-

ber of a group, belonging 

Affluence: high income, financial success, prosperity 

Authority: position and power to control events and other 

people's activities 

Autonomy: ability to act independently with few constraints, 

self-reliance 

Challenge: continually facing complex and demanding tasks and 

problems 

Change and variation: absence of rout ine, unpredictability 

Collaboration : close, cooperative working relationships with 

groups 

Community: serving and supporting a purpose that supersedes 

personal desires 

Competency: demonstrating high proficiency and knowledge 
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Competition: rivalry with winning as the goal 

Courage: wi ll ingness to stand up for beliefs 

Creativity: discovering, developing, or designing new ideas or 

things; demonstrating imagination 

Diverse perspectives: unusual ideas and opinions that may not 

seem r ight or be popular at first 

Duty: respect for authority, rules, and regulations 

Economic security: steady and secure employment, adequate 

reward, low risk 

Enjoyment: fun, joy, and laughter 

Family : spending time with partner, children, parents, extended 

family 

Friendship: close personal relationships with others 

Health: physical and mental well-being, vitality 

Helping others: helping people attain their goals, providing care 

and support 

Humor: the ab il ity to laugh at myself and at life 

Influence: having an impact on attitudes or opin ions of others 

Inner harmony: happiness, contentment, being at peace with 

yourself 

Justice: fairness, doing the right thing 

Knowledge: the pursuit of understanding, skill, and expertise; 

continual learning 

Location: choice of a place to live that is conducive to a desired 

lifestyle 
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• 

t 

love: involvement in close, affectionate relationships; intimacy 

loyalty: faithfulness; dedication to individuals, traditions, o r or

gan izations 

Order: stabil ity, routine, predictability, clear lines of authority, 

standard ization 

Personal development: dedication to maximizing potential 

Physical fitness: staying in shape through physical activity and 

healthy nutrition 

Recognition: positive feedback and public credit fo r work well 

done; respect and admiration 

Responsibility: dependabil ity, accountability for results 

Self-respect: pride, self-esteem, sense of knowing oneself 

Spirituality: strong spiritual or religious beliefs, moral fulfillment 

Status: being respected for a job o r an association with a presti-

gious group or organization 

Trustworthiness: being known as reliable and sincere 

Wisdom: sound judgment based on knowledge, experience, and 

understanding 

a. Adapted from Robert J. Lee and Sara N. King, Discovering the Leader in You (San Fran

cisco: Jossey-Bass, 2001 ), 60- 61 . Reprinted with permission of John Wiley & Sons, Inc. 

- -...... - --- -•-- --------·---
Most people don't change their values during the course of the Total 

Leadership program. Core values spring, indeed, from your core-they 

are usually long-standing and resistant to change. Like all the work you've 

done so far in this chapter, what you just wrote is a unique list, part icu

lar to your constitution, background, and experience. 
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I'm sure it's different from Victor's. Here's the list of his most impor-

tant values, with his reason for each entry. 

Authenticity-I must believe in what I am doing. Without that, 

people can see the lack of passion, and leadership becomes 

ineffective. 

Honesty and trust-With honesty comes trust, and without 

trust, the only effective leadership style is coercion. Con

versely, I think it's also important to trust others: to get their 

job done, to do the right thing. 

Inspiration-The most effective leaders can make people feel 

that they want to show up every day and give it their best shot. 

They make people feel good about who they are and the work 

that they are doing. They inspire the best out of people. 

Respect and being respected-It is important to respect oth

ers, from all walks of life. Everyone has something worthy of 

respect; it's important to find that. 

Courage-Too many leaders avoid the hard questions, avoid 

the groundbreaking moves. Courage and the willingness to be 

wrong is a must-have. 

Family-Work is work, but your family is your life. When all is 

said and done, my wife and kids are the most important things to 

me. Apparently, this is not a credo I live by every minute of every 

day, but when the chips_ are down, they are the most important. 

Your distinctive values are an important part of what will make your 

own· particular brand of leader. At this point it's useful to think about 

how your everyday life squares with what you said was important to you 

here, and what you might try to do that would result in a better fit than 

currently exists. 
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Pause and Reflect 

Having completed the exercises so far, you have taken important 

steps in building your leadership capacity, improving your performance, 

and integrating the different parts of your life. You've spent time clarify

ing your motivations for reading this book, depicting important events 

in your life and th eir meaning to you, characterizing someone you've ad

mired and what you've learned from him or her, inventing a story of your 

desired fu ture, and identifying your core values. 

You've become familiar with terms that might be new for you and that 

1'11 be using llte rest. of the way-like leadership vision-and you may 

have started to think about things you can do now to make changes that 

will strengthen your sense of yourself as a leader who acts Vvith authen

ticity, integrity, and creativity. Jot down any such ideas as they're perco

latir\g. Some people find it useful to keep a file , "Ideas for Actio11," that will 

become especially useful when you're designing your experiments. 

You've met ott1ers who, each starting from a different place, have 

taken a journey of their own. (You'll meet the rest of the group in com

ing chapters.) You might think of these fellow travelers as making up a 

virtual learning community. They are people from whom you can learn 

by comparing your thoughts and reactions with theirs. 

And if you're ,vorking on Total Leadership with people )'OU know

wilh a coaching trio or with another person- now is a good time to speak 

with them about what you've been thinking and writing. Ideally, you'll 

have two conversations. First, find a mutually convenient time, about an 

hour, to review the material you've produced in this chapter with your 

coach. Then find another time to serve as a coach for someone else who's 

just completed the exercises so far. Appendix A is a guide for how to get 

the most out of your Total Leadership experience through serving as 

both a coach and a client. 
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Whether you pause and reflect on your own or supplement your think

ing with coaching conversations, in person or online at www.totallead 

ership.org, here are th ings to keep in mind as you synthesize what you've 

done in chapter 2 before moving on to chapter 3. 

Read through your responses to the previous exercises in this chap-

ter. Consider the following questions. Write about them and then, if pos

, sible, talk about them with your coach. 

I 

I 
I 
I 

I 
i 

I 

1. What are the main ideas you take away from what you've 

just read? 

2. Tell the story of your critical events and your leadership vi-

sion to someone. What do you learn from how they react? 

3. What are the main connections between your past and your 

vision for the future? 

4 . What changes might you make to live more closely in accord 

wi~ what really matters to you? 

s----•- cu •~,.., .. ,.,. ,u,4 ea a 1 • 
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THE VAST MAJORITY of managers mean to run ethical organizations, yet 
corporate corruption is widespread. Part of the problem, of course, is 
that some leaders are out-and-out crooks, and they direct the malfea
sance from the top. But that is rare. Much more often, we believe, em
ployees bend or break ethics rules because those in charge are blind to 
unethical behavior and may even unknowingly encourage it. 

Consider an infamous case that, when it broke, had all the earmarks 
of conscious top-down corruption. The Ford Pinto, a compact car pro
duced during the 1970s, became notorious for its tendency in rear-end 
collisions to leak fuel and explode into flames. More than two dozen 
people were ki lled or injured in Pinto fires before the company issued a 
recall to correct the problem. Scrutiny of the decision process behind the 
model's launch revealed that under intense competition from Volkswa
gen and other small-car manufacturers, Ford had rushed the Pinto into 
production. Engineers had discovered the potential danger of ruptured 
fuel tanks in preproduction crash tests, but the assembly line was ready 
to go, and the company's leaders decided to proceed. Many saw the de
cision as evidence of the callousness, greed, and mendacity of Ford's 
leaders-in short, their deep unethicality. 

But looking at their decision through a modern lens- one that takes 
into account a growing understanding of how cognitive biases distort 
ethical decision making-we come to a different conclusion. We sus
pect that few if any of the executives involved in the Pinto decision 
believed that they were making an unethical choice. Why? Apparently 
because they thought ofit as purely a business decision rather than an 
ethical one. 

Taking an approach heralded as rational in most business school 
curricula, they conducted a formal cost-benefit analysis- putting dol
lar amounts on a redesign, potential lawsuits, and even lives-and de
termined that it would be cheaper to pay off lawsuits than to make the 
repair. That methodical process colored how they viewed and made 
their choice. The moral dimension was not part of the equation. Such 

"ethical fading:' a phenomenon fust described by Ann Tenbrunsel and 
her colleague David Messick, takes ethics out of consideration and even 
increases unconscious unethical behavior. 

What about Lee lacocca, then a Ford executive VP who was closely 
involved in the Pinto launch? When the potentially dangerous design 
flaw was first discovered, did anyone teU him? "HeU no:' said one high 
company official who worked on the Pinto, according to a 1977 article 
in Mother Jones. "That person would have been fired. Safety wasn't 
a popular subject around Ford in those days. With Lee it was taboo. 
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UNDERSTANDING FAILURE ETHICAL BREAKDOWNS 

My life has been 
nothing but a failure, 
and all that's left 
for me to do is to 
destroy my paintings 
before I disappear." 

CLAUDE MONET 
PAINTER 

Whenever a problem was raised that meant a delay 
on the Pinto, Lee would chomp on his cigar, look out 
the window and say 'Read the product objectives 
and get back to work!" 

We don't believe that either lacocca or the ex
ecutives in charge of the Pinto were consciously 
unethical or that they intentionally sanctioned un
ethical behavior by people further down the chain 
of command. The decades since the Pinto case have 
allowed us to dissect Ford's decision-making process 
and apply the latest behavioral ethics theory to it. 
We believe that the panerns evident there continue 
to recur in organizations. A host of psychologicaJ 
and organizationaJ factors diverted the Ford execu• 
tives' attention from the ethical dimensions of the 
problem, and executives today are swayed by similar 

rather than profits. The lesson is clear: When em
ployees behave in undesirable ways, it's a good idea 
to look at what you're encouraging them to do. Con
sider what happened at Sears, Roebuck in the 1990s, 
when management gave automotive mechanics a 
sales goal of$147 an hour- presumably to increase 
the speed of repairs. Rather than work faster, how
ever, employees met the goal by overcharging for 
their services and "repairing" things that weren't 
broken. 

Sears is certainly not unique. The pressure at 
accounting, consulting, and law firms to maximize 
billable hours creates similarly perverse incentives. 
Employees engage in unnecessary and expensive 
projects and creative bookkeeping to reach their 
goals. Many law firms, increasingly aware that goals 
are driving some unethical billing practices, have 
made billing more transparent to encourage hon
est reporting. Of course, this requires a detailed al
lotment of time spent, so some firms have assigned 
codes to hundreds of specific activities. What is the 
effect? Deciding where in a multitude of categories 
an activity falls and assigning a precise number of 
minutes to it involves some guesswork- which be
comes a component of the billable hour. Research 
shows that as the uncertainty involved in complet• 
ing a task increases, the guesswork becomes more 
unconsciously self-serving. Even without an inten
tion to pad hours, overbilling is the outcome. A sys
tem designed to promote ethical behavior backfires. 

It's a good idea to look at what you're encouraging 
employees to do. A sales goal of $147 an hour led auto 
mechanics to ''repair'' things that weren't broken. 

forces. However, few grasp how their own cognitive 
biases and the incentive systems they create can 
conspire to negatively skew behavior and obscure it 
from view. Only by understanding these influences 
can leaders create the ethical organizations they as
pire to run. 

Ill-Conceived Goals 
In our teaching we often deal with sales executives. 
By far the most common problem they report is that 
their sales forces maximize sales rather than profits. 
We ask them what incentives they give their sales
people, and they confess to actually rewarding sales 
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Let's look at another case in which a well-inten
tioned goal led to unethical behavior, this time help
ing to drive the recent financial crisis. At the heart 
of the problem was President Bill Clinton's desire to 
increase homeownership. In 2008 the Business Week 
editor Peter Coy wrote: 

Add President Clinton to the long list of people 
who deserve a share of the blame for the housing 
bubble and bust. A recently re-exposed document 
shows that his administration went to ridiculous 
lengths to increase the national homeownership 
rate. It promoted paper-thin down payments and 
pushed for ways to get lenders to give mortgage 
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Companies have poured time and 
money into ethics training and 
compliance programs, but unethical 
behavior in business is nevertheless 
widespread. That's because cognitive 
biases and organizational systems 
blind managers to unethical behavior. 
whether their own or that of others. 

All these serve to derail even the 
best-intentioned managers: 

Surveillance and sanctioning 
systems won't work by themselves 
to improve the ethics of your organi
zation. You must be aware of these 
biases and incentives and carefully 
consider the ethical implications of 
every decision. 

• Goals that reward unethical behavior 
• Conflicts of interest that motivate peo

ple to ignore bad behavior when they 
have something to lose by recognizing it 

• A tendency to overtook dirty work that's 
been outsourced to others 

• An inability to notice when behavior 
deteriorates gradually 

• A tendency to overlook unethical deci
sions when the outcome is good 

loans to first-time buyers with shaky financing and 
incomes. It's clear now that the erosion of lending 
standards pushed prices up by increasing demand, 
and later led to waves of defaults by people who 
never should have bought a home in the first place. 

The Sears executives seeking to boost repair rates, 
the partners devising bilJing policies at law firms, 
and the Clinton administration officials intending 
to increase homeownership never meant to inspire 
unethical behavior. But by failing to consider the ef
fects of the goals and reward systems they created, 
they did. 

Part of the managerial challenge is that employ
ees and organizations require goals in order to excel. 
Indeed, among the best-replicated results in re
search on managerial behavior is that providing spe
cific, moderately difficult goals is more effective than 
vague exhortations to "do your best." But research 
also shows that rewarding employees for achieving 
narrow goals such as exact production quantities 
may encourage them to neglect other areas, take un
desirable "ends justify the means" risks, or- most 
important from our perspective- engage in more 
unethical behavior than they would otherwise. 

Leaders setting goals should take the perspective 
of those whose behavior they are trying to influence 
and think through their potential responses. This 
will help head off unintended consequences and 
prevent employees from overlooking alternative 
goals, such as honest reporting, that are just as im
portant to reward if not more so. When leaders fail 
to meet this responsibility, they can be viewed as 
not only promoting unethical behavior but blindly 
engaging in it themselves. 

Motivated Blindness 
It 's well documented that people see what they want 
to see and easily miss contradictory information 
when it's in their interest to remain ignorant- a psy-

chological phenomenon known as motivated blind
ness. This bias applies dramatically with respect 
to unethical behavior. At Ford the senior-most ex
ecutives involved in the decision to rush the flawed 
Pinto into production not only seemed unable to 
clearly see the ethical dimensions of their own deci
sion but failed to recognize the unethjcal behavior of 
the subordinates who implemented it. 

Let's return to the 2008 financial collapse, in 
which motivated blindness contributed to some bad 
decision making. The "independent" credit rating 
agencies that famously gave AAA ratings to collat
eralized mortgage securities of demonstrably low 
quality helped build a house of cards that ultimately 
came crashing down, driving a wave of foreclo
sures that pushed thousands of people out of their 
homes. Why did the agencies vouch for those risky 
securities? 

Part of the answer lies in powerful conflicts of in
terest that helped blind them to their own unethical 
behavior and that of the companies they rated. The 
agencies' purpose is to provide stakeholders with 
an objective detennination of the creditworthiness 
of financial institutions and the debt instruments 
they sell. The largest agencies, Standard & Poor's, 
Moody's, and Fitch, were- and still are- paid by 
the companies they rate. These agencies made their 
profits by staying in the good graces of rated com
panies, not by providing the most accurate assess
ments of them, and the agency that was perceived 
to have the laxest rating standards had the best shot 
at winning new clients. Furthermore, the agencies 
provide consulting services to the same firms whose 
securities they rate. 

Research reveals that motivated blindness can 
be just as pernicious in other domains. It suggests, 
for instance, that a hiring manager is less likely to 
notice ethical infractions by a new employee than 
are people who have no need to justify the hire-
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particularly when the infractions help the employ
ee's performance. (We've personally heard many ex
ecutives describe this phenomenon.) The manager 
may either not see the behavior at all or quickly ex
plain away any hint of a problem. 

Consider the world of sports. In 2007 Barry Bonds, 
an outfielder for the San Francisco Giants, surpassed 
Hanle Aaron to become the all-time leader in career 
home runs- perhaps the most coveted status in 
Major League Baseball. (Bonds racked up 762 ver
sus Aaron's 755.) Although it was well known that 
the use of performance-enhancing drugs was com
mon in baseball, the Giants' management, the play
ers' union, and other interested MLB groups failed 
to fully investigate the rapid changes in Bonds's 
physical appearance, enhanced strength, and dra
matically increased power at the plate. Today Bonds 
stands accused ofiJJegally using steroids and lying 
to a grand jury about it; his perjury trial is set for this 
spring. If steroid use did help bring the home runs 
that swelled ballpark attendance and profits, those 
with a stake in Bonds's performance had a powerful 
motivation to look the other way: They all stood to 
benefit financially. 

Managers routinely delegate 
unethical behaviors to others, 
and not always consciously. 

It does little good to simply note that connicts 
of interest exist in an organization. A decade of re
search shows that awareness of them doesn't nec
essarily reduce their untoward impact on decision 
making. Nor will integrity alone prevent them from 
spurring unethical behavior, because honest people 
can suffer from motivated blindness. Executives 
should be mindful that conflicts of interest are often 
not readily visible and should work to remove them 
from the organization entirely, looking particularly 
at existing incentive systems. 

Indirect Blindness 
In August 2005 Merck sold off two cancer drugs, 
Mustargen and Cosmegen, to Ovation, a smaller 
pharmaceutical firm. The drugs were used by fewer 
than 5,000 patients and generated annual sales of 
only about $1 million, so there appeared to be a clear 
logic to divesting them. But after selling the rights to 
manufacture and market the drugs to Ovation, Merck 
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continued to make Mustargen and Cosmegen on a 
contract basis. If small-market drugs weren't worth 
the effort, why did Merck keep producing them? 

Soon after the dea l was completed, Ovation 
raised Mustargen's wholesale price by about 1,000% 
and Cosrnegen's even more. (In fact, Ovation had 
a history of buying and raising the prices on small
market drugs from large firms that would have had 
public-relations problems with conspicuous price 
increases.) Why didn't Merck retain ownership and 
raise the prices itself? We don't know for sure, but we 
assume that the company preferred a headline like 

"Merck Sells Two Products to Ovation" to one like 
"Merck Increases Cancer Drug Prices by 1,000%?' 

We are not concerned here with whether phar
maceutical companies are entitled to gigantic profit 
margins. Rather, we want to know why managers 
and consumers tend not to hold people and organiza
tions accountable for unethical behavior carried out 
through third parties, even when the intent is clear. 
Assuming that Merck knew a tenfold price increase 
on a cancer drug would attract negative publicity, we 
believe most people would agree that using an inter
mediary to hide the increase was unethical. At the 
same time, we believe that the strategy worked be
cause people have a cognitive bias that blinds them 
to the unethicality of outsourcing dirty work. 

Consider an experiment devised by Max Bazer
man and his colleagues that shows how such indi
rectness colors our perception of unethical behavior. 
The study participants read a story, inspired by the 
Merck case, that began this way: "A major pharma
ceutical company, X, had a cancer drug that was 
minimally profitable. The fixed costs were high and 
the market was limited. But the patients who used 
the drug really needed it. The pharmaceutical was 
making the drug for $2.SO/pill (all costs included), 
and was only selling it for $3/pill." 

Then a subgroup of study participants was asked 
to assess the ethicality of''A: The major pharmaceu
tical firm raised the price of the drug from $3/pill to 
$9/pill:' and another subgroup was asked to assess 
the ethicality of "B: The major pharmaceutical X 
sold the rights to a smaller pharmaceutical. Jo order 
to recoup costs, company Y increased the price of 
the drug to $15/pill." 

Participants who read version A, in which com
pany X itself raised the price, judged the company 
more harshly than did those who read version 8, 
even though the patients in that version ended up 
paying more. We asked a third subgroup to read 
both versions and judge which scenario was more 

• 
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Five Barriers to an Ethical Organization 
Even the best-intentioned executives are often unaware 
of their own or their employees' unethical behavior. 
Here are some of the reasons-and what to do about them. 

We set goals and 
incentives to promote 
a desired behavior, 
but they encourage 
a negative one. 

The pressure to maximize 
billable hours in 
accounting, consulting, 
and law firms leads to 
unconscious padding. 

Brainstorm unintended 
consequences when 
devising goals and 
incentives. Consider 
alternative goals that 
may be more important 
to reward. 

We overlook the 
unethical behavior 
of others when it's In 
our interest to remain 
ignorant. 

Baseball officials 
failed to notice they'd 
created conditions that 
encouraged steroid use. 

Root out conflicts of 
interest. Simply being 
aware of them doesn' t 
necessarily reduce 
their negative effect on 
decision making. 

unethical. Those people saw company X's behavior 
as less ethical in version B than in version A. Further 
experiments using different stories from inside and 
outside business revealed the same general pattern: 
Participants judging on the basis of just one scenario 
rated actors more harshly when they carried out an 
ethicaJly questionable action themselves (directly) 
than when they used an intermediary (indirectly). 
But participants who compared a direct and an indi
rect action based their assessment on the outcome. 

These experiments suggest that we are instinc
tively more lenient in our judgment of a person or 
an organization when an unethical action has been 
delegated to a third party- particularly when we 
have incomplete information about the effects of 
the outsourcing. But the results also reveal that 
when we're presented with complete information 
and reflect on it, we can overcome such "indirect 
bHndness" and see unethical actions- and actors
for what they are. 

We hold others less 
account.able for unethical 
behavior when it's carried 
out through third parties. 

A drug company deflects 
attention from a price 
increase by selling rights 
to another company, 
which imposes the 
• increase. 

When handing off or 
outsourcing work, ask 
whether the assignment 
might Invite unethical 
behavior and take 
ownership of the 
Implications. 

We are less able to 
see others' unethical 
behavior when it 
develops gradually. 

Auditors may be more 
Ukely to accept a client 
firm's questionable 
financial statements 
if Infractions have 
accrued over time. 

Be alert for even 
trivial ethical 
infractions and address 
them Immediately. 
Investigate whether a 
change in behavior has 
occurred. 

manufacturer frequently has lower labor, environ
mental, and safety standards. 

When an executive hands off work lo anyone else, 
it is that executive's responsibility to lake ownership 
of the assignment's ethical implications and be alert 
to the indirect blindness that can obscure unethical 
behavior. Executives should ask, "When other peo
ple or organizations do work for me, am I creating an 
environment that increases the likelihood of unethi
cal actions?" 

The Slippery Slope 
You've probably heard that if you place a frog in a pot 
ofboilingwater, the frog will jump out. But if you put 
it in a pot of warm water and raise the temperature 
gradually, the frog will not react to the slow change 
and wilJ cook to death. Neither scenario is correct, 
but they make a fine analogy for our failu re to notice 
the gradual erosion of others' ethical standards. Ifwe 
find minor infractions acceptable, research suggests, 
we are likely to accept increasingly major infractions 
as long as each violation is only incrementally more 
serious than the preceding one. 

Bazerman and the Harvard Business School pro
fessor Francesca Gino explored this in an experiment 
in which the participants- "auditors"- were asked 
to decide whether to approve guesses provided by 

Managers routinely delegate unethical behaviors 
to others, and not always consciously. They may 
tell subordinates, or agents such as lawyers and 
accountants, to "do whatever it takes" to achieve 
some goal, all but inviting questionable tactics. For 
example, many organizations outsource production 
to counlries with lower costs, often by hiring another 
company to do the n1anufacturing. But the offshore "estimators" of the amount of money in jars. The 

We give a pass to 
unethical behavior if 
the outcome Is good. 

A researc her whose 
fraudulent clinical 
trial saves lives is 
considered more 
ethical than one whose 
fraudulent trial leads 
to deaths. 

Examine both "good" 
and ''bad" decisions 
for their ethical 
impUcatlons. Reward 
solid decision 
processes, not just 
good outcomes. 
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Rewarding unethical decisions because they 
have good outcomes is a recipe for disaster 
over the long term. 

auditors could earn a percentage of a jar's contents 
each time they approved an estimator's guess-and 
thus had an incentive to approve high estimates
but if they were caught approving an exaggerated 
estimate, they'd be fined $5. Over the course of 16 
rounds, the estimates rose to suspiciously high lev• 
els either incrementally or abruptly; all of them fin 
ished at the same high level. The researchers found 
that auditors were twice as likely to approve the high 
final estimates if they'd been arrived at through small 
incremen tal increases. The slippery-slope change 
blinded them to the estimators' dishonesty. 

Now imagine an accountant who is in charge of 
auditing a large company. For many years the client's 
financial statements are clean. In the first of two sce
narios, the company then commits some dear trans
gressions in its financial statements, even breaking 
the law in certain areas. In the second scenario, the 
auditor notices that the company stretched but did 
not appear to break the law in a few areas. The next 
year the company's accounting is worse and includes 
a minor violation of federal accounting standards. By 
the third year the violation has become more severe. 
In the fourth year the dient commits the same clear 
transgressions as in the first scenario. 

The auditors-and-estimators experiment, along 
with numerous similar ones by other researchers, 
suggest that the accountant above would be more 
likely to reject the financial statements in the first 
scenario. Bazerman and colJeagues explored this 
effect in depth in "Why Good Accountants Do Bad 
Audits" (HBR November 2002). 

To avoid the slow emergence of unethical behav
ior, managers should be on heightened alert for even 
trivial-seeming infractions and address them imme
diately. They should investigate whether there has 
been a change in behavior over time. And if some
thing seems amiss, they should consider inviting a 
colleague to take a look at all the relevant data and 
evidence together- in effect creating an "abrupt" ex
perience, and therefore a clearer analysis, of the eth
ics infraction. 

Overvaluing Outcomes 
Many managers are guilty of rewarding results rather 
than high-quality decisions. An employee may make 
a poor decision that turns out well and be rewarded 
for it, or a good decision that turns out poorly and be 
punished. Rewarding unethical decisions because 
they have good outcomes is a recipe for disaster over 
the long term. 

The Harvard psychologist Fiery Cushman and 
his colleagues tell the story of two quick-tempered 
brothers, Jon and Mark, neither of whom has a crimi
nal record. A man insults their family. Jon wants to 
kill the guy: He pulls out and fi res a gun but misses, 
and the target is unharmed. Matt wants only to scare 
the man but accidentally shoots and kills him. In the 
United States and many other countries, Matt can 
expect a far more serious penalty than Jon. It is dear 
that laws often punish bad outcomes more aggres
sively than bad intentions. 

Bazerman's research with Francesca Gino and 
Don Moore, of Carnegie Mellon University, high-
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lights people's indination to judge actions on the 
basis of whether harm follows rather than on their 
actual ethicality. We presented the following stories 
to two groups of participants. 

Both stories begin: "A pharmaceutical researcher 
defines a clear protocol for determining whether or 
not to include clinical patients as data points in a 
study. He is running short of time to collect sufficient 
data points for his study within an important bud• 
getary cycle in his firm?' 

Story A continues: "As the deadline approaches, 
he notices that four subjects were withdrawn from 
the analysis due to technical ities. He believes that 
the data in fact are appropriate to use, and when 
he adds those data points, the results move from 
not quite statisticaJly significant to significant. He 
adds these data points, and soon the drug goes to 
market. This drug is later withdrawn from the mar
ket after it kills six patients and injures hundreds 
of others?' 

Story B continues: "He believes that the product 
is safe and effective. As the deadline approaches, he 
notices that ifhe had four more data points for how 
subjects are likely to behave, the analysis would be 
significant. He makes up these data points, and soon 
the drug goes to market. This drug is a profitable and 
effective drug, and years later shows no significant 
side effects:• 

After participants read one or the other story, we 
asked them, "How unethical do you view the re
searcher to be?" Those who read story A were much 
more critical of the researcher than were those who 
read story B, and felt that he should be punished 
more harshly. Yet as we see it, the researcher's be
havior was more unethical in story B than in story A. 
And that is how other study participants saw it when 
we removed the last sentence- the outcome- from 
each story. 

Managers can make the same kind of judgment 
mistake, overlooking unethical behaviors when out
comes are good and unconsciously helping to un
dermine the ethicality of their organizations. They 
should beware this bias, examine the behaviors that 
drive good outcomes, and reward quality decisions, 
not just results. 

The Managerial Challenge 
Companies are putting a great deal of energy into 
efforts to improve their ethicality- installing codes 
of ethics, ethics training, compliance programs, and 
in-house watchdogs. Initiatives like these don't 
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come cheap. A recent survey of217 large companies 
indicated that for every billion dollars of revenue, a 
company spends, on average, $1 million on compli
ance initiatives. If these efforts worked, one might 
argue that the money-a drop in the bucket for many 
organizatjons-was well spent. But that's a big if. De
spite an the time and money that have gone toward 
these efforts, and all the laws and regulations that 
have been enacted, observed unethical behavior is 
on the rise. 

This is disappointing but unsurprising. Even the 
best-intentioned ethics programs will fail if they 
don't take into account the biases that can blind us 
to unethical behavior, whether ours or that of oth
ers. What can you do to head off rather than exacer
bate unethical behavior in your organization? Avoid 

"forcing" ethics through surveillance and sanctioning 
systems. Instead ensure that managers and employ
ees are aware of the biases that can lead to unethical 
behavior. (This simple step might have headed off 
the disastrous decisions Ford managers made- and 
employees obeyed- in the Pinto case.) And encour
age your staff to ask this important question when 
considering various options: "What ethical implica
tions might arise from this decision?" 

Above all, be aware as a leader of your own blind 
spots, which may permit, or even encourage, the un
ethical behaviors you are trying to extinguish. 0 
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Chapter 7: Motivation Concepts 

MOTIVATED TOWARD CORPORATE SOCIAL RES PONSIBILITY 

As organizations face increasing public pressure for sustainability, corpo

rate social responsib ility (CSR) has become a major part of most CEOs' 

agendas. The motivation for these CE Os is clear: the media, customers, em

ployees, and governments herald sustainability initiatives like 

GE's Ecomagination, which pioneers technology efficiency, and 

philanthropy programs like Richard Branson's Re*Generation, 

which supports homeless youth. But how does an organization 

mot ivate employees for huge and ongoing volunteer efforts 

like Lowe's Heroes, shown in the picture, which helps rebuild 

homes after disasters and revitalize communities? 

According to research in the United Kingdom, a good por

tion of employees may already be motivated toward CSR 

work. Some employees are motivated by a sense of reciproc

ity, giving back to the communities in which they live or aid

ing organizations from which they've previously benefited. An 

example is Lowe's Hero James Jackson, who helped revital

ize an Indianapolis park. " I'm so thrilled to have been a part 

of this transformational journey for the JV Hill Park," he said. 

"The community has new life again, which impacts so many youth for years 

to come." Other employees are motivated by the opportunity to socialize 

with people within the organization and community, while still others want 

to develop business networks for future use. Many seem to like exercis

ing the networks they already have, drawing upon their contacts for CSR 
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projects. And 111ost like to use volunteering opportunities to learn more. 

For example, one study participant who has been mentoring students in 

business said, "It's nice to meet other people in Derby and around, see how 

they do things, get t ips and lots of business information." 

How do organizations influence their employees to volunteer? Research 

suggests that half t he organizations in Canada actively encourage em

ployee volunteering. As a result, fu lly one-quarter of all the volunteer work 

in the country is done by employee volunteers: The study found that the 

availability of organizational support-use of work time, paid time to vol

unteer, faci lity space, organizational resou rces-was critical to employee 

CSR motivation. Such support was correlated with an increase in annual 

volunteer hours, particu lar ly among women. Furthermore, support yielded 

higher participation for almost all types of organizational volunteer CSR 

activities. 

However, the study found employees age 35 and older, with less educa

tion than a high school diploma, or who were married, received less support. 

The reasons for these differences are not known. Women also received less 

support than men when it came to flexible hours and time off needed for 

volunteering. It also seems that women might make fewer requests for sup

port. Although these f indings are from just one study, the message is clear: 

Organizations may increase their overall CSR contributions by clearly offer

ing tangible support for everyone, along with opportunities to serve. 

One final employee motivator is the intrinsic reward from working with 

your organization's team to accomplish a worthy project. After a tough day 

cleaning up in the aftermath of the 2014 tornado in Tupelo, Mississippi, 

Tad Agoglia of the First Response Team of America told the Lowe's Heroes 

team, "You guys, your attitudes, [you do] just anything and everything to get 

it done, just do it , you really took your time to help this family, and it meant 

a lot. So this was a great day, and you guys made it a great day. Thank you." 

Sources: Lowe's in the Community, May 5, 2015, http://Lowesinthecommunity.Tumblr.com/ 
Post/118215046887 / The-Week-Leading-Up-To-The-Final-Four; F. Macphail and P. Bowles, 
•corporate Social Responsibility as Support for Employee Volunteers: Impacts, Gender 
Puzzles and Policy Implications in Canada," Journal of Business Ethics 84 (2009): 405-16; 
and J. N. Muthuri, 0. Matten, and J. Moon, "Employee Volunteering and Social Capital: Contri

butions to Corporate Social Responsibility, .. British Journal of Management 20 (2009): 75-89. 

As ~"e read in the O[)ening story, employees don't al,v--ays volunteer just 
because it's a good Lhir1g to clo; they have to be motivated. A significant 

part of tl1eir motivation comes from an in te1nal desire to contribute, but orga
nizat.ions ca11 al o play an in1portant role by encot1raging and enabling them. 
Motivati11g e1nployees-Lo volunteer an,d to '"ork-is one of the most important 
and challenging aspcctS of managemenl. As \\IC \,rill see, there is no shor tage of 
advice abouL 110\v LO do it. 
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Motivation Concepts 

Asking for a Raise: Business Executives 

When you asked for 
a pay raise, did you 
receive one? 

1 

CHAPTER 7 209 

Note: Sur,,ey of 3 ,900 executives rrom 31 countrtes. 

Source: Based oo Aecenture, "The Pal11 Forward" (2012), ht1p://www.a0081'\ture.com/SlloCollecllonOocuments/POF/ Accenture-lW(}Resear~Deck·2012· 

nNALpdff loom 50. 36. 

7-1 Describe the three key 
elements of motivation. 

motivation The processes that account 
for an individual's intensity, direction, and 
persistence of effort toward attaining a goat. 

• 

l\tlotivation i · one of the most frequently researched topics in organizatio11al 
bel1avior (OB).1 111 one surve>', 69 percen t of,vorkers reported ,vasting time at 
,vork eve1·y day, and nearly a qua rter said they ,va te between 30 and 60 minutes 
each day. H o,v? U uaJly by surfing the Internet (checki11g the news and visiting 
social net\vork site ) and chatting ,,vith co,vorkers.2 So, thot1gh times change, the 
problem of n1otivating a "rorkforce stays the same. 

In this chapter, \ve'll review the basics of motivation, assess n1otivation theo
ries, and provide an integrative model that fits theories together. But first, take 
a look aL the potential that a little mo tivation to ask for a raise can yield, sho,vn 
in the OB Pol1. 

·-···- ·----··- -··-·-- - --·--·-·-----··- ---·--- ------

Motivation and Early Theories 
Some individuals eem driven co ucceed. The same young student \vho strug
gle to read a textbook for more than 20 minute may devour a Harry Potter 
book in a clay. The difference is the ituation. As '"e analyze the concept of n1oti
\'cltion, keep in mind that the level of motivation varie both between individuals 
and ,vi.thjn indivi.dt1als at different times. 

vVe define motivation as lhe proce e that accoun t for an individual' 
intensit)~ direction, and persistence of effort co,vard aLLaining a goal.3 v\'hile gen
eral motivation i concerned ,vith effort tov,,ard any goal, ,ve ' ll narrow tl1e focus 
to organizational goal . 

Iritens_ity describe h o,,v hard a person trie . This i the element mo tofus 
focus 011 ,.,,11e n \\'e talk about motivation. H ovvever, high i11ten ity i unlikely to 
lead to favorable job-performance outcomes unle the effort is cl1anneled in 
a direction tha t benefits the organization. Tl1erefore, \Ve consider the quality 
of effort as '"'e ll as its intensi ty. Effort directed to,vard, and con i tent ,vilh, , 

the organization' goals is the kind of effort ,ve hould be seeking. Finally, 
motiva tio11 has a persisten,ce dimension. This 1neasures ho,v long a p er on can 
maintain efforl. ~iotivated individual stay \vith a task long enough to ach ieve 
their goals. 
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7-2 

PART 2 The Individual 

Compare the early theories 
of motivation. 

hierarchy of needs Abraham Maslow's 
hierarchy of five needs-physiological, safety, 
social, esteem, and self-actualization-in 
which, as each need is substantially satisfied, 
the next need becomes dominant 

Early Theories of Motivation 
----

Three theories of employee motivation formulated during Lhe 1950s are prob
ably the best kno\vn. Although they are no\\1 of questionable validity (as ,ve'll 
discuss) , they represent a foundation, and practicing managers sti ll use their 
terrni11ology. 

Hierarchy of Needs Theory 
The best-knov,•n theory of 1notivation is Abrahain Maslo,v's hierarchy of neecls,4 

\Vhich hypothesizes tl1at ,vithi11 every ~1urnan being there i a hierarchy of five 
needs. Recently, a sixth need has bee11 proposed for a highe t level-intrinsic 
vaJucs-,vhich is sai!i to have originated from Maslo,v, but it h as yet to gain ,vide
spread acceptance.:, Tl1e original five needs are: 

1. Physiological. Include ht1nger, thirst, he lter, ex, and other bodily needs. 
2. Safety-security. ecurity and protection from physical and emotional harm. 
3. Social-belongingness. Affection, belongingness, acceptance, and friendship. 
4. Esteem. Internal factors uch as e lf-respect, autonon1y, and achieven1ent, 

and external factors tich as tatt1 , recogn ition, and attention. 
5. Self-actualization. Drive to become ,vhat ,ve are capable of becon1ing; 

include gro\vth, achieving our potential, and self-ft1lfillme nt. 

According to Maslo,v, as each need becomes substantially satisfied, the next one 
beco1nes domit1ant. So if you ,vant to n1otivate so1neone , you need to understand 
v.rhat level of the hierarchy that person is cl1rrently on arid focus on satisfying 
needs at or above that level. v\Te depict the l1ierarchy as a pyramid in Exhibit 7-1 
since tl1is is its best-kno,m pre e ntation, but Maslo\v referred to the needs only 
in terms of levels. 

Maslo,v's theory l1as received long-standing ,vide recognition , particwarly 
among practicing ma11agers. I t is intuitively logical and easy to understand, and 
some research has validated it.6 Unfortunately, ho,.vever, most research does 
no t, especially ,vhen the theory is applied to diverse cultures,7 ,vith the pos-
ible exception of physiological need .8 But old theories, especially intuitively 

Exhibit 7- 1 Maslow's Hierarchy of Needs 

, ;mgns,; RS 

Self
actualizotion 

Esteem 

Social-belongingness 

Physiological 

So11rce: H. Skelsey, - MaSlow's Hlefllrchy 01 Meo<!s-the Sixth Level: Psyollorog/51 (2014 ): 982-83. 
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two-factor theory A theory that relates 
intrinsic factors to job satisfaction and 
associates extrinsic factors with dissatisfaction. 
Also called motivation-hygiene theory. 

hygiene factors Factors-such as 
company policy and administration, 
supervision. and salary-that, when adequate 
in a job, placate workers. When these factors 
are adequate, people will not be dissatisfied. 

Motivation Concepts CHAPTER 7 21 I 

logical ones, die hard. It is thus important to be a,v-are of the prevailii1g public 
acceptance of the hierarchy \vhen discu ing m otivation. 

Two-Factor Theory 
Believiug an individual' relationship to \\/Ork is basic, and tl1at the attittade 
LO\\lar<l \\/Ork can dete rn1ine success <>r fai lure, psychologist Frederick Herzberg 
,vondered, "'i\TJ1at do people ,var1t frorn their j obs?" Ile asked people to describe, 
in detail , situatio us in ,vh ich tl1ey r:elt exceptio11ally g·ood o r bad about thcirjol)s. 
The respon es dillered signilican tly and led Hertzberg to his two-factor theory 
(al o called rnotival ion-hygiene the<,ry, but this ter1n is no t. LISed n1uch coday) .9 

As sho,vn i11 Exl1ibit 7-2, intrinsic facto rs such as advanceancnt, recognitio11, 
re. ponsibili Ly, and achicvcn1c11t sccrn r<,;latetl to job satisfaction. Responder1ts 
,-vho fell good abottt their \¥Ork tended to attribute the e faclors to their itu
ations, , vhile dissatisfied re po11de11ts te11ded Lo cite extrinsic facto , , such as 
supervision, pay, co1npany policies, a11d ,vork co11dilions. 

To H e rzberg, the data . ttgge. t Lhat. the c>ppositc of satisfaction is not dis
sati. fact.ion, as ""as tra,litionally believed. Re r11oving dissatisfying cl1aracteristics 
frorn a job c:loes ttot rtccess,trily 1nake the job satisfying. H erzberg proposed 
a dual continuum: T he opposite of "satisfaction" is "no sa1jsfactio 11," and the 
opposite of "dissatisfaction" is "no dissatisfaction" (. cc Exhibit 7-3). 

Under t1vo-factor theory, the fact<>rs 1J1at lead to job satisfaction are separate 
ai1d dislinct fro 111 L110 c that lead to job dissatisfaction. T herefore, managers 
"'·ho seek to eli1runate fact<.>rs that can create job dissatisfaction may bru1g about 
peace, l)ut not 11ecessarily motivation. They will be placating rather L11an mot.i
V'<lting their workers. Conclitions sucl1 as qualiL)' of supervisio11, pay, cc>rr1par1y 
policies, physical ,4Jork conditio11s, relatio11shi11s ,\Ti th others, antljob security are 
hygiene factors. vVhen they're adequate, p eople ,-.ri.11 riot be dissatisfied; neither 

. 
Exhibit 7 .. 2 Comparison of Satisfiers and Dissatisfiers 

Factors characterii;ing 1,753 Factors characterii;ing 1,844 
events on the job that lead to events on the job that lead to 

extreme satisfaction extreme dissatisfaction 

45% 40% 

40% 35% • • .. 
30% 

35% -if 
25% ' :: 

30% 
.. 

20% • • . ' 

~ 
~ -·. 

25% ' - 15% 
. . ' ----·· ·- 10% --·· 

' 
20% 

. 
:1 5% ·-

i -
15% t 0% 
10% l ~ C C ~ .... ., 

~ 
.,, 

0 0 :: 0 C .... . Q) ,. - ·1 ~ -~ 0 0 

'.il 
... .. • f - 8.. -
f 

0 "' ::: 
5% ·- o..2 0 . .... 2 -0 V) 

1 - · - Q) . . .,, 
8. ~ a. C ..t= ·- -0% ' C .,, ::, 0 • ~~ txk ~ 4 • < " < <X<C ::, C "' u - C - }!:- - ..t= E V) 0 ..>L C: 0 Qi C: 

! 
-0 -~ ... 0.. 

Q) ·- .,, Q) 0 ..2 0 ..t= E - - E ·- ..D Q) 3 "' Q) C 
..>L CD .... -0 

°' 
C 

> O> 
., 

V 0 C 0 .... C: Q) 0 0 C: 0 ·-0 -
..t= ~ 3 0.. 0 

-~ 
0 

> -
~ °' "' -0 Q) 

Cl) °' a.: <( 0 
0.. 

Source: Based on Harvard Business Review. ·comparison or Satisfiers and Oissatlsfiers." Ari exhibit from One More nme: How Do You 

Mot,vate Empl~es? by f'redeock Hen!>erg. Ja.nuary 2003. Copyrl&ht O 2003 by the Harvard Business School Publishing Corp0(81Jon. All 

tigllts AlSOMld, 
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McClelland's theory of needs A theory 
that states achievement, power, and affiliation 
are three important needs that help explain 
motivation. 

need for achievement (nAch) The drive 
to excel, to achieve in relationship to a set of 
standards, and to strive to succeed. 

need for power (nPow) The need to 
make others behave in a way in which they 
would not have behaved otherwise. 

need for affiliation ( nAff) The desire for 
friendly and close Interpersonal relationships. 

. 

Exhibit 7-3 . _ Cc:>ntrasting View of Satisfaction a'nd Dissatisfaction 

Traditional view 
,"':-;.. ·:.:: ~. ·.:-- ··•·--~:.- --. •· . ~..:: ;....;.· ::. .,:;:_____ . 
·-i=" =--..= . .:-"'..=:.. ·::- ~::----=-.. - - • ~~ .. 
-r-1.MW -M. -fl•'-'f'n• '•"iq:; .}JI! ' > ....., • --. --...., 

Sotisfoction Dissotisfoction 

Herzberg's view 
• 

Sotisfoction 
. . , 

No sotisfoclion 

Hygiene factors 
.q-~::zr-.,,,¥"' ,N("tc5-tt=...,.w,,~ ...... -,?'·' ··1+ .,,,,~--.-◄ """ fll.. •• , .... ;1 ........ 

- ~v ~- ~ '. • ~ . 

No dissotisfoction DissotisfocJion 

,vill tl1ey be satisfied. If ,ve ,-vanl to ,nolivale people on their jobs, ,ve should 
en11Jhasize fact(>rs a'isociat.cd ,viili the ,vork itself or ,vith ou tcomes directly 
derived from it, such as pron1otional opportLtni lies, personal gro,.,th opportuni
ties, recognition, responsibility, and achievemenl. 'fhese are tl1e cl1aracteristics 
people find u1tri1isically re,varcli11g. 

Tl1c l\\.'O-faccor tl1eory has not been ,veil supported ir1 research. Cri ticis1ns 
center or1 Herzbe1·g 's or iginal mell1odolog-y and his assumptions, such as 
the statement that sa tisfac tio11 is strongly related to productivity. Subsequent 
research has also sl1ov.'n tl1at if hygiene and m o tivational factors are equally 
unportant to a person, both are capable of 1noti,-ating. 

Regardless of tl1e criticis1ns, H erzberg's theory has been quite influcnlial 
and cw,·en 1Jy is ve ry mucl1 in use i11 research i11 Asia.1° Fe,v managers ,vorld,vide 
are unfa1nj liar \v.ith its rcco1nme11dations. 

Mcct~21.t.ar.d~s Trieory of Needs 
YOLL ha\'C o ne beanl)ag ancl five targets set up i11 front of yot1, each farther away 
than the h-tst. Target A sit alrnost ,vithin arm 's reach. If yot1 hit it, you get $2. 
Target B is a bit farthe r otit and pay $4, but only about 80 percent of the people 
v\'ho try can h it it. Ta rget C pay · $8, and abot1t half the people ,vho try can hit it. 
Very fe,v people can hit Target D, but tl1e payof1' i $16 for tho ·e ,vho do. Finally, 
Target E pays $32, bLtl i i 's almost impossible to ach ieve. v\lhich would you try 
for? If you selected C, yolt' re likely lo be a high achiever. Why? Read on. 

McClellan.d's theory of needs ,vas developed by David McClelland and his 
as ociates.11 As opposed to , ·ay, :tvlaslo,v' hierarch y, these need arc more like 
n10 Livaling facto rs tl1an strict needs for survival. There are mree: 

• Need for achieve1ne,u (nAch) is me drive to excel, to achieve ir1 relationship 
to a set of standards. 

• Need for power (nPow) is the n eed to make o thers behave in a ""ay they 
\.vould 11ot have ochen\risc. 

• Need fo 1· affiliation (nAff) is me desire for friendly and close irlterpersonal 
relationships. 

:tvlcCJe1land and subsequent researchers foc1.1sed most of meir attention 
on nAch. I ligh achievers pcrforn, best ,vhen they pe rceive their probabil ity of 
succes as 0.5-that is, a 50-50 c~tance. They clislike gambling ,vith high odds 
because they get no achievement satisfaction from success that come by pure 
cha11ce. Similarly, they clislike Jo,v odds (high probability of success) becau e 
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the n Lhere is no challenge Lo their kills. 1' hey li ke to set goals that requi re 
stretcl1ing the1n se1ves a little . 

Re lying on an extensive amount of research , ,ve can p redict ome relation
ships be t'\-veen acbieven1ent need and job perfor111ance. First, ,vhe n jobs h ave a 
l1igh degree of personal re po n ibili ty, feedback, and an in ter,necliate clegree 
of risk, high achievers are strongly n1otivated. Second, a high need to achieve 
doe not necessarily make someone a good ma nager, especially in large organi
zations. People v,ith a h igh. achievement need are i n tere led in 110,v ,veil th ey do 
per onally, and not in influencing othe rs to do \¥ell. Thi rd, need fo r affiliation 
and po,ve r tend to be closely related to managerial succe . The b e t man agers 
n1ay be high in the ir need for po\.ver and lo,,v i11 tl1eir need for a ffil ialion.12 

T he vie,v Lhat a higl1 achievement need acts as an inte rnal motivator presup
po es t,vo cult11ral cl1aracteristic -,villit1gness to accept a moderate degree of 
ri k (,vhicl1 excluc1es cou11Lries \.VitJ1 trong uncertainty-avoidance characteri -
li e ), and concern ,vitl1 perfor1nance (,vhich applie to countrie wi L11 u·ong 
achieven1ent characteri tics). Thi con1binalion i found in At1glo-A1nerican 
countrie such as L11e Unitccl St.ale , Canada, a11cl Great Britain , and much less 
in Cl1ile and PorLugal. 

:VlcClclla ud 's theory has research support, particularly cross-culturally 
(,vt1en cultural dimc11sions in clucling po,ver di tance are taken into accou11t) .13 
The co11cepL of tlte need for achievement has received a great deal of research 
attentio1t and accepLa.11ce in a ,vide array of fields, in cluding organizational 
l)ehavior, I) ychology, a11d gener.i.l busi11es .1-1 The refore, in this text ,ve utilize 
tlte concept d escriptively. Tl1e need for po,ver also ha researcl1 support, bttt 
it 1nay be rnore far11iliar Lo peOJ)le in broad terms than in relation to L11e origi-
11al defir1iLion. 15 

\.\1e ,v:iU di c uss po,,ver much more in Cl1apter 13. The need 
for afft1 iatio11 is ,veJl establisl1ed and accepted in research. Although it may 
seem like an updated version of ~1aslo,v's ocia1 n eed, it i actually quite sepa
rate . ~1any people take fo r granted the idea that hurnan beings have a drive 
to,,vard relatio11sbips, o no11e of us ma)' comple tely lack this motivation. H o,v
ever, recent research of Cameroonia11 and German adults suggests ,ve may be 

115 



214 PART 2 The Individual 

Why won't he take my advice? 

The new guy in the office Is nice 
enough, but he's straight out of col
lege, and I have 20 years of experi
ence in the field. I'd like to help him 
out, but he won't take it no matter 
how I approach him. Is there anything 

I can do to motivate him to accept my 

advice? He badly needs a few pointers. 
-James 

Dear James: 
It's great that you want to help, and 
surely you have wisdom to offer. But 
let's start with this: When is the last 
t ime you took someone else's advice? 
Chances are it's easier for you to 
remember the last time you didn't take 
someone's advice than when you did. 

That's because we want success on our 
own terms, and we don't like the idea 
that a ready answer was out there all 
along (and we missed it). "When some
body says, 'You should do something,' 

the subtext is: 'You're an idiot for not al
ready doing it,'" said psychologist Alan 
Goldberg. •Nobody takes advice under 
those conditions." So under what condi
tions do people t ake advice? 

There are two parts to the motiva· 
tion equation for advice: what your co

worker wants to hear, and how you can 

-

approach him. For the first part, keep 
this rule in mind: He wants to hear 
that whatever decisions he's made are 
brilliant. If he hears anything different . 
from that, he's likely to tune you out 
or keep talking until you come over to 
his side. 

For the second part, your coworker's 
motivation to accept and, more impor

tant ly, act on advice has a lot to do with 
how you approach him. Are you likely 
to " impart your wisdom to the young
er generation?" Anything like "I wish I 
had known this when I was just start
ing out like you" advice will likely have 

him thinking you (and your advice) are 
out of date. Are you going to give "if 
I were you, I would do this" advice? 
He may resent your intrusion. Accord
ing to research, what is most likely to 

work is a gentle suggestion, phrased 
as a request. Ravi Dhar, a director at 
Yale, said, "Interrogatives have less 
reactance and may be more effective." 
You might say, for instance, "Would you 

consider trying out this idea?" 
Take heart, the problem isn't that we 

don't like advice- we do, as long as we 
seek it. Accord ing to research, we are 
more mot ivated toward advice when 

- .. - --- --- ·- -

we are facing important decisions, so 
good tim ing may work in your favor. 
When he does ask, you may suggest 
that he writes down the parameters of 
his choices and his interpretations of 

the ethics of each decision. Research
er Dan Ariely has found that we are 
much more motivated to make morally 
right decisions when we've considered 
the moral implications in a forthright 
manner. In this way, your coworker may 

motivate himself to make the right 
decisions. 

Keep t rying! 

Sources: D. Ariely, "What Price for the Soul 
of a Stranger?" The Wall Street Journal, May 
10-11, 2014, C12; J. Queenan, "A Word to 
the Wise,·· The Wall Street Journal, February 
8-9, 2014, C1-C2; and S. Reddy, ·The Trick 
to Getting People to Take the Stairs? Just 
Ask,· The Wall Street Journal, February 17, 
2015, R4. 

The opinions provided here are of the manat, 
ers and authors only and do not neoessar
i/y reflect those of their organizations. The 
authors or managers are not responsible for 
any errors or omissions, or for the results ot>
talned from the use of this Information. In no 
event will the authors or managers, or their 
related partnerships or corporations thereof, 
be I/able to you or anyone else for any deci
sion made or action taken In reliance on the 
opinions provided here. 

con Lrained by our personalities to the extent that ,ve are high in neuroticism. 
Agreeablenes upporcs our pursuit of aGilia tion, ,,vhile excraver ion has no 
ianificant effect.16 
0 

Tl1e degree to lvhich ,ve have each of the three need i difficult to meast1re, 
and therefore tl1e theory i difficult to put i11to practice. It i · more co1n1non 
to find icuations in ,vhich managers a,\:are of the e motivatio11al driver label 
employees based on observations made over time. Therefore, the concepts are 
helpful, bul not often used objectively. 

- -
Conten1porar·y Theories of Motivation 
-------·-·~---·-· ... 

7-3 Contrast the elements of 
self-determination theory 
and goal-setting theory. 

Contemporary theories of motivation have one tl1ing in common: Each has a rea
sonable degree of validsttpporting documentation. We call them "contemporary 
theories" because they represent the latest thinking in explaining employee 
motivation. rfhis doesn't mean they are unquestionably right. 

116 



self-determlnaUon theory A theory of 
motivation that is concerned with the 
beneficial effects of intrinsic motivation and 
the harmful effects of extrinsic motivation. 

cognitive evaluation theory A version 
of self-determination theory that holds that 
allocating extrinsic rewards for behavior that 
had been previously intrinsically rewarding 
tends to decrease the overall level of 
motivation if the rewaf'ds are seen as 
controlling. 

self-concordance The degree to which 
people's reasons for pursuing goals are 
consistent with their interests and core values. 
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Self-Determination Theory 
"It' strange," said Ma rcia . "I star led work a l L1'1e llu1nane Socie Ly as a volunLeer. 
I pu t in 15 hours a ,veek helping people adopl pets. A11d I loved com ing lo work. 
T he 11, 3 1n on ths ago, th ey h ired me fu ll-Lime a l $ 11 an hour. I 'm doin g t.11e same 
,vork I did before. Bu L I 'm not find ing it as much fun." 

Does ~1arcia's reacLio n seem counte ri ntui tive? T l1ere ' a11 expla11alion for it. 
It's called self-determination theory, which prop ose t.11at people p refer to feel 
the)' h ave con u·o l over the ir ac tio ns, ·o anythin g L.l1at makes a previously enjoyed 
task feel n1ore li ke an obligation than a freely ch o en ac tivity will undermir1c 
moliva lio n .17 T h e tl1eory is ,\'id e ly used i11 p ych ology, managernen t, education , 
and n1cdical resear cl1. 

Much research o n c lf-cle ter1nina lio n theory in OB h as focused o n cognitive 
evaluation theory, a complem entary th eory hyp o the izin g that ex!Jinsic re,vards 
,\fill reduce inuinsic i11terest in a task . vVben people are paid for work, it fee ls 
less like so1ncthing tl1ey want to d o and n1ore like something th.ey Jiave to d o. 
Self-deLennination Ll'leory p roposes thaL in addition to l)ei11g driven by a r1eed 
fo r au tonomy, p eop le eek '"ars to achic\·e compe tence and m ake positive con
n ections ,vith o the rs. Its m aj or in1plications relate to ,vork re,var<i s. 

\\'1.1-at d oe, scli'..dete rmin a tior1 th eory suggest about providi r1g re,var d s? It 
suggests Ll1at som e cautio n ir1 th e use of e xlrinsic re,var ds Lo motivate is wise, 
and tha t JJttrsui11g goals from intrinsic rr1otivcs (such as a strong interest ir1 the 
work itself) is n1ore sus t-1ining to h t1n1ar1 rn otivation thar1 a r e extrinsic rc,vards. 
Sirnilarly, cogn it.ivc evdlu a tion thcc)ry su ggests that JJroviding ex ltir1sic incen
tives may, in 1l1ar1y cases, u r1den n ir1e intrinsic 1n<>tivation. For ex am1Jle , if a co m
puter progr d.rnu1er valt1es ,vTitin g code bec.a1tsc she likes to solve proble1n s, a 
bon t1s for ~rriting a certain n.umber of lir1cs of code eve ry day cou ld fee l ccJer
cive, an(l her inu·insic rn(>tivatio11 ,voulci stifle r. Sl1e may c:>r m ay not increase h e r 
n11rnber of lines of co(ie per day in response to the extrin sic motival<>r. In st1p
JJort, a recent rncta-analysis co r1fim1s that intrinsic 1notivation co11ttibutes to tl1e 
quality of \\/Ork, ,,rhile incentjvcs co11tribt1te to the qua11tity of \VOr k. Althou gh 
intrinsic rrl()tivation p redicts p erformance ,vhc th e r or not there are ince11tivcs, 
it may l)c less of a pred ic tor ,vhen incentives are tied to p erformance clircctly 
(s,1ch as ,,ith monetar y bont1ses) rathe r than indirecLly.18 

A more recen t 0 11tgro,\lth of self-<ic tenni11a tio n theory is self-concordance, 
, , 1hich co11sid ers ho,,, su·ongly p eople 's re asons for p ursuing goals a rc consis te n t 
,vith th e ir interests and core vah1cs. OB research 11ggests tl1al people ,vh o pur
su e ,vo rk goals for intrin sic reasons are more sati tied ,vi th th ei r j o b , feel tl1ey 
fi t into th e ir organizations better, and m ay p erfo rrn be l ier. 19 cro cultures, 
if individuals p u rs11e goals b ecau se of in tti11sic inte rest, they a re m ore like ly to 
atta in goals, are happie r ,vh e n they d o , a11d a re happy even if they do n ot.20 

\iVhy? Because the p rocess of striving to,vard go a ls is fun ,,,he the r or no t th e 
goal is ach ieved. Recent research reveals thal lVllen peop le do n o t e rtjoy tl1e ir 
,vork for intti11sic reason s, tho se ' "h o ,vo rk beca u e they feel oblig-ated to do so 
can still p er fonn acceptab ly, thou gh tl1ey experie n ce hig her level of strain as 
a rcsult.21 ! 11 co n trast, people wh o pu r u e goals fo r exlrinsic rea ons (mon ey, 
status, or o the r ben efits ) are le. likely to attain g oal and les happy even ,vh en 
they d o . Why? Because the goa ls are less m ean ingful to the rn.22 

What d ocs all this m ean ? Fo r individu a ls, it m eans yo u sho uld ch oose your 
job fo r reasons othe r than extrinsic re,vard s. For o rga n izalions, it m ean s m an
agers sho uld provid e intri nsic as ,veil as extrinsic incentives. Managers need to 
rn ake lhe ,vork inte resti ng, p rovide recogn ilio n, a nd upport emp loyee gro,vth 
and d evelo p m e nt. Emi:>loyee ,vt10 feel th a t ,vh a l th ey do i ,viLhin tl1eir co ntrol 
and a result of free cho ice are like ly to be n1ore m otiv-c1ted by th e ir ,vo rk and 
committed to the ir employers .23 
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Helping Others and Being a Good Citizen Is Good 
for Your Career 

e might think we should mo
tivate employees to display 
organizational citizenship be

havior (OCB), and that helping others 
would benefit their careers. We would 

probably also believe our own OCB will 
yield us career benefits. Surprisingly, 
there is some evidence that these as
sumptions are false, at least in certain 
organizations. Why? 

In some organizations, employees 
are evaluated more on how their work 
gets done than on how much. If they 
possess the requisite knowledge and 
skills, or if they demonstrate the right be

haviors on the Job (for example, always 
greeting customers with a smile), they 
are determined by management to be 
motivated, •good" performers. In these 

situations, OCBs are considered as the 
next higher level of good employee be
havior. Employees' careers thus benefit 
as a result of their helpfulness toward 
coworkers. 

However, in other organizations, 
employees are evaluated more on 
what gets done. Here, employees are 
determined to be "good" performers if 
they meet objective goals such as bill

ing clients a certain number of hours 
or reaching a certain sales volume. 
When managers overlook employee 
OCB, frown on helpful behaviors, or 
create an overly competitive organi
zational culture, employees become 

unmotivated to continue their help
ful actions. Those who still engage in 
OCB can find their career progress is 

Goal-Setting Theory 

slowed when they take time away f rom 
core tasks to be helpful. 

The ypshot? There may be a trade-off 

between being a good performer and be
ing a good citizen. In organizations that 
focus more on behaviors, following your 
motivation to be a good citizen can help 
to accomplish your career goals. How

ever, in organizations that focus more 
on objective outcomes, you may need to 
consider the cost of your good deeds. 

Sources: D. M. Bergeron, "The Potential Par
adox of Organizational Citizenship Behavior: 
Good Citizens at What Cost?" Academy of 
Management Review 32, no. 4 (2007); and 
D. M. Bergeron, A. J. Shipp, B. Rosen, and 
S. A. Furst. ·organizational Citizenship 
Behavior and Career Outco111es: The Cost 
of Being a Good Citizen: Journal of Manage
ment 39, no. 4 (2013): 958-84. 

goal-setting theory A theory that says 
that specific and difficult goals. with feedback, 
lead to higher performance. 

You 've likely heard the e nti111ent a number of time : "Ju t do your be t. That's all 
anyone can ask." But ,vl1at doe "do your best" ,nean? Do ,,,e e er know '"hether 
,ve've achieved that vague goal? Re earch on goal-setting theory, proposed by 
Edwin Lo ke, reveal the irnpres ive effects of goal pecificity, challenge, and 
feedback 011 performance. U nder th e tl1eory, intentions to ,vork to,vard a goal 
are con idered a major ot1rce of ,vork motivation .24 

Goal-setting tl1eory i .. veil supported. Evidence strongly ugge ts that specific 
goal increa e perfonnance; that difficult goals, when accepted , re ult in higher 
performance than do easy goal ; and that feedback lead to higher performance 
than does nonfeedback.25 Why? Fi rst, pecificity it elf ee,n to act as an inter
nal timulu ·. \¥hen a trucker co1n 111its to n1aking 12 round-trip hauls bet\.veen 
Toron to an d e,"York each ,veek, this intention give him a pecific objective to 
attain. All things being equal, he ,viii outperform a counte rpart \vith no goals or 
tl1e generalized goaJ "do your best." 

Second, if factors such as acceptance of goaJ are held constant, tl1e more 
difficult the goaJ, the higher the level of performance. Of course, it's logical 
to assume ea ier goals are more likely to be accepted. But once a hard task has 
been accepted, \.Ve can expect the employee to exert a high level of effort to try 
to achieve it. 

Th ird, people do bette r ,vhen they get feedback on how well they are pro
gressing to\vard their goals becau cit helps identify discrepancies bet\vee11 ,vhat 
tl1ey have do ne and ,vhat they ,vant to do next-that is, feedback guides behav
ior. But all feedback is not equally potent. Self--generatcd feedback-,vith ,rhich 
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employees are able ro monitor their ovvn progress or receive feedback from the 
task proces itself-i n1ore po,,verfu l than exte rnally generated feedback.26 

If en1ployees can partici1Jate in the setting of their o,vn goals, ,viii they try 
harder? The evide nce i 1nixed. 111 some rudies, participatively set goal yielded 
uperior perfonnance; in others, individt1als performed be t ,vhen assigned goal 

by their bo ·. One ·t11cly in China fot1nd, for instance, thar participati,•e team goal 
etting improved temn Ott l'com es.27 Another study fot1nd that participation results 

in more achievable go<1ls for individuals.2 \i\!ithottt participation, the individual 
pursuing the goal need to clearly understand its pt1rpo e and impo rtance.29 

Three persona] factors inflt1ence tl1e goal - performance relation hip: goal 
co1nrnit111en,t, task characteristics, and notional culture. 

Goal Commitment Coal-setting theory a ·ume an individual is co1n1n itted to 
the goal and determined 11ol to lo,ver or abandon it. The individual (1) believe 
he or she can acl1ieve the goal and (2) \Van ts lo ach ieve it.30 Goal commi tm ent 
i most likely t<) occ1lr ,vhe n goals are made public, ,vhen the individual has an 
inte rnal locus of co11trol, ,vhe n the goal are sel f- el rather than a igned, and 
,vl1e11 tl1ey a re ba eel at lea L partially on individual abi li ty.31 

Task Characteristics Goals themselves seen, to affect perfor1na11ce more strong
ly \\']1en task arc sin1p]e rather t11an complex, ,-vcll learned rather than n ovel, 
indcpcncle nt rather than in terdependent, and o n the higl1 end of achievable.32 

0 11 intcrdepende11t tasks, group goals arc preferable. Paradoxically, goa.J aban
donn1ent fo llo,ving a n iniliaJ fai lu re is m ore likely for individuals ,vho self-affirn1 
their core values, po ibly because Ll1ey more trongly internalize tl1e in1plica
tio11s of failure tl1an othc1 .33 

National Culture erring specific, d iffict.1lt, individual goals may have different 
effecr.s in differen t cultures. 111 collectivistic a11d high-po,ver-distance cultures, 
achievable moderate goals ca11 be 1nore motivating than difficul t o nes.34 Fina.Jly, 
assigned goa.Js appear to gen erate greater goal cominitment u1 higl1 than in lo"' 
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promotion focus A self-regulation 
strategy that involves striving ror goals through 
advancement and accomplishmenL 

prevention focus A self-regulation 
strategy that involVes stnving ror goals by 
fulfilling duties and obligations. 

management by objectives (MBO) 
A program that encompasses specific goals, 
participatively set. for an explicit time period, 
with feedback on goal progress. 

po"ver-d i tance cultures.35 Ho-.vever, re earch has ,tot shown that g ro up-based 
goals are more effective in collectivist than in individualist cul tu res . Mo re 
research is 11eeded to as e 110\,v goal constructs might d iffer across cultures. 

Although goal- e Lti11g ha positi ve outcomes, it 's not unequivocally be11-
eficiaJ. For exa1nple, ome goal ma)' be too effective.36 \f\Tl1e n learn ing som e
thing is imporLan t, goa ls related to pe rformance unde rn1ine adaptation a nd 
creativity because people become too focused on outcome and ignore the 
learni11g process. Nor a re all goals equal!)' effec tive. For rote tasks ,-vith quan
tifiable star1dards of productiviL)', goals thaL re,varcl q uan tity can be higl1ly 
motivating. For other j obs thaL require complex th inking arid personal 
investment, goals and re,vards for quantity may not be effective.37 Finally, 
individ uals n1ay fai l to give up on an u11attainable goal even wl1en it migh t be 
be neficial to do o. 

Re earch has found that people differ in Ll1e ,va the)' regulate their thoughts 
and bel1aviors during goal p ursuit. Generally, people fall into one of t\vo catego
ries, though they could belo11g to both. Those ,vith a promotion focus strive 
for ad van cerr1ent and accomplishment and approach conditions that move 
tl1em closer to,-vard desired goals. This concept is similar to the approach side 
of tl1e approacl1-avoidance frarne,vork d iscussed in Chapter 5. Those ,vith a 
prevention focus strive to fulfill duties and obligations and avoid conditions 
that pull th em a,vay from desirecl goals. AspectS of this concept are similar to 
tl1e avoidai1ce side of the approach-avoidance frame,vork. Although you ,vould 
be right in notii1g that both strategies are in the service of goal accomplishment, 
tl1e manner in ,,vhich they get there is q uite different. As ai1 example, consider 
studying for an exam. You could engage in promotio11-focused activities such 
as reading class materials, or yot1 cot1ld engage in prevention-focused activities 
such as refraini11g from doing things that ,vottld get in the ,vay of stud)ring, such 
as playing video games. 

You may ask, "\.Vbich is the better strategy?" vVell, the ans,ver depends on the 
outcome you are striving fo r. While a promotion (bu t not a p revention) focus is 
related to h igher levels of task performan ce, citizenship behavior, and innova
tion, a preven tion (bu t n ot a promotion ) focus is related to safety performance. 
Ideally, it's p robably best to be both promotion and preven tion oriented.38 Keep 
in m ind a person's j ob satisfactio n ' "ill be more heavily impacted by Jo,\' st1ccess 
,,1he n that person has a n avoidance (preve11tion) otttl ook,39 so set achievable 
goals, remove distrac tions, a nd p rovide structure for these individuals.40 

Implementing Goal-Setting Ho,v do ma nagers make goal-setting theory 
operational? T hat's often left t1p to the individual. ome manager et aggre -
sive perforn1ance t.irgets-,vhat General Elec tri c call ed "stretch goals." ome 
leaders, such as Procter & Gamble's former CEO Robert McDonald and Best 
Buy's CEO Ht1bert J oly, are kno,vn for their de manding performance goal . 
Bu t many manager clo n 't et goals. v\'11en asked \vhether thei r jobs had clearly 
defi 11ed goals, a m inority o f u rvey re po nde nts 'aid ye .41 

A more .ystematic \vay to utilize goal-setting i ,,~th management by objec
tives (MBO) , an ini tiative mo t popular in th e 1970s but till u ed today. MBO 
crnphasizes participatively et goal that are tangible, veri fi able, and mea ur
able. As in Exhi bit 7-4, the o rga11 ization' overall o bjectives are tran lated into 
specific cascading obj ec tive fo r each level (divisio nal, departme n tal, ind i
vidual). Bt1t becau e lo,\'er-un it manage r. j o intl y par ticipate in setting their 
o,vn goal , MBO \,1ork from I he bottom up as ,veil a from the Lop do,vn . 
T he re u lt is a h ierarchy tl'lal l i1lkS objective at one level to th ose at tl1e next. 
Fo r the ind ividt1al e1nployee, l\ [BO provide specific persona l performance 
objective . 
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7-4 Demonstrate the differ
ences among self-efficacy 
theory, reinforcement 
theory, equity theory, and 
expectancy theory. 

Motivation Concepts CHAPTER 7 219 

Exhibit 7-4 Cascading of Objectives 

Industrial products d ivision 
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Four ing redie11ts are commo n to .YfBO p rogram : goal pecific ity, participa
tion in decision 1naking ( including the se tting o f goals or objectives), an explicit 
tin1e periocl, ancl J)erformance feedback.42 Yfan y elements in MBO programs 
n1atcl1 tl1e propositions of goal- e tting theory. 

You 'll find :v.tBO programs in many b,Jsine s, l1ealth care, educati o nal, 
go\'e r11n1 ent, and nonprofit organi1.ations.43 A ver ion o f MBO, called Man
agement by Objective.<; and Result (MBOR), l1as been used for 30 years in the 
gover11menls o f Den mark, Nor,vay, a nd s .. veden.44 H o.,.vever, the popularity of 
these programs cloes not 111e an tr1ey al\vays \vork. 45 v\'he n MBO fa il , tl1e cu lprits 
te ncl to be un reaJisti expecta tions, lack of commiunent 1:>y top manage ment, 
a11d inability o r i tn,vill ingnes::, to allocaLe re\>\rards based o n goal accom plishment. 

Goal-Setting and Ethics T he relationship bea·veen goal-setting and eth ics 
is q uite com plex: lf \Ve emphasize the attainment of goals, ,vhat is the cost? 
The ans,ver i p robably found in tl1e standards 1,ve set for goal achievement. 
For examp le, , .... ·hen money is tied to goal attainment, ,ve may focus on getti11g 
the money and becon1e \\rilling to con1promi e ourselve ethically. lf ,ve are 
instead pruned ,vith though ts about ho,v ,ve are spending our time ,vhe n \\'C 

a re pursuing the goal, we are more likely to act more e thically.'16 I-lo,\!ever, thi 
re i1lt is li mited to thot1ghcs abot1t ho,,, ,ve are p ending our time. l f ,ve are put 
under ti rne pre sure and 1,von·y about that, thoug h t about time tt1rn against u . 
Time p res ure of ten increa e as "''e are nearing a goal, ,vhich can tempt tis to 
act unethically to achieve it.47 Specifically, ,,,e may fo rego masrering tasks and 
adopt avoiclance techniqt1es o ,ve don't look bad,48 both of ,vhich can incli ne 
us to,vard i1net11ical choices. 

Other Contemporary Theories of Motivation 
Self-determ ination th eory a n cl goal-setting theory are "vell upported conte m
porary theories of mo tivation. But they are far from the only note,"'or th y OB 
theo ries on th e subject. Self-efficacy, rei nforce men t, equity/organizational 
justice, a nd expectancy theories reveal differe nt aspects of 0L1 r motiva tional 
processes and tendencies. \:Ve begin ,vith the concept of self-efficacy. 
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self-efficacy theory An individual's belief 
that he or she is capable of performing a task. 

Self• Efficacy Theory 
Self-efficacy theory, a lso k110,.vn as social cognitive Lheo-ry or social leaniing theory, 
refer · Lo an individual's belief that l1e or he is capable of pcrfor1n ing a task.49 

Tl1e higher your elf-efficacy, the mo re conCide nce you l1ave in yo ur ability to 
·ucceed . So, in difficult situatio n , people ,.vith IO\V elf-efficacy a rc 1nore likely 
to le e11 the ir cUort or g ive up altogether, ,vl1ile Lhose \\'1 th high elf-efficacy ,vill 
try ha rder to maste r the challenge.50 Self-cfCicacy can create a po itive spiral i11 
which tl10 e witl1 high e fficacy become n1o re engaged in tl1eir casks and tl1e n, 
in turn , increase performance, wl1icl1 increase efficacy furl.her.51 One recent 
Ludy introduced a furtl1er explanatio n, in that self-efficacy ,vas a ociated wit11 

a !1ig l1er level of focused attention , \Vhicl1 led to increa ed w k performa11ce.52 

Feedback influe11ce e lf-efficacy; individuals !1igh i11 self-efficac.-y seerr1 to 
respond Lo nega tive feedback ,.vith increased effort and 111o tivation , \\'l1ile I.hose 
lo,v i11 elf-efficacy are likel)r Lo lessen their effort after negative feedback.53 

Change in e lf-efiicacy over tin1e are related to changes in creative perfor
rnance as ,.vell.54 Ho,v can rnanager help their employees acl1 ieve l1igh levels 
of self-efficacy? By bringing goal-setling Lheory ar1d self-efficacy theory Loge tl1er. 

Goal-selling Ll1eory and self-efficacy theory do n ' t compete; they complemen t 
each o tl1e r. As Exhibit 7-5 110,..,, , employees ,vl1ose n1anagers set ditlic.ult goals 
for Ll1em ,vill l1ave a higher level of self-efficacy and set higher goals for Ll1eir 
o,,·n perfor1n ance. \ .Vhy? Setting diffict1lt goals for people communicates your 
confidence in I.hem. 

Increasing Self-Efficacy in Yourself The re earcher ,vho developed self-efficacy 
theory, Albert Bandura, pro po e four ,,rays elf-efficacy ca11 be ii,creased:55 

1. Enactivc mastery. 
2. icarioL1 1nodeling. 
3. , rc rbal persuasio n. 
4. rousal. 

Exhibit 7-5 Joint Effects of Goals and Self-Efficacy on Performance 

Manager sets 
difficult, specific 

gool for job or losk 

Individual hos· 
confidence that given 
level of performance 

will be attained 
(self-efficacy) 

Individual sets 
higher personal 

(self-set) gool for his or 
her performance 

Individual hos 
higher level of job 

or losk performance 

Source: Based on E. A. LOcke alld G. P. L.amam. "8ulldlng a Practicalty Useful Theory of Goal Settlng alld Task Motlvallon: A 35-Year 

Odyssey; American PsychologiSI (September 2002): 705-17. 
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reinforcement theory A theory that 
says that behavior is a function of its 
consequences. 
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The most important source of increasing self-efficacy i enactive mastery-that 
is, g.uning relevan t experie nce \4tith the task or job. If you've been able to do the 
job successfully in the past, yott're more confident you can do it in the future. 

The second source is vicarious niodeling-becoming more confident becau e 
yotL ee someone else doing the task. If your friend quits moking, it increase 
your confide11ce that you can quit, too. VicariotL n1odeling i mo t effective 
,vhe n you see yourself as similar to the person you are ob erving. \-Vatching 
Tiger \.Voods play a difficult golf shot might not increase yot1r confiden ce in 
being able to play the shot yourself, but if you ,vatch a golfer ,vith a handicap 
similar to yours, it's persuasive. 

The third source is verbal persuasion: ,ve become more confident ,vhen ome
one convinces us ive have th e kills n ecessary to be successful. Motivational 
speakers t1se this tactic. 

Finally, arousal increases self-efficacy. Arousal leads to an energized tate, so 
,ve get "psyched up," feel up to the task, and perform better. But if tl1e task 
requires a steady, lo,ver-key perspective ( ay, careft11ly editing a manuscript) , 
arousal 1nay in fact hurt performance e,·en as it increases elf-efficacy becat1 e 
\\le n1igh t l1urry through the task. 

Intelligence and personality are absent fron1 Bandura's list, but they too can 
increase self-efficacy.56 People ,vho are intelligen t, conscientious, and emotion
ally stable arc so m uch more likely to have high self-efficacy that some research
ers argue sclf:cflicacy is less important than prior research would suggcst.57 

Tl1ey believe it is partially a by-product in a smart person with a confident 
personali ty. 

Influencing Self-Efficacy in Others The best ,vay for a m an ager Lo use verbal 
perst1asion is through the Pygrnalion effect, a term based on a Greek myth about 
a scttlptor (Pyginalion) ,¥ho fell in love ,vi.th a statue he carved. The Pygmalion 
effect is a form of self fulfilling prophecy in ivhich believing something can make it 
true. H ere, it is often tJSed to describe "that w~at one person expects of another 
can come to serve a self-fulfill ing prophecy."=>8 An example shot1ld make this 
clear. In studies, teachers ,vere told their students had very high IQ scores ,vhen, 
in fact, they spanned a range from high to lo,v. Consistent ,vith the Pygmalion 
effect, th e teachers sp ent more time ,,rith the students they tho·ught ,vere smart, 
gave th em more challenging assig11ments, a11d expected more of them-all of 
,vhich led to higher student self-efficacy and better achievement outcomes.59 

T his strategy has been used in the ,vorkplace too, ,\Ii.th replicable results and 
enhan ced effects ,vhen leader-subordinate relationships are strong.60 

Training programs often m ake use of c nactive mastery by having people prac
tice and build their skills. In fact, one reason training ,vorks is that it increases 
self-efficacy, particularly ,vhen the training is interactive and feedback is given 
after training.61 Individuals , .. rith higher levels of self-efficacy also appear to reap 
more benefi.ts from training programs and are more likely to use their training 
on the job. 62 

Reinforcement Theory 
Goal-setti11g is a cognitive approach, proposing that an individual' pt1rpo es 
direct hi or he r action. Reinforcement theory, in contra t , take a behavio,is
tic vie,-1.', arguing that reinforcement conditions behavior. The t\vo theorie are 
clearly phi losophically at odd . Reinforcement theori ts ee behavior a envi
ronmentally cau ed . You need noL be concerned, they ,vould argue, ,vith inter
nal cogniciv events; ,vhat control behavior are reinforcers-any con eqi1e nce. 
that, \Vhen they imn,ediately follo,v re pon e , increa e the probability that the 
behavior ,,vill be repeated. 
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Motivated by Big Brother 

echnology is a great thing. The 
Internet provides us with instant 
access to an abundance of in

formation, and smartphones allow us 
to stay easily connected with others 

through e-mail, texting, tweeting, and 
conversation. Yet that ease of connectiv
ity has also given employees the sinking 
feeling they are being watched ... and 

they are right. But is it ethical? 
Some companies are using tech

nology to t rack their employees' activi

ties, and some of this tracking is done 
in the name of science. For example, 
Bank of America Corp. wanted to learn 

whether face-to--face interaction made a 
difference to the productivity of its call

center teams, so it asked around 100 

nice outcome, but how did the monitor
ing affect the behavior and motivation 
of the workers? 

Other companies track employees 
to ensure they are hard at work, which 

risks completely demotivating some. 
Accurate Biometrics, for example, uses 
computer monitoring to oversee its 
telecommuters. Says Timothy Daniels, 
VP of operations, looking at websites 
his employees have visited "enables 
us to keep a watchful eye without be

ing overinvasive." Currently, around 70 
' 

percent of organizat ions monitor their 
employees. 

. Practically speaking, managers may 
not want t o -adopt technologies that 

demot ivate their employees through 

the purpose of tracking should be 
made clear to employees. Are workers 

being monitored to learn something 
that might help them and the organi-

• 
zation as a whole? Or are they being 
monitored to ensure they never slack 
off? Finally, it should be made clear 
which behaviors are inappropriate. Tak

ing a legitimate work break is different 
from spending hours on a social net

working site. These guidelines should 
increase the likelihood that monitoring 
programs are accepted and perceived 
to be fair. 

Sources: S. Shellenbarger, "Working from 
. Home without Slacking Off; The wall 

workers to wear badges for a few weeks micromanagement. Perhaps more im- Street Journal, July 13-15, 2012, 29; 
R. Richmond, •3 Tips for Legally and Ethi• 

that tracked their whereabouts. Discov- portantly, though, how can they use cally Monitoring Employees Online,· En• 

ering that the most productive workers monitoring technology ethically in trepreneur. May 31, 2012, http://www 

I 
interacted most frequently with others, workplace applications? First and fore- .entrepreneur.com/article/223686; and 

R. E. Silverman, "Tracking Sensors Invade 
the company scheduled work breaks for most, employees should be informed the workplace," The Wall Street Journal, 

"-groups : a~~e~:a~ : .d:~~-ally. Th~'.s -~ ... ~:~~r- .:c~:'.ti-~:.~~~~.~-~-c~~~u: .,_nd_, __ M_a_rc_h_7_,_2 __ 0_0_3_, www __ ._w_s_J_· .c_o_m_. _____ .,.. 

behaviorism A theory that argues that 
behavior follows stimuli in a relatively 
unthinking manner. 

.Reinl'orcem ent theory ignores tJ1e inner state of the i11dividual a11d conce11-
u·ates solel)' 011 ,vl1at happe11s ,vhen l1e or she takes some action. Because iL does 
no t concern iL(!elf \,ri th \vl1aL initiates bel1avior, it is not, strictly speaking, a theory 
of motivation. 8 111 it. docs provide a po\,,crful 111cans of analyzi11g ,vhat controls 
behavior, and this is ivhy we typically consider it irt discussioi1s of motivation.63 

Operant Conditioning/ Behaviorism and Reinforcement Operant conditioni1ig theory, 
probably the m ost relevant component of reinforcement theory tor management, 
argt1es that pec)ple learn to behave to get something they ,,n11t or to avoid some
thing theydon't,vant. U1ilike reflexive orunlear11ed behavior, o perant behavior is 
influenced by the reinforcement or lack of reinforcement brought abo11t by con
sequences. Reinforcement strengthens a behavior and increases the li kelihood it 
,viii be rc1Jeated.64 

B. F. kinner, one of the most promii1ent advocates of operant condition
ing, demonstrated that people ,viii n1ost likely e ngage in desired behaviors if 
they are positively reinforced for doing so; re,vards are most effective if lhey 
immed iately fo llo,v the de ired response; and behavior that is no t re,varded, or 
is pun ished, isles likely to be repeated. The concept of o perant conditioning 
was part of kinner 's broader concept of behaviorism, ,vhich a rgt1e that behav
ior fo llo,vs stim uli in a relatively unthinking manne r. Skinner's form of rad ical 
behavio rism rejects feelings, thoughts, and other states of mind as causes of 
behavio r. In hort, people learn to associate stimulus and respon e, but their 
conscious a,vareness of th is association i irre lcvant. 65 
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social-learning theory The view that we 
can learn through both observation and direct 
experience. 
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YoL1 can see illustrations of operan t conditioning everY'"here. For in tance, 
a comn1issioned salesperson ,van ting to earn a sizable income finds doing o is 
co11tinge11t on. generating higl1 sales in his territory, so he sell a m uch as possi
ble. Of cot1rse, the linkage can also teach individuals to engage in behavior that 
,vork against the best interests of the organization. Assume your bo s ays if you 
,vork overtime during the n ext 3-,veek bt1sy season you 'll be compensated for 
it at yot1r next performance appraisal. Ho,vever, ,.vhen performance-appraisal 
tin1e comes, you are given no positive re inforcemen t for your overtin1e ,vork. 
The next time your boss asks you to ,vork overtime, what ,vill you do? You'll 
probably decline'. 

Social-Learning Theory and Reinforcement Individuals can learn by be ing 
told or by observing ,vhat l1appens to ocher people, as ,veil as through direct 
cxpericJ1cc. MLtch of ,v-11at \.\IC have lear11ed comes from ,vatching models
parents, teachers, peers, fi ln1 and television performers, bosses, and so forth. 
The vic,v that '"e caJ1 learn through bo th observation a nd direct experience is 
called social-learni11g theory. 66 

Altho ugh social-lcar11.ing tl1eory is an extension of opcranL conditioning
that is, it assu1n es behavior is a f LLnction of consequences-it also ackno,vledges 
L11e effects of ob crvational lean1 ing and percep tion. People respond to the 
\•\'ay they perceive a.nd define consequences, not to the objective conseque11ces 
tl1e1n elve . 

Models arc central to the social-learning vie,-vpoinL Four proccsse deter-
1ninc tl1eir influence on an individual: 

I . Attentional processes. People learn from a m odel only ,vhen they recog-
11ize and pay attention to its critical featu res. \ Ale tend to be most in fl uenced 
by models that aTe attractive, repeatedly available , important to u.s, or simi
lar to us ( in 0 1,1r estimation). 

2. Retention processes. A model's influence depends o n ho,v ,veil the indi
vid·ual remembers the mo d el's action after the model is no longer readily 
available. 
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equity theory A theory that says that 
individuals compare their job inputs and 
outcomes with those of others and then 
respond to eliminate any inequities. 

3. Motor reproduction processes. After a person has seen a ne,v behavior by 
observing th e model , ,vatching must be con erted to doing. This process 
demon tra tes that the indiviclual can perform the modeled activities. 

4. Reinforcement processes. Individuals are motivated to exhibit the 
modeled behavior if positive incentives o r re,\'ards are provided. Positively 
reinforced behaviors are given more attention, learned better, and per
for1ned more often. 

Equity Theory/Organizational Justice 
Ainsley is a student \\lorking to,vard a bachelor's degree i11 finance . In order to 
gain so1ne ,vork experience and increase her marketability, she has accepted a 
summer internsl1ip in the finance department at a pharmaceutical company. 
She is quite pleased at the pay: 15 an hour is m.ore than o the r students in her 
cohort receive to r their summer in ternships. At ,vork she meets Josh , a recent 
graduate ,vorking as a middle manager in the same finance departme nl. J osh 
makes $30 an hotlr. 

On the job, Ainsley is a go-getter. She's engagecl, ·atisficti, and al,"ays ·<.:erns 
,villing to help otl1ers. J osh is the opposite. He often seems disin terested in his 
job a11cl entertains t ho t1ghts abo t1t quitting. \i\'her1 pressed one day about \vhy 
he is ,1n happy, J osh cites his pay as the main reason. Specifically, h e tells Ains
ley tl1at, corn pared to managers at other pharmaceu tical con1panies, he n1akes 
m uch less. "It isn' t fair," he complains. "I \\IOrk j ust as hard as they clo, yet f clon 't 
m.ake as much. Maybe I shot1ld go work for tJ1e co1npc Litior1." 

H o,v could someone n1aking $30 an ho11r l)C less satisfied with his pay tl1an 
son1eone making $15 an ho11r and be less rn<)tivated as a result? TI1e ans,ver 
lies in equity theory and, rr1ore broadly, in principles of organizational j us tice. 
Accor<.ling to eqt1ity theory, e n1ployees compare ,vl1at they get fron1 the ir job 
(their "Outcomes," such as pay, promotions, recognition, o r a higgcr office) 
to ,vh at they p u t into it ( their "InpuLc;," such as effo rt, e xpe ri ence, and educa
tion). They take tl1e ratio of their Ol1tcomcs to their .inputs and compare it to 
the ra tio of others, u. ually sorneonc !>imilar like a coworker or someone doing 
the same j o t). T his is showr1 in Exl1ibit 7~6. If ,ve believe our ratio is equal to 
tlio ·e ,vi tl1 ,vhom we compare ourselves, a state of equity exists and '"'e perceive 
our situation as fair. 

Based on equity theory, employees \vho perceive ineqt1ity ,viU rnake o r1e of 
six cl1oices:67 

I. Change inputs (exert less effort ift1nderpaid or more if overpaid). 
2. Change outcomes (i11divid uals paid on a piece-rate basis can increase their 

pay by producing a higher quantity of t1n its of lo\ver quality). 

Exhibit 7-6 Equ;ty Theory 

Rat io Comparisons• 

Q < Q 
IA Is 

o _ o ---
IA Is 

Q>Q 
IA Is 

Perception 

Inequity due to being underrewarded 

Equity 

Inequity due to being overrewarded 

"IMlere ~ represents the employee and ~ represents relevant others 
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organlzatJonaJ justice An overall 
perception of what Is fair In the wori(place, 
composed of distributive, procedural, 
,nfonnatlonal, and interpersonal justice. 

distributive justice Perceived fairness of 
the amount and allocation of rewards among 
individuals. 
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3. Distort perceptions of self ("I used to th in k I \rorked at a m oderate pace, 
but no,v I realize I \Vork a lot harder than everyone else"). 

4. Distort perceptions of others (" \1ike 's job isn 't as desirable as J thought"). 
5. Choose a different referent ( ·' 1 ,nay not make as muc h as my brotl1er-in-la,v, 

but I'm doi ng a lot better than n1y Dad did ,vhen h e ,vas my age"). 
6. Leave the field (q11it tl1e job). 

Equity tl1eory has support from ome researcher , but not from all.68 There 
are son1e conccrr1s \vith tl1e p ropositions. First, inequities created by overpay
ment do no t scern to significanLly ~1ffect bc~1avior in most ,vork siLLLatio11s. So 
don't expect a n cnlp loyec ,.vho feels overpaid to give back part of his alary or 
put ir1 1n o rc hours to n1ake up for the inequity. Although indi iduals may some
ti1nes perceive that tl1ey are overrev .. ·arded, tl1ey restore cquily by rationalizi11g 
their siLL1atio11 (" l '1n \VOrlh it because I \vork harder than everyone else" ). Sec
ond, noL everyo11e is equally equity-sensi tive, for various reasons, including feel
ings of cntitlc1l1cnt. ff.l OL11crs actually prefer o utcome-inpttt ratios lo,v-er than 
Lite referent comparisons. Pred ictions from equity theory are n o t likely to be 
very accttrate abot1t these "benevolenl types."70 

Althou gh eqt1ity Ll1eory's 1)ropositio ns l1ave not all t1cld up, the hypothe
sis served as at1 i111por1.a nl prectrrsor to the study of organizational justice , or 
n1ore sin1 ply fai1,1ess, in ll1e \vorkplacc.71 Org-a1uzational justice is co11cerned 
,norc bro,1dly v.ith bo,v c1r1pJoyees feel authorities and decisio11-makers at \,vork 
treat them . For the n1ost part, employees evalt1ate ho,v- fairly t11ey are 1.rea1.ed, as 
sho\<vn in E.,xhibit 7-7. 

Distributive Justice Distributive jttStice is concerned ,vith the fairness of tl1e 
ot1 t<.:ornes, such as pay and recognitio n that employees receive. Outcomes can 

·, ) ·' , ~ . ' . . . 

. Exhibit ·7-7 . . _·. 
. , . . 

•. ' . . . ' :·. . ·:Model of Organizational Justice ...... ... ~ -- .. . ' ~ 
~ . . . . ' . 

..__ ______ _____________________________ __,, 
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procedural Justice The perceived 
fairness of the process used to determine 
the distribution of rewards. 

be allocated in many ,vay . For example, ,ve could distribute raises equally 
among employee , or ,ve could base them on ,vhich employees need money Lhe 
mo t. Ho,vever, a ,ve di ct1 ed about equity theory, employees tend to perceive 
the ir outcome a re faire t ,vhen they are di tributed equitably. 

Doe the ame logic apply to team ? At fi rst glance, it ,vould eem that dis
tribt1ting re,vards eqt1ally among team men1bers i be t for boo ting morale 
and team,vork-that ,vay, no one i :Favored more than another. A tudy of .S. 
National Hockey League team uggest other,vise. Diffe rentiating the pay o r 
team member on the ba i of the ir inputs (ho,v well they performed in game ) 
attracted be tte r players to the team, made it more likely they ,vould . tay, and 
increased team performance.72 

The ,vay ,ve have de cribed th ings o fa r, it ,vould seem that ind ividt1al gauge 
di tributiveju tice and equity in a rational, calculative ,vay as they compare the ir 
outcome-input ratios to those of others. But the experience of ju tice, and e pe
cially of inju ti ce, i often not o cold and calculated. Instead, people base dis
tributive judgments on a feeling or an emotional reaction to the "vay they think 
they are being treated relative to others, and the ir reaction arc often "hot" and 
emotional rather than cool and rationaI.73 

Procedural Justice Although employee care a lot about what outcome are 
distributed ( distribulive justice), they al o care about /i()W Ll1ey are distributed. 
While dis1.ributive ju ·tice looks at wliat o utcome are allocated, procedural 
justice exam ine /i()W.74 For one, e1nployees perceive that procedure are fairer 
,vhe11 they are given a ay in tl1e decisio11-making proce · . I-laving direct in11u
ence over ho,v decisions or made, or at the very least being able to presen t 
our opinion to dec i ion n1akcr , create a sen e of con1.rol a11d 1nake u feel 
empo"vcred (,ve discus e1npo,verment more in Ll1e next chapte r). Employees 
also J)erceive that procedure · are fai rer \vhen decision makers follow several 
"rules." These include 1naking decisions in a consistent n1anner (across people 
and over Lime), avoiding bias (not favoring one group or person over a110L11er), 
usi11g accw-ate information, considering the groups or people their decisions 
affecL, acting e thically, and remaining open lo appeals or correction. 
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Informational justice The degree to 
which employees are provided truthful 
explanations for decisions. 

Interpersonal Justice The degree to 
which employees are treated with dignity 
and respect. 
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If ot1tcome are favorable and individuals get \\'hat they ,van t, they care le 
about the proces , o proceduraljttStice doesn't matter as much when distribu
tions are perceived to be fair. It's v,hen outcome are unfavorable that peo
ple pay close attention to the process. If the proce s i judged to be fair, then 
employees are more accepting of unfavorable outcomes.75 

vVhy is this the case? It's likely that employees believe fair procedures, ,-vhich 
often have long-lasting effects, ,vill eventually result in a fair outcome, even if 
the immediate outcome is unfair. Think about it. If you are hoping for a rai e 
and your manager informs you that you did not receive one, you'll probably 
,vant to kno,v ho,v raises ,vere determined . If it turns out your manager allocated 
rajses based 011 merit and you ,vere simply outperformed by a co,vorker, then 
you 're more likely to accept your manage r's decision than if raises ,vere based 
on favor iusn1. O f cot1rse, if you get the raise in the first place, th en you'll be less 
conccrr1cd ,vi th ho,v the decision ,vas made. 

Informational Justice Beyond ou tcomes and procedures, research has sho,vn 
that employees care about t,-vo other types of fairness that have to do with the v\lay 
tl1ey are treatecl durirtg in teract.ions ,vith otl1ers. The first type is informational 
justice, ,vl1ich reflects ,vbether rnanagers provicle employees with explanations 
for key clecisions and keep them i11tormed of imp<)rtant o rganizational matters. 
Th e more detailed and candid managers are \\rith employees, tl1e more fairly 
treated those errlployees feel. 

Tl1ough it may seern obvious that 1nanagers should be honest with their 
ernployees and not keep tl1ern in the clark about organizational matters, rr1any 
managers are l1esitant to sh are inf<>rmacion. 'fhis is especially the case with 
bad ne,-vs, \-vhich is uncomfortable for both the rnar1agcr cleliveri11g it and the 
employee receiving it. Expla11ations for bad ne,vs are beneficial ,vhen they take 
the form of excuses after 1J1e fact (" I kno,-v this is bad, and I wan ted to give you 
the office, but it ,vasn't my dccisior1") rather than justifications (" I decide<! to 
give Lhe office co Sam, but having it isn't a big d eal") .76 

Interpersonal Justice The second type of ju Lice relevant to interactions 
betwee r1 ma11ager. and employees is interpersonal justice, wl1ich reflects 
,,vhether e1nployccs are trea ted ,vith digni ty and resr>cct. Co,npared to the 
oth er forms of justice \ve've d iscussed, i11terpe rsonal justice is un ique in that 
it car1 occur in everyday interact.ions bet,veen managers and employees.77 'fhis 
qual ity allo,vs managers to take advaDtagc of (or miss ot1t on ) opportu11itics 
to n1akc the ir employees feel fa irly treated. Many n1a11agers 1n ay vie,v treating 
employees pol itely and respectfully as too ''soft," choo ing rnore aggressive tac
tics out of a belie f tl1 at doing so ,vill be more motivating. Although displays of 
negative emotions such as anger may be motivating in some cascs,78 man agers 
ometimes take this too far. Con ider former Rutgers Universi ty men's basket

ball coach Mike Rice ,vho v.1as caugh t on video verbally and eve11 physically 
abusi11g players and ,,ras subsequently fired.79 

Justice Outcomes After all thi talk about types of ju tice, how much does 
justice really 111atcer to employees? A great deal, as it tt1rns out. When 
employees feel fairly treated, they resp ond in a nt1mber of positive ways. 
All the typ es of jt1 tice d i cu ed in this ection have been linked to higher 
levels of ta k performance and c itizenship behavior such as h elping cowork
e r , a ,veil a lo,\•e r levels of counterproductive behavio r uch a sh irking 
job d ttties. Distribu tive and procedural justice are more stron gly associated 
' "ith task performance, ,vhile informational and interper o nal justice are 
more trongly a sociated \\'1th citizenship beh avior. Even more physiological 
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outcomes, such as ho,v ,vcll employees sleep and the state of tl1eir health, 
have been linked to fair treatment.SO 

v\Thy docs justice have these positive clieclS? Fair treatment enhances com
mi tment to the organization and makes employees fee l it cares about their 
,vell-being. In addition , employees ,,,ho feel fairly treated tn1st their supervi ors 
more, ,vhich reduces t1nccrtain ty and fear of being exploited by the organi
zation. Finally, fair treatment elicits positive e1notions, ,~hich i11 turn prompts 
behaviors like citi zenship.81 

Despite all attempts to enhance fairness, perceived injustices arc till likely to 
occur. Fairness is often subjective; ,vhat one person ccs as unfair, another rTiay 
sec as perfectly appropriate. l n general, people sec allocations or procedures 
favoring iliemsclvcs as fair.82 So, ,vl1cn addres ing perceived injusti ce , manag
ers need to focus their actions on the source of tl1e problern. ln add ition, if 
employees fee l they have been treated unjustly, having opportunities to expre s 
tl1eir frustratio11 has been sho,\Tn to reduce their de ire for retribution.83 

Ensuring Justice Hov,, can an organization affect the justice perceptions and 
rule ad11erence of its managers? This depends upon ilie motivation of each man
ager. Sorne managers are likely to calct1late justice by their degree of adherence 
to the jtistice rule of the organization. The e managers ,\Till try to gain greater 
ubordinate compliance ,vith behavioral expectations, create an identity of being 

fair to their employees, or establish norms of fairness. Other managers ,nay be 
moti,·ated injttStice decisions by their emotions. v\7he n they have a high positive 
affect and/ o r a lo,v negative affect, these managers are most likely to act fairly. 

It might be tempting for organizations to adopt strong justice guidelines in 
attempts to mandate managerial behavior, but tl1is isn't likely to be univer ally 
effective. In cases ,\•here ma11agers have more rttles and less discretion , tho e ,vl10 
calculate jt1stice are more likely to act fairly, but managers ,vhose justice behavior 
follo,vs from their affect may act n1ore fairly ,vhen they have greater discretion.84 

Culture and Justice Aero 11ations, the same basic principles ofprocedt11a.ljus
cice are respected in that ,,vorkers around the ,~orld prefer re,~rds based on 
performance and kill over re,vard based on eniority.85 Ho,vever, inputs and 
outco1nes are valued differently in variou culture .86 

We may think of ju Lice difference i11 terms of Hofstede 's cultural dimen-
ions ( ee Chapler 5). One large- cale tudy of over 190,000 employees in 

32 cou11trie and regions ugge Led that justice perceptions are most important 
to people in countries ,vith individualistic, feminine, uncertainty avoidance, 
and lo,v pov.,er-di tance value .87 Organizations can tailor programs to meet 
tl1e e justice expectation . For example, in count1ies that are highest in indi
vidual i m, uch a Au tralia and the United States, competitive pay plans and 
re,vard for supe1ior individual performance ,vi.II enhance fee lings of jt1stice. 111 
countrie dominated by uncertainty avoidance, such as France, fixed pay com
pensation and employee participation may help employees feel more secure. 
The dominant dimension in S,veden is femininity, so relational con cerns are 
considered important. S,vedish orga11izations may therefore \Vant to provide 
,vork-l ife balance initiatives and social recognition. Austria, in contrast, has a 
trong lo,v po,\Ter-distance value. Ethical concerns may be foremost to individtt

als in perceiving justice in Austrian organizations, so it will be important for 
o rganization to justify ineqt1ality benveen leaders and ,vorkers a11d provide 
ymbols of ethical leadership. 

We cai1 al o look at other cultt1ral factors. ome cultures emphasize tatLts 
over individual achieYement as a basis for allocating resources. Materialistic cu l
ture are more likely to ee cash compensation and re,.vards as the most relevant 
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expectancy theory A theory that says 
that the strength of a tendency to act in a 
certain way depends on the strength of an 
expectation that the act will be followed by a 
given outcome and on the attractiveness of 
that outcome to the individual. 

Exhibit 7-8 
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outcomes of ,\rork, ,vhereas relational cultures will see social rewards and status 
as important outcornes. International managers mttSt consider the CLLltural 
preferences of each group of employees ,vhen determining what is "fair" in 
different contexts. 

Expectancy Theory 
One of the rnost widely accepted explanations of 1notivation is Victor Vroom's 
expectancy theory.88 Although it has critics, most evidence supports the theory.89 

Expectancy tl1eory argues tl1at the strength of our tendency to act a certain 
-v.•ay depends on the strength of our expectation of a given outcome and its 
attractiveness. 111 practical terms, employees will be 1notivated to exert a l1igh 
level of effort ,vl1e11 tl1ey believe that it ,vill lead to a good performance appraisal, 
that a good appraisal ,vill lead to organizational re,vards such as salary increases 
and/ or intrinsic re,vards, and that the rewards ,vill satisfy their p ersona] goals. 
The theor)', therefore, focuses on three relationshjps (see Exhibit 7-8) : 

1. Eff ort-performance relationship. The probability perceived by the indi
vidual tl1at exerting a given amount of effort will lead to performance. 

2. Performance-reward relationship. The degree to ""hich the individual be
lieve performing at a particular level will lead to the attainment of a de ired 
outcome. 
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3. Rewards-personal goals relationship. The degree to which org-anizational 
re,vards satisfy an individual 's personal goals or need and the attractivene 
of tho e potential re,,va_rds fo r the individual.90 

Expectancy theory helps explain "vhy a lo t of \<Vorkers aren't motivated on 
their job and do only the mininium nece sary to get by. Le t's franie the theory'· 
three relationships as q uestions employees need to answer in the affinnative if 
their motivation is to be 1naximizcd. 

First, if I give 1naxi1num effort, will it be recognized in 1ny perjo11nance appraisal? 
For ma11y employees, tl1e ans,ver is "no." , .\Thy? Their skill level may be deficient, 
,vhich n1eans no matter ho,,v hard they try, they' re not like ly Lo be high per
formers. Or Ll1e organi :,.ation's perforrnance apprai al ·yste,n ,nay be designed 
to assess non-perforn1ance facto, · such as loyalty, initiative, or courage, ,...,hich 
means more e llort "von't neces arily result in a higher evaluation . Another pos
sibility is that e1n ployee , rightly o r "vrongly, perceive the ho doe n 't like them. 
As a result, tl1ey expect a poor apprai. al, regardless of effort. T he. e examples 
suggest Lliat people ,,viii l'le motivated only if they perceive a link l)Cl\.vcen their 
effor t and tl1eir perforn1ance. 

Second, if I get (L good perfornia:nce appraisa.l, ruil/, it /,ead to orga1tizational rewards? 
Ma11y organizations re,va.rd things besides performance. , '\Then pay is based on 
factors such as having seriiority, being cooperative, or "kissing tip" Lo the boss, 
em ployees ar e likely Lo see the perfor1nance- rev.1ard relation hip ac; ,-veak and 
demotivating. 

Finally, if ! '111 rewarded, are the rervards attractive to tne? ~f he c1uployee works 
hard in the hope of getti11g a prorttotion but gets a pay r.tise instead. Or the 
errlJ)loyee ,van ts a mor e i11terestir1g and challenging j ob but receives only a fe,v 
,vords of praise. Unfo rtunately, many rrutnagers are limited in cl1e rewards they 
can distrib t1 te, ,,,l1icl1 1nakes it difficulL to tailor re,vards Lo inclividual employee 
needs. S01ne 1nanagers incorrectly ac;surnc aJI c1n ployces wan t tl1c same thjng, 
th us overlooking the rnolivational effects of d ifferentiatir1g re,¥"d.rds. In these 
C.-:1.SCS, crnployee n1otivation is submaximized. 

As a vivid example of h ow expectancy theory can work, consid er stock 
an alysts. They make meir living cryin g to fo recast a stock's futu re p rice; the 
accuracy of ilieir buy, sell, o r !1old recommenda tions is ,vhat keeps tl1cm in 
,vork o r geLc; thcrn fired. BuL tli e dynan iics are not simple. Analysts p lace fe,v 
se ll ra li ngs 0 11. stocks, al though in a steady market, by definition , as ma11y 
stocks are falling as are rising. Expectancy theory pro,rides an explanation : 
Analysts who p lace a sell rating 011 a compa ny's s tock h ave Lo balance the 
ben efits tl1ey receive by being accurate against tl1e risks they run b)' d ta\\ring 
that company's ire. \,Vl1at a rc tl1ese risks? They include public rebu ke , profes
sional blackballing, and exclusion from information. When analysts place a 
buy ra ting on a stock, they face no such crad e-•off because, obviously, compa
nies love it ,vh en analysts recommend that investo rs buy their stock. So the 
ince11tive stru c ture st1ggests tl1c exp ected ou tcome of buy ratings is higher 
Lhan the expected outcome of sell ratings, and that's why buy ratings vastly 
ou tnumber sell ratings.9 1 

0 PERSONAL INVENTORY ASSESSMENTS 

Work Motivation Indicator 
Do you find that so,ne jobs moLivate you more than others? Take this PIA to determine your 
,vork n10LivaLion. 
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7-5 Identify the implications of 
employee job engagement 
for managers. 

Job engagement The investment of an 
employee's physical, cognitive. and emotional 
energies into job performance. 

7-6 Describe how the 
contemporary theories 
of motivation complement 
one another. 
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Job Engagement 
When Joseph reports to l1isjob as a hospital nw -se, it seems that everyth ing else 
in his life goes a,vay, an d he become completely absorbed in ,vhat he is doing. 
His emotions, though t.s, and behavior a rc all directed to,vard pa ti ent care. In 
fact, he can ge t so caught up in his ,vork that he isn't even a\vare of ho,v long 
he's bee11 there. As a result of this total commitme11t, h e is more effective in 
providing patient care and feels uplifted by his time at ,vork. 

Joseph has a high level of job engagement, the inve t1ne11t of an employee 's 
physical, cognitive, and emotional energies into job perfonnance.92 Practicing 
managers and scholars have become interested in facilitatingjob e11gagernent, 
believing factors deeper than liking a job or finding it intere ting drives p e rfor
mance. tudies atte1npt to measure this deeper level of commitment. 

The Gallup organization has been studying the exten t to ,vl1ich employee 
engagement is linked to positive work outcome for mill ion of employee over 
the past 30 years.93 T hey have found there are far n1ore engaged employee 
in highly succes fut organizations than in average ones, and group ,vith more 
engaged employee have higher levels of productivity, fe,ver a fety incidents, 
and lov.,e r turnover. Academic tudie have al o fou nd positive outcome . For 
instance, one review fot1nd higher levels of engage,nen L "''ere associated ,vith 
ta k performance and citizenship behavior.94 

vVhat make people more likely to be engaged in their j ob·? One key is the 
degree to \vhich an employee believe it i meaningful co engage in ,vork. Thi 
i partially decernuned by job characteri tic and acce to ufficienc re ource 
to ,vork eITectively.95 Another factor i a matcl1 bet\veen the indi idt1al ' value 
and tho e of the organization .96 Leadership beh avior that in pire ,,·orke r to a 
grealer en e of mission al o increase employee engagement97 

One of the cri tiques of the concept of engagement is that the con truct is par
tially redundant ,vith job attitudes like ati faction or stre .9 Ho,vever, engage
ment que tionnaires u ually as es 1notivation an d ab orption in a ta k, quite 
unlike job atisfaction questionnaires. Engagement may also predict im por
tant ,vork outcome better than tradi tional job atlitltde .99 O ther critics nole 
there may be a "dark side" to engagement, as evidenced by po itive relation-
hips benveen engagement and ,vork- family contlict. 100 I t is possible individuals 

might gro,v so engaged in th eir ,.vork role that family respon ibilities become 
an un,velcome intrusio11. Also, an overly higl1 level of engagement can lead to 
a loss of perspective an d, ultimately, burnout. Fur ther researcl1 exploring ho,,, 
engagement relate to the e negative outcomes may help clarify ,vhether ome 
highly engaged e111ployees might be getting "too much of a good tl1ing." 

Integrating Contemporary Theories 
of Motivation 

---------------------------
Our job might be simpler if, after presen ting a half dozen tl1eories, ""e could ay 
on ly one was found valid. Bt1t many of the theories in this chapter are co1nplemen
tary. We no,,v rie them together to help you understand their interrelationsh ips. 
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Exhibit 7-9 Integrating Contemporary Theories of Motivation 
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Exhibit 7-9 integrates mucl1 of lvhat ,ve kno,v about motivation. Its ba ic 
foundation is the expectancy model Lhat ,vas ho,vn in Exhibit 7-8. Let' ,valk 
throt1gh Exhibit 7-9. (\t\1e ,~11 look aLjob design clo ely in Chapter 8.) 

We begin by explicitly recognizing that opportunitie can either aid or hinder 
individual effort. The individual effort box on the left al o has anotl1er arro,v 
leading into it, from the person' goals. Con istent ,~th goal- etting theory, the 
goal -effort loop i meant to remind us that goal direct beha,~or. 

Expectancy theory predicts employees ,viii exert a high level of effort if they 
perceive a trong relation hip bet,veen effort and performance, performance 
and reward, and re,vard and atisfaction of personal goals. Each of these rela
tion hip i , in tum, influenced by other factors. For effort to lead to good 
perfonnance, the individual 1nt1st have the ability to perfo1,n and perceive the 
performance appraisal system a fair and objective. The performance-reward 
relationship \vill be strong if the indi,iduaJ perceives tJ1at performance (rather 
than seniority, personal favori tes, or other c1-iteria) is re,-varded. If cogni tive 
evaluation theory ,\·ere fully val id in the actual \vorkplace, ,ve \.Vould predict that 
basing re\vard · on performance should decrease the ind ividual 's intrinsic moti
vation. The final link in expectancy th eory is the re\vards-goal relationship. 
Motivation is high if the re\.vards for high performance satisfy the domi11ant 
needs consistent ,vith individual goa ls. 

A closer look at Exhibit 7-9 a lso reveals that tl1e model considers achieve
ment motivation,job desig11, reinforcement, and equity theories/ organizational 
justice. A high achiever is not motivated by an organization's assessment of per
formance or organ izational re ,vards, t1ence the jump from effort to personal 
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goals for those \\'1th a high nAch. Ren1 ember, l1igh achievers are internally 
driven as long as their jobs provide them ,vith personal responsibility, feedback, 
and moderate risks. They are not concerned ,vith the effort-performance, 
performance- re,,rard, or re,vards-goal linkages. 

Reinforcement theory enters the model by recognizing that the organiza
tion's re,vards reinforce the individt1al 's perfo rman ce. If employees sec a re,vard 
system as "paying off" for good performance, the re,.vards ,viii reinforce and 
encot1rage good perfor1nance. Re,vards also play a key part in organizational 
justice research. Indivicluals ,vii i judge the favorability of their outcomes (for 
example , tl1eir pay) relative to ,.vhat others receive but also ,,ith respect to ho,v 
they are treated : '\•\i'hen people are disappoin ted in their re,vards, they are likely 
to he sensi tive to the perceivecl fairness of the proceclt1res 11sed ancl the consid
eration given to thc,n by their s11pervisors. 

Summary 
The motivation theories i11 t11is chapter differ in their f)redictive strength. 
Maslo,,•'s hierarchy, c,vo-f-actor theory, and McClelland's theory focus on 
needs. Self-determination theory and related theories have merits to con sider. 
Goal-setting theory can be helpful but does r1ot cover ~1bsenteeism, tur11over, 
or job satisfaction. Self.,etlicacy theory contributes to 011r understanding of per
so11al motivatio11. Reinforce1n ent tl1eory can also be helpful, but not regarding 
e1nployee satisfaction or the decision to quit. Equity t11eory provided the spark 
for re earch on o rganizational j usti ce. Expectancy theory can be hclpft1l, but 
assume employee have fe'°v constrain ts on deci ·ion making, and this limits 
its applicabili ty. Job e11gage1n ent goes a long ,vay toW<1rd explaining employee 

. 
conurutment. 

Implications for Managers 
• Make sure extrinsic re1,varcls for employees arc not vie\ved as coercive, bul 

instead provide inforrnation about cornpe tencc and relatedness. 
• Consider goal-setting th eory: Clear and difficult goal often lead to higher 

levels of e1n ployce productivi ty. 
• Consider reinforcen1en t theory regardi11g quality and quantity of ,vork, 

persistence of effort, ab cnteeism, tardiness, and accident rates. 
• Consult equity theory to he lp understand productivity, ati faction , 

ab encc, and tttrnover variables. 
• Expectancy theory offers a pov,•erfu l explanation of performance v.triable 

sucl1 as employee productivit)', abse11teeism, and tu rnover. 
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Goa!, f!\\,.o~ 
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f course this is a true statement Goal-setting theory is one of 
the best-supported theories in the motivation literature. Study 
after study has consistently shown the benefits of goals. Want 

to excel on a test, lose a certain amount of weight, secure a job with a 
particular income level, or improve your golf game? If you want to be a 
high performer, merely set a specific, difficult goal and let nature take 
its course. That goal will dominate your attention, cause you to focus, 
and make you try harder. 

All too often, people are told by others to simply "do their best~ 
Could anything be more vague? What does "do your best" actually 
mean? Maybe you feel that your "best" on one day is to muster a 
grade of 50 percent on an exam, while your "best" on another day is 
an 80. But if you were given a more difficult goal- say, to score a 95 on 
the exam-and you were committed to that goal, you would ultimately 
perform better. 

Edwin Locke and Gary Latham, the researchers best known for 
goal-setting theory, put it best when they said: "The effects of goal set• 
ting are very reliable.• In short, goal-setting theory is among the most 
valid and practical theories of motivation in organizational psychology. 

• 

, 

ure, a lot of research has shown the benefits of goal-setting, 
but those studies ignore the harm that's often done. For one, 
how often have you set a •stretch" goal, only to see yourself 

later fail? Goals create anxiety and worry about reaching them, and 
they often create unrealistic expectations as well. Imagine those who 
set a goal to earn a promotion in a certain period of time (a specific, 
difficult goal), only to find themselves laid off once a recession hit. Or 
how about those who envision a retirement of leisure yet are forced 
to take on a part-time job or delay retirement altogether in order to 

continue making ends meet. When too many influential factors are out 
of our control, our difficult goals become impossible. 

Or, consider this: Goals can lead to unethical behavior and poorer 
performance. How many reports have you heard over the years about 
teachers who "fudged" students' test scores in order to achieve edu• 
cational standards? Another example: When Ken O'Brian, as a pro
fessional quarterback for the New York Jets, was penalized for every 
interception he threw, he achieved his goal of fewer interceptions quite 
easily-by refusing to throw the ball even when he should have. 

In addition to this anecdotal evidence, ~esearch has directly linked 
goal-setting to cheating. We should heed the warning of Professor 
Maurice E. Schweitzer-"Goal-setting is like a powerful medication"
before blindly accepting that specific, difficult goal. 

Sources: E. A. Locke and G. P. Latham, "Building a Practlcally Useful Theory of Goal Setting and Task Motivation; American 
Psychologist 5 7 (2002): 705- 71; A. Tugend, "Expert's Advice to the Goal-Oriented: Don'l Overdo 11,• Tile New York Times, 
October 6, 2012, 85; and C. Richards, "Letting Go of Long-Term Goals; The New York Times, August 4, 2012. 
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The owner of a large hardware, furniture and building centre faced a dilemma regarding how to manage 
the upcoming wage review process. After two consecutive years of frozen wages, employees were 
impatient for financial progress, but there was no spare money in the budget. It was possible to pump 
savings from upcoming process improvement initiatives into wage increases; however, the owner had 
limited motivation to channel hard-won funds to underperforming employees. On the other hand, he was 
eager to reward the people who added value. A plan that rewarded only some employees could result in 
an angry backlash. He had to dec ide if he wanted to divert the savings into compensation and if so, he 
needed an effective di stribution plan. 

As store owner Mark Coglin walked up to the service desk, he heard Simon, the floor manager, finishing 
a phone conversation. Mark paused at the counter as he listened to the tail end of the interchange. Simon 
said, "Are you sure you can' t make it in? This is kind of leaving me in a bind, Dougie. Yeah, I get it. 
Okay. Hopefully we' ll see you tomorrow." Replacing the receiver into the cradle, Si1non glanced up, 
shrugged in response to Mark's raised eyebrow, and said, "That was Dougie Suzor calling in again. He 
thinks he has the flu." Mark rolled his eyes and the two men started walking towards the front of the large 
home hardware and building centre. 

Once they were out of earshot of any customers or other staff members, Mark commented under his 
breath, "It's funny how that flu bug always seems to hit Dougie the Monday following a long weekend." 

Simon nodded, and said, "He 's not the on ly one. Four other employees called in before him, and 1 have a 
feeling there will be a couple more calls from people whose shifts start in the afternoon." 

Mark sighed loudly in exasperation. "What is it about us that makes people think we are dumb, Simon?" 
He pointed to his freshly-pressed button-up shirt with the company logo embroidered on the left s ide, and 
said, "This says the name of the store is ' House, Hearth & Home,' not ' House of the-ones-who-will 
believe-anything,' right?" Simon chuckled, but didn ' t comment or break stride. This wasn't the first time 
he had heard this joke. Mark continued, "Do they think we' re not going to notice that they miss every 
Monday after a long weekend? Especially when they co1ne in on the Tuesday ta lking about the great road 
trip they had. Is it really that likely that they will catch the flu for one day only every time? Sheesh." 
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Simon laughed as he reached for the buzzing cell phone clipped to his belt. After a quick glance at the 
text display, he paused and shoved several pieces of paper into Mark's hand. Changing direction, he 
asked over his shoulder, "Would you mind giving these to Donna at the front for me? They're about to 
send out that order for the Avondale project, and I want to check a few tl1ings with Wesley in the yard 
before it goes." Not waiting for an answer, Simon took off towards the warehouse. 

Watching Simon's retreating back, Mark was impressed once again by the dedication he had to doing 
things right, even though it had unfortunately interrupted his venting. As the floor manager, Simon never 
had a shortage of issues clamouring for his attention. Somehow he managed to juggle a lot of balls at the 
same time, very rarely dropping any of them. As one of the owners of House, Hearth & Home, it was very 
reassuring for Mark to have Simon on the job. He was a key employee. 

Mark knew a business as big as his needed employees like Simon. As he made his way to the front of the 
store, he was able to glimpse only part of the 39,000 square feet devoted to hardware, houseware, and 
building supplies. An additional 12,000 square feet were filled with l1ome furnishings, leaving 8,000 
square feet as warehouse space. No one person could manage the one hundred staff members, the 
truckloads of inventory, and the annual sales of more than Cdn$20 million. Although every employee 
could make a difference in the success of the establishment, there were certain employees who would be 
very hard to replace and Simon was one of them. 

After del ivering the papers to Donna and chatting with her for a few minutes, Mark walked towards the 
kitchen department to check out how the new displays looked. Customers really seemed enthusiastic 
about the kitchen displays, but tl1ey took up a lot of valuable floor space. Mark wanted to reassure himself 
that the new ones were as nice as or even better than the old ones. As he came around the end of an aisle, 
he noticed Marie and Anne, two employees from the flooring department, talking and laughing as they 
stocked a shelf. He could hear they were talking about a television show that had been on the night 
before. Part way down the aisle, a customer was looking perplexed as she scanned the upper shelves. 
Annoyed, but trying not to show it, Mark smiled as he paused beside Marie and Anne, and said, "I think 
you have a customer, ladies." Looking around, they acted as though they hadn 't noticed her before. Marie 
mumbled an apology and jumped up to ask her if she needed assistance. 

Mark shook his head as he walked away. He thought, "We have trained our employees to make customer 
service a priority, yet those two acted like that customer was invisible. Why will certain employees not do 
the right thing unless someone is standing over them? And \Vhy do they think I would be so gullible as to 
believe they hadn ' t seen her?" 

Before he could find an answer to this question, Mark was distracted by the sight of the new kitchen 
displays. They looked very impressive and he stopped to congratulate the kitchen designer for her good 
work. Glancing at his watch, Mark real ized it was almost time for his meeting with Aaron, the company 
controller. As he excused himself and started head ing towards Aaron's back office, Mark thought about 
the reason fo r this meeting and felt a little nervousness in his stomach. He had asked Aaron to figure out 
if there was any 1noney for wage increases this year. Mark knew enough about the balance sheet to 
suspect the news wou ld not be good. 

Like many other businesses, the global downturn had negatively affected House, I-learth & Home. Sales 
had shrunk by almost Cdn$4 million a year. Profit margins had tightened or disappeared in several areas. 
Employees had see1ned to understand why there had been no raises in 2009 and in 2010. However, Mark 
felt it would be hard to sell a zero per cent increase for the third year in a row. 
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As usual, Aaron was behind his desk with a spreadsheet open on his computer and a cup of coffee half
forgotten amongst the many papers on his desk. With the company for over six years, Aaron adeptly 
handled many of the accounting and human resource issues, freeing up Mark to spend more time out on 
the floor troubleshooting. He smiled as Mark came in and said, "Hey, you' re right on time. Grab a seat. 
I' m just printing out a little report for our meeting." The printer behind him started to whirr, and Aaron 
rolled over in his chair to pull two sheets as they emerged. 

Rubbing his eyes as he handed one to Mark, he said, "You asked me if I could find any money for raises 
this year. Well, I 've gone over the latest numbers and the quick answer, I ' m afraid, is no." Aaron waited a 
moment to let Mark scan the sheet before he continued. "As you know, sales have been down, we've 
written off some old inventory this year, and there have been a few unexpected expenses that have really 
cut into profits. I've laid it out in broad brush strokes in this table. I don't think any of it will be surprising 
to you." 

Mark exhaled loudly as he began to go through each line with Aaron. He was surprised by how 
disappointed he was fee ling. Listening to Aaron as he walked him through the numbers, Mark let a part of 
his brain consider why he felt such disquiet at the idea of another year with no increases. What was he 
afraid would happen? A mutiny? A mass exodus? Sabotage? 

The sound of the printer run11ing again made Mark realize that he had not been giving the conversation 
enough attention. He said, "I ' m sorry, Aaron. I didn't catch all of that. What was the last part?" 

As he handed Mark another sheet, Aaron replied, "I was saying that the first sheet is a fair accounting of 
the business. There aren' t more than a few thousand spare dollars to go towards raises. However, there 
may be some ways we can ' fmd' some money in there." 

Mark cleared his throat and asked, "Legally?" 

Aaron rolled his eyes and said: 

Of course. I wouldn't recommend anything the auditors would pull apart. I ' m just saying 
that if we change what we' re spending money on, we might be able to divert some 
towards a wage increase. For example, I've heard you say that we're not getting much of 
a return from our advertising spending. We could "save" some money there. Or there 
may be room to reduce our inventory even further. Of course, you may decide that 
savings made by process improvements should go to things other than wages. The 
downturn isn't over yet. If we do find some money, there are many other places in this 
company where you could invest it. For example, we could use a better security system. 
Or we could pay down some of our debt. Or we could do some overdue building 
1naintenance to ensure we look good fo r the customers. It's a tough decision. You think 
about it. 

Mark looked at the second sheet with interest. Aaron had listed a number of different areas where they 
could cut expenses or save some money. Some of them had been raised before, but they had never been 
presented in such a detailed fashion. Beside each he had given an estimate of the dollar amounts that 
could be saved. If they were able to implement all of these ideas, there would be enough money to give all 
employees maybe a 2.5 to 3 .0 per cent increase. This was a little higher than the annual inflation rate. 
This type of increase would not make up fo r the two years of zero increases, but it would be a movement 
in the right direction. 
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Mark waited for a sense of relief to wash over him, but for some reason, he did not feel as excited about 
this news as he had expected . This didn ' t make sense. He had been so disappointed the moment before 
when he thought there was no chance. Aaron had g iven him an opening to make this raise happen. 

Knowing that Aaron had put a lot of work into this idea, Mark made an effort to show some enthusiasm 
and to thank Aaron for his creative thinking. However, he ended the meeting shortly afterwards with an 
assurance that he would think about everything Aaron had presented. Mark needed to let his thoughts 
settle down before he could sort them out. 

Walking back onto the floor, Mark decided that some fresh a ir might do him some good. He headed 
outside to the side yard where the lumber, drywall, and other large materials were transferred directly to 
customers or to the delivery trucks. He scanned the yard for Wesley, the yard foreman. An eight year 
employee, Wes had the respons ibility to keep the yard organized and safe. When th ings got s loppy in the 
yard, accidents increased, people were more likely to get hurt, and inventory was more likely to be lost or 
damaged. Like Simon the floor manager inside, Wes was always ready to step up and make sure things 
were done correctly. 

Wesley was in the far end of the yard speaking to a young man on a forklift. As Mark walked closer, he 
cou ld hear them discussing the best way to prep large customer orders. Instead of interrupting, Mark 
paused to straighten out a pile of lumber that a customer had just finished picking through. At the sound 
of the forklift moving off, Mark looked up to see Wes watching him work while leaning against a skid of 
s iding. 

With a smirk, Mark asked, "You enjoying yourself over there?" 

Wes nodded but stepped over to pick up a few boards that had fallen to the ground. P lac ing them back 
with the others, Wes said, " Hey, it 's not every day that I get to see you actually working." 

Looking at the neat pile w ith satisfaction, Mark straightened out his back and replied, "From what I can 
see, that young kid is doing most of the work out here." 

Wes laughed out loud and said, "Ouch! But good catch, Mark. Kyle is doing a lot out here. I w ish I had 
10 more just like him. He j ust brought me another great idea for do ing things better. He has only been 
here for two months, and he already seems to understand how everything should flow together. There are 
guys who have been here for five years who can ' t do that." As Wes talked, they watched Kyle expertly 
maneuver the forklift as he picked an order of drywall for a contractor. 

Looking back at Mark, Wes said, " Hey, I don't think you came out here to pick up boards or talk about 
Ky le. Did you need me to do something?" 

Mark shook his head and replied, ''Nah. Just hanging out. Maybe I ' m wondering if I could leave my 
problems inside and get a j ob with you cleaning up the yard. Seems like it would be a lot less stressful, 
and 1 could get lots of fresh air. What do you say?" 

Wes laughed again, and replied as he looked down at his cell phone, "Sorry, no openings. You don' t 
really want to work here anyway. Ky le would just make you look bad! Gotta go." Wes turned away to 
sort out a delivery problem that was hold ing up a job on the other side of town, and Mark found h imself 
on his own again. 
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Realizing the answers he sought were not in the yard, Mark wandered back to his office. Shutting the 
door, he turned off his phone and sat back in his leather office chair so he could try again to straighten out 
his thinking like he had straightened up the pile of lumber. 

Pulling out a blank notepad, Mark wrote down the thoughts that were rolling around his head. He knew it 
was probably unreasonable to ask his employees to accept a wage freeze for the third year in a row. A 
subgroup of the employees already seemed to dislike their jobs and it was scary to imagine how hard they 
would be to deal with if their morale level sunk even lower. There were already issues with " lost'' 
inventory-perhaps the employee theft problem would skyrocket if there was no wage increase. 
Employees who felt cheated might feel entitled to help themselves to a different sort of raise. The store 
was fu ll of items that most people would want-it would be easy for a disgruntled employee to smuggle 
some of the smaller items out of the store in lieu of a raise. 

The ideas for cost savings given by Aaron could probably be accomplished, but it would be a lot of work. 
Thinking about the time and effort that would be necessary to make it happen, Mark wasn't sure if he 
wanted it bad enough. He already worked long hours, six days a week. If he was honest with himself, he 
had to admit that he was not particularly motivated to find a way to give raises to some of his employees. 
There were certain employees who didn 't even seem to earn the money they were already making. It was 
hard to justify giving them even more money. 

Mark realized that at least 15 per cent of his employees would probably save the company money if they 
left. These were the people like Dougie who were unreliable, dishonest, incompetent, or always in the 
middle of the latest workplace drama. It was hard to get motivated to work extra hours for months on end 
to reward this behaviour. 

Of course, there were twice as many really good employees like Kyle. These were the employees that 
cared about their work and went that extra mile, even when no one was watching. They were the lifeblood 
of the business. They should be recognized. At the very top of this pile sat Aaron the controller, Simon 
the floor manager, and Wesley the yard foreman . Mark jotted down a note that it was imperative to show 
at least these three that they were really appreciated. He also knew that giving a raise to only some people 
and not others could create new problems. 

Mark thought hard about the options scrawled across the page. Should he give an increase to everyone, to 
no one, or to the deserving minority? Should he do something e lse entirely? He knew there wou ld be big 
consequences to any decision he made. 
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0 ersuas1on by Robert B. Cialdini 

LUCKY FEW II AVE tT; most ofus do not. A handful 
of gifted "naturals" sitnply k11ow how to cap
ture an audience, S\vay the undecided, and 

convert the opposition. Watch ing these masters of 
persuasion work their magic i at once impressive 
and frustrating. What's impressive is not just the easy 
way they use charism a and eloquence to convince 
others to do as they ask. It's also how eager those 
others are to do what's requested of them,as if the 
persuasion itself were a favor they couldn't wait 
to repay. 

The frustrating part of the experience is that 
these born persuaders are often unable to ac
count for their remarkable skill or pass it on to 
others. ·rheir way with people is an art, and 
artists as a rule are far better at doing than at 
explaining. Most of them can't offer much 
help to those of us who possess no n1ore 
than the ordinary quot ient of charisma 
and e loquence but who still have to wres
tle with leadership's fundamental chal
lenge: getting things done through oth
ers. 'fhat challenge is painfully familiar 
to corporate execut ives, who every day 
have to figure out how to motivate 
and direct a highly individualistic 
work force. Playing the "Because I'm 
the boss" card is out. Even if it 
weren' t den1eaning and demoraliz
ing for all concerned, it would be 
ou t of place in a world where 
cross-functional teams,joint ven
tures, and intcrcompany part
nerships have blurred the lines 
of authority. ln such an en
vironment, persuasion skills 
exert far greater influence 
over others' behavior than 
formal power structurci; do. 

• 
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Harnessing th e Scie nce of Persuasion 

Which brings us back to where we started. Persuasion 
skills may be more necessary than ever, but how can ex- 1 

ecutives acquire them if the mo t talented practit ioners 
can't pass them along? By looking to science. For the past 
fi ve decades, behavioral scientists have conducted exper
iments that shed considerable light on the way certain 
interactions lead people to concede, co1nply, or change. 
This research shows that persuasion works by appealing 
to a limited set of deeply rooted human drives and needs, 
and it does so in predict able ways. Persuasion, in other 
words, is governed by basic principles that can be taught, 
learned, and applied. By mastering these principles, exec
utives can bring scientific rigor to the business of securing 
consensus, cutting deals, and winning concessions. In the 
pages that foUow,l describe six fundamental principles of 
persuasion and suggest a few ways that executives can 
apply them in their own organizations. 

TH E PRIN CIPLE OF 

Lil<ing: 
People like those who like them. 

------
cially compelling- simi larity and praise. Similarity liter
ally draws people together. In one experiment, reported 
in a 1968 article in the Joun1al of Personality, participants 
stood physically closer to one another after learning that 
they shared political beliefs and social values. And in a 
1963 a11icle in Arnerican Behavioral Scientists, researcher 
F. B. Evans used demographic data from insurance com
pany records to demonstrate that prospects were more 
willing to purchase a policy from a salesperson who was 
akin to them in age, religion, politics, or even cigarette
smoking habits. 

Managers can use similarities to create bonds with a re
cent hire, the head of another department, or even a new 
boss. Informal conversations during the workday create 
an ideal opportunity to discover at least one common 
area of enjoyment, be it a hobby, a college basketball 
team, or reruns of Seinfeld. The important thing is to es
tablish lhe bond early because it creates a presumption 
of goodwill and trustworthiness in every subsequent 
encounter. It's 1nuch easier to build support for a new 
project when the people you're trying to persuade are al
ready inclined in your favor. 

Praise, the other reliable generator of affection, both 
charms and disanns. Someti1nes the praise doesn't even 

T HE A PPLI CATION: 

Uncover real similarities and offer 
. . genuine praise. 

The retai ling phenomenon kn own as the Tl1pperware 
party is a vivid illustration of this princi ple in ac tion. 
The demonstration party for Tupperware products is 
hosted by an individual, almost always a woman, who in
vites to her hon,e an array of friends, neighbors, and rel
atives. The guests' affection for their hostess predisposes 
them to buy from her, a dynamic lhat was confirmed by 
a 1990 study of purchase decisions n1ade at demonstra
tion part ies. ·rhe researchers, Jonatha n Frcnzen and 
r larry Davis, writing in the Journal of Consu,ner Research, 
found that the guests' fondness for their hostess weighed 
twice as heavily in their purchase decisions as their re
gard for the products they bought. So when guests at a 
Tupperware party buy someth ing, they aren't just buy
ing to please themselves. They're buying to please the ir 
hostess as well. 

'. h ave to be merited. Researche rs at the Unive rsity of 
North Carolina writing in the Journal of Experimental So
cial Psychology found that men felt the greatest regard for 
an individual who flattered them w1stintingly even if the 
con,ments were 11ntrue. And in the ir book Interpersonal 
Attraction (Addi on-Wesley, 1978), Ellen Berscheid and 
Elaine Hatfield Waister presented experimenta l data 
showing that positive remarl<s about another person's 
traits, attitltde, or performance reliably generates liking in 
return, as well as willing compliance with the wishes of 
LJ1e person offering the praise. 

What's tn1e at Tupperware parties is tn1e fo r business 
in general: If you want to influence people, win friends. 
How? Controlled research has identified several factors 
that reliably increase liking, but two stand out as espe-

Robert B. Cialdini is the Regent ' Professor of Psychology 
at Arizona State University and the author of Influence: 
Science and Practice (Allyn & Bacon, 2001), noiv in its fourth 
edition. Further regularly updated info11nation about the in
fluence process can be found at www.injluenceativork.co1n. 
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Along \'lith cultivating a fru itfu l re lationship, adroit 
111anagcrs can also use praise to repair one that's da1naged 
or unproductive. Imagine you're lhe rnanage r of a good
sized unit within your organization. Your worl< frequently 
brings you into contact \.Vith another manager-call him 
Dan - whom you have come to dislike. No matter how 
rnuch you do for him, it's not enough. Worse, he never 
seerns to believe that you're doing the best you can for 
hi 111 . Resenting his attitude and his obvious lack of trust 
in your abilities and in your good faith, you don't spend 
as much time v'.rith him as you know you should; in con
sequence, t he perfonnance of both his unit and yours is 
deteriorating. 

The research on praise points toward a strategy for fix
ing the relationship. It may be hard to find, but there has 
to be something about Dan you can sincerely admire, 
whether it's h is concern for the people in his department, 
his devotion to his family, or simply his work ethic. In 
your next encounter with hi1n, 1nake an apprec iative 
con1ment about that trait. Make it clear t11at in this case 
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at least, you val ue what he values. I predict that Dan will 
relax his relentless negativity and give you an opening to 
convince him of your competence and good intentions. 

THE PRIN CI PLE OF 

Reciprocity: 
People repay in kind. 

THE APPLICATION: 

Give what you want to receive. 

Praise is likely to have a warming and softening effect on 
Dan because,omery as he is, he is still human and subject 
to the universal human tendency to treat people the way 
they treat him. If you have ever caught yourself sn1iling al 
a coworker just because he or she smiled first, you know 
how this principle works. 

Charities rely on reciprocity to help them raise funds. 
For years, for instance, the Disabled American Veterans 
organization, using only a well-crafted fund-ra ising letter, 
garnered a very respectable 18% rate of response to its ap
peals. But when the group started enclosing a small gift in 
the envelope, the response rate nearly doubled to 35%. 
The gift - personalized address labels - was extremely 
modest, but it wasn't what prospective donors received 
that made the difference. It was that they had gotten any
thing at all. 

What works in that letter works at the office, too. It's 
more than an effusion of seasonal spirit, of course, that 
impels suppliers to shower gifts on purchasing dcpart-
1nents at holiday time. Jn 1996, pmchasing managers ad
mitted to an interviewer from Inc. 11,agazine that after 
having accepted a gift from a supplier, they were willing 
to purchase products and services they would have oth
erwise declined. Gifts also have a startling effect on re
tention. I have encouraged readers of my book to send me 
examples of the principles of influence at work in their 
own lives. One reader, an employee of the State of Ore
gon, sent a letter in which she offered these reasons for 
her commitment to her supervisor: 

He gives me and my son gifts for Christmas and gives 
1ne presents on 1ny birthday. There is no promotion for 
the type of job I have, and my only choice for one is to 
n1ovc to another department. But I find n1yself resist
ing trying to move. My boss is reaching retirement age, 
and I am thinking I will be able to move out after he re
tires ... . [Flor now, I feel obligated to stay since he has 
been so nice to 1Tie. 
Ultilnate ly, though, gift giving is one of the cruder 

applications of the rule of reciprocity. In its more sophis
ticated uses, it confers a genuine first-1nover advantage 
on any manager who is trying to foster positive attitudes 
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and productive personal re lationships in the office: 
Managers can elicit the desired behavior from cowork
ers and employees by displaying it first. Whether it's a 
sense of tn1st, a spirit of cooperation, or a pleasant de
meanor, leaders should model the behavior they want to 
see from others. 

The same holds true for managers faced with issues of 
information delivery and resource allocation. If you lend 
a member of your staff to a colleague who is shorthanded 
and staring at a fast-approaching deadline, you will sig
nificantly increase your chances of getting he Ip when you 
need it. Your odds will improve even more if you say, 
when your colleague thanks you for the assistance, some
thing like, "Sure, glad to help. l la1ow how importaut it is 
for me to count on your help when I need it;' 

TH E PRIN CI PLE OF 

Socia I Proof: 
People follow the lead of similar others. 

THE APPLICATION: 

Use peer power whenever it's available. 

Social creatu res that they are, human beings rely heav
ily on the people around them for cues on how to think, 
fee l, and act . We know this intuitively, but intuition has 
also been confirmed by experiments, such as the one first 
described in 1982 in the Journal of Applied Psychology. A 
group of researchers went door-to-door in Columbia, 
South Carolina, soliciting donations for a chaiity can1-
paign and displaying a list of neighborhood residents who 
had already donated to the cause.1'he researchers found 
that the longer the donor list was, the more likely those 
solicited would be to donate as well. 

To the people being solicited, the friends' and neigh
bors' names on the list were a form of soc ial evidence 
about how they should respond. Bu t the evidence would 
not have been nearly as co1npelling had the names been 
those of random strangers. In an experiment from the 
1960s, first described in the Journal of Personality and So
cial Psychology, residents of New York City were asked to 
return a lost wallet to its owner. They were highly likely 
to attempt to return the wallet when they learned that an
other New Yorker had previously atte,npted to do so. But 
learning that someone from a foreign country had tried 
to return the wallet didn't sway their decision one way or 
the other. 

The lesson for executives from these two experiments 
is that persuasion can be extremely effective when it 
comes from peers. The science supports what most sales 
professionals already know: Testimonials from satis
fied customers work best when the satisfied cll5tomcr 
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and the prospective customer share similar circum
stances. That lesson can help a 1nanager faced ,.vith the 
task of selling a new corporate initiative. Imagine that 
you're trying to streamline your department's work 
processes. A group of veteran employees is resisting. 
Rather than try to convince the employees of the move's 
merits yourself, ask an old-timer who supports the ·initia
tive to speak up for it at a team meeting. The compatriot's 
testimony stands a n1uch better chance of convincing the 
group than yet another speech from the boss. Stated sim
ply, influence is often best exerted horizontally rather 
than vertically. 

THE PRI NCI PLE OF 

Consistency: 
People align with their clear commitments. 

THE APPLI CATI ON: 

Make their commitments active, 
public, and voluntary. 

likely to direct so1neonc's future conduct than the same 
choice left unspoken. Writing in 1996 in the Personality 
and Social Psychology Bulletin, Delia Cioffi and Randy Gar
ner described an experiment in which college students in 
one group were asked to fill out a printed form saying 
they wished to volunteer for an AJDS education project 
in the public schools. Students in another group volun
teered for the same project by leaving blank a form stat
ing that they didn't want to participate. A few days later, 

1 when the volunteers reported for duty, 74"" of those who 
showed up were students from the group that signaled 

, their commitment by filling out the form. 
The implications are clear for a manager who wants to 

pe r uade a subordinate to follow some particular course 
of action: Get it in writing. Let's suppose you want your 
employee to subn1it reports in a more timely fashion. 
Once you believe you've won agreement, ask him to sum
marize the decision in a memo and send it to you. By 
doing so, you'll have greatly increased the odds that he'll 
fu lfi ll the commitment because, as a rule, people live up 
to what they have written down. 

Research into the social din1ensions of con1n1itrnent 
s11ggests that written statements become even more pow
erfuJ when they're made public. In a classic experiment, 

Liking is a powerful force, but the work of pe rsuasion in- described in 1955 in the Journal of Abnormal and Social 
volves more than simply making people fee l warn1ly to- Psychology, college students were asked to estimate the 
ward you, your idea, or your product. People need not length of lines projected on a screen. Some students were 
only to like you but to feel co1nrnitted to what you want asked to write down their choices on a piece of paper,sign 
them to do. Good turns are one reliable way to n1ake peo- it, and hand the paper to the experimenter. Others wrote 
pie feel obligated to you. Another is to win a public corn- their choices on an erasable slate, then erased the slate im-
mitment from them. n1ediately. Still others were instructed to keep their deci-

My own research has den1onstrated that 1n ost people, sions to then1selves. 
once they take a stand or go on record in favor of a posi- The experimenters then presented all three groups 
tion, prefer to stick to it. Other studies reinforce that find- with evidence that their initial choices ,nay have been 
ing and go on to show how even a small, see,ningly triv- wrong. Those \Nho had merely kept their decisions in their 
ial commitment can have a powerful effect on future heads were the most likely to reconsider their original es-
actions. Israeli researchers writing in 1983 in the Person- ti1nates. More loyal to their first guesses were the students 
ality and Social l'sychology Bulletin recounted how they in the group that had written them down and immedi-
asked half the residents of a large apartment complex to I ately erased them. But by a wide margin, the ones most re~ 
sign a petition favoring the establishment of a recreation luctant to shift from their original choices were those who 
center for the handicapped. l 'he cause was good and the had sig11ed and handed them to the researcher. 
request was small, so almost everyone \.vho was as l<cd , This cxperin1ent highlights how much most people 
agreed to sign. l'wo \.Veeks later, on National Collection • wish to appear consistent to others. Consider again the 
Day for the Handicapped, all residents of the complex matter of the employee who has been sub1nitting late re-
were approached at home and asked to give to the cause. ports. Recognizing the power of this desire, you should, 
A little more than half of those who were not asked to , once you've successfully convinced him of the need to be 
sign the petition made a contribution. But an astounding more time ly, reinforce the commitment by making sure it 
92..., of those who did sign donated money. The residents gets a public airing. One way to do that would be to send 
of t he apartment con1plex felt obligated to live up to their the employee an e-mail that reads, "I think your plan is 
commitments because those commitments were active, just what we need. I showed it to Diane in manufacturing 
public, and voluntary. These three features are worth co~ and Phil in shipping, and they thought it was right on tar-
si de ring separately. get, too:' Whatever way such commitments are fonnal-

There's strong empirical evidence to show that a choice ized, they should never be like the New Year's resolutions 
made actively - one that's spoken out loud or written people privately make and then abandon with no one the 
down or otherwise made explicit - is considerably more wiser. They hould be l)Ublicly made and visibly posted. 
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More than 300 years ago, Samuel Butler wrote a cou
plet that explains succinctly why commitn1ents must be 
voluntary to be lasting and effective: "I-le that complies 
against his will/ls of his own opinion still." If an undertak
ing is forced, coerced, or imposed from the outside, it's not 
a commitment; it's an unwelcome burden. Think how you 
would react if your boss pressured you to donate to the 
campaign of a political candidate. Would that make you 
more apt to opt for that candidate in the privacy of a vot
ing booth? Not likely. In fact, in their 1981 book Psycho· 
logical Reactance (J\cade,nic Press), Sharon S. Brehm and 
Jack W. Brehm present data that suggest you'd vote the 
opposite way just to express your resentment of the boss's 
coercion. 

This kind of backlash can occur in the office, too. Let's 
return again to that tardy employee. ff you want to pro
duce an enduring change in his behavior, you should 
avoid using threats or pressure tactics to gain his compli
ance. He'd likely view any change in his behavior as the 
result of intimidation rather than a personal con1mit1n ent 
to change. A better approach would be to identify some
thing that the employee genuinely values in the work· 
place - high-qual ity workn1anship, perhaps, or tea1n 
spirit - and then describe how timely reports arc consis
tent with those values. ·rhat gives the employee reasons 
for improvement that he can own. And because he owns 
them, they'll continue to guide his behavior even when 
you're not watching. 

T HE PR INCI PLE OF 

Authority: 
People defer to experts. 

THE APPLI CATION: 

Expose your expertise; don't assume 
it's self-evident. 

'Two thousand years ago, the Roman poet Virgil offered 
this simple counsel to those seeking to choose correctly: 
"Believe an cxpcrt."That may or n1ay not be good advice, 
but as a description of what people actually do, it can't be 
beaten. For instance, when the news 1nedia present an ac
knowledged expert's views on a topic, the effect on pub
lic opinion is dramatic. A single expert-opin ion news story 
in the New York Tin1es is associated with a 2% shift in pub
lic opinion nationwide, accord ing t o a 1993 study de
scribed in the Public Opinion Quarterly. And researchers 
writing in the A,nerican Political Science Revieiv in 1987 
found that when the expert's view was aired on national 
television, public opinion shifted as n1uch as 496. A cynic 
might argue that these findings only illustrate the docile 
sub1nissiveness of the public. But a fairer explanation is 
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that, amid the teeming complexity of contemporary life, 
a well-selected expert offers a valuable and efficient short· 
cut to good decisions. Indeed, some questions, be they 
legal, financ ial, medical, or technological, require so 1nuch 
specialized knowledge to answer, we have no choice but 
to rely on experts. 

Since there's good reason to defer to experts, execu
tives should tal<c pains to ensu re that they establish their 

Surprisingly often, people mistakenly 

assume .that others recognize and 

appreciate their experience. 
. . . . 

own expertise before they attempt to exert influence. Sur
prisingly often, people mistakenly assume that other rec
ognize and appreciate their experience. That's what hap
pened at a hospital where some colleagues and I were 
consulting. The physical therapy staffers were frustrated 
because so many of their stroke patients abandoned their 
exercise routines as soon as they left the hospital. No mat
ter how often the Slaff en1phasized the importance of 
regular hon,e exercise-it is, in fact, crucial to the process 
of regaining independent function - the message just 
didn't sink in. 

Interviews with some of the patients helped us pin
point the problem. They were familiar with the back
ground and training of their physicians, but the patients 
knew little a bout the credentials of the physical the rapists 
who were urging then, to exercise. lt was a simple matter 
to remedy that lack of information: We merely asked the 
therapy director to djsplay all the awards, diplo1nas, and 
certifications of her staff on the walls of the therapy 
rooms. The result was startling: Exercise compliance 
jumped 34% and has never dropped since. 

\Nhat we found in1mensely gratifying was not just how 
much we increased compliance, but how. We didn't fool 
or browbeat any of the patients. We informed them into 
compliance. Nothing had to be invented; no titnc or re
sources had to be spent in the process. The staff's exper
tise was real- all we had to do was 1nake it more visible. 

The task for managers who want to establish their 
cla ims to expertise is somewhat n1ore difficult. They can't 
sin1ply nail their diplomas to the wall and wait for every
one to notice. A little subtlety is called for. Outside the 
United States, it is customary for people to spend time in
teracting socially before getting down to business for the 
first time. Frequently they gather for dinner the night be
fore their meeting or negotiation. These get-togethers can 
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1nake discussions easier and help blunt disagreements -
remember the findings about liking and similarity-and 
they can also provide an opportunity to establish exper
tise. Perhaps it's a matter of telli ng an anecdote about 
succes:,fully solving a problem similar to the one that's on 
the agenda at the next day's meeting. Or perhaps dinner 
is the time to describe years spent mastering a complex 
discipline- not in a boastflt 1 way but as part of the ordi
nary give-and-take of conversation. 

Granted, there's not always time for lengthy introduc
tory sessions. But even in the course of the preliminary 
conversation that precedes mo:,t n1eetings, there is almost 
always an opportun ity to touch lightly on your relevant 
background and experience as a natural part of a sociable 
exchange. '!'his initial disclosure of personal information 
gives you a chance to establish expertise early in the 
game,so that when the discussion turns to the business at 
hand, \vhat you have to say will be accorded the respect it 
deserves. 

TH E PRINCI PLE OF 

Scarcity: 
People want 111ore of what they can have less of. 

THE APPLICATION : 

Highlight unique benefits and 
e;cc/u:,ive inforn1ation. 

Study after study shcrv,•s that items and opportunities are 
seen to be n1ore valuable as they bccon,e less available. 
That's a tren,endously useful piece of information for 
rnanagcrs. They can han,ess the scarcity rrinci1,le with 
the organizational equivalents of limited-tim e, limited
supply, and one-of-a-kind offers. Honestly informing a 
coworker of a closing window of opportunity-the chance 
to get the boss's car before she leaves for an extended va
cation, perhaps-can n1obilize action dramatically. 

J'vlanagers can learn from retailer · how to frame their 
offers not in terms of what people stand to gain but in 
te,ms of \,vhat they stand to lose if they don't act on the in
formation. 1·he po\.ver of "loss language" was de1non
strated in a 1988 study of CaJifomia ho1ne owners written 
up in the Journal of Applied l'sychology. Half were told 
that if they fully insulated their homes, they would save 
a certain amount of n,oney each day. The other half were 
told that if they failed to insulate, they would lose that 
amount each day. Significant ly more people insulated 
their hon,es when exposed to the loss language. The sa,ne 
phenomenon occw·s in business. According to a 1994 
study in the journal Organizational Behavior and 1-luman 
Dec;sion Processes, potential losses figure far more heavily 
in managers' decision making than potent ial gains . 
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In framing their offers, executives should also remem
ber that exclusive information is more persuasive than 
widely avrulable data. A doctoral student of miJ1e, Am ram 
.Knishinsky, wrote his 1982 dissertation on the purchase 
decisions of wholesale beef buyers. He observed that they 
more than doubled their orders when they were told that, 
because of certain weather conditions overseas, there was 
likely to be a scarcity of foreign beef in the near future. 
But their orders increased 600% when they were in
formed that no one e lse had that information yet. 

·rhe persuasive power of exclusivity can be harnessed 
by any manager who comes into possession of informa
tion that's not broadly available and that supports an idea 
or initiative he or she would like the organization to 
adopt. Tl1e next time that kind of inforination crosses 
your desk, round up your organization's key players. The 
inforn,ation itself may seem dull, but exclusivity will give 
it a special sheen. Push it across your desk and say, "I just 
got this report today. ll won't be distiibuled until next 
week, but I want to brive you an early look at what it 
shows."Thcn watch your listeners lean forward. 

Allow n1e to st res~ here a point that should be obvious. 
No offer of exclusive infom1ation, no exhortation to act 
now or miss this opportunity forever should he made un
less it is genuine. Deceiving colleagues into con,pl iance is 
not only ethically objectionable, it's foolhardy. If the de
ception is detected - and it certainly will be - it will snuff 
out any enthusiasm the offer originally kindled. lt will 
also invite dishonesty toward the deceiver. Rernember the 
nlle of reciprocity. 

Putting It Al I Together 
11,ere's nothing abstruse or obscure about these six prin
ciples of persuasion. Indeed, they neatly codify our intu
itive understanding of the ways people eval uate informa
tion and form decisions. As a result, the principles are 
easy for 1nost people to 1:,rrasp, even those with no formal 
education in psychology. Rut in the seminars and work
shops I conduct, 1 have learned that two points bear re
peated emphasis. 

First, all hough the six principles and their applications 
can be discussed separately for the sake of clarity, they 
should be applied in combination to compound their in1-
pact. For instance, in discussing the in1portance of ex
pertise, I suggested that managers use infor111al, social 
conversations to e:itablish thei r credentials. But that con
versation affords an opportunity to gain information as 
well as convey it. While you're showing your dinner com
panion that you have the skills and experience your busi
ness problen, demands, you can also learn about your 
cotnpanion's background, likes, and dislikes - informa
tion that will help you locate genuine similarities and 
give sincere compliments. By letting your expertise sur-
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face and also establishing rapport, you double your per
suasive power. And if you succeed in bringing your din
ner partner on board, you may encourage other people 
to sign on as well, thanks to the persuasive power of so
cial evidence. 

The other point I wish to emphasize is that the rules 
of ethics apply to the science of ocial influence just as 

' they do to any other technology. Nol only is it ethically 
' wrong to trick or trap others into assent, it's ill-advised in 
, practical tem1s. Dishonest or hjgh-pressure tactics work 

only in the short run, if at all. ·rheir long·tenn effects are 
malignant, especially within an organization, which can't 
function properly without a bedrock level of trust and 
cooperation. 

That point is made vividly in the following account, 
which a department head for a large textile manttfacturer 
related at a training workshop I conducted. She descn11ed 
a vice president in her company who wrung publ ic com
n1itments from depa11menl heads in a highly manipu
lative ma nner. Instead of giving his subord inates time 
to talk or think through his proposa ls carefu lly, he would 
approach them individually at the bul>iel>t moment of 
their workday and describe the benefits of his plan in 
exhaustive, patience-straining detail. 'l'hen he would 
n1ovc in for the kill. "It's very important for n,c to see 
you as being on my team on this;' be would say. "Can I 
count on your support?" Intimidated, fra7.zled, eager lo 
chase the ,nan fron, their offices so they could get back 
to work, the department heads would invariably go along 
wjth his request. Bul because the commitments never 
felt voluntary, the department heads never foll owed 
through, and~ a rc:,ult the vice president's in itiatives all 
blew up or petered out. 

'fhis story had a deep impact on the other participants 
in the worksl1op. Some gulped in shock as they recog
nized their own n1anipulativc behavior. But what stopped 
everyone cold was the expression on t he department 
head's face as she recou11ted the damaging collapse of her 
superior's proposals. She was smili11g. 

Nothing I could say would more effectively make the 
point that the deceptive or coercive use of the principles 
uf social innuence is ethically wrong and pragrnatically 
wrongheaded. Yet the same principles, if applied appro
priate ly, can steer decisions correctly. Legiti111ate exper
tise, genuine obligations, authentic si1nilarities, real so
cial proof, exclusive news, and free ly made commitments 
can produce choices that are likely to benefit both parties. 
And any approach that works to everyone's 1nutual ben
efit is good business, don't you think? Of course, l don't 
want to press you into it, but, if you agree, I would love it 
if you cou Id just jot me a 111emo to that effect. e 
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Paul is an active member of a fraternity at a private college in the South. Dur
ing the last few months, his fraternity has been accused of several alcohol
related incidents and is being closely monitored by the local police as well as 
the college administration. Paul does usually like to party and thinks that beer 
is a good thing to drink on such occasions. Because of these incidents, how
ever, he has also begun to feel that the alcohol policy of his house might be too 
lenient. At the same time, he is acutely aware that a vast majority of his frater
nity brothers are strongly opposed to tightening their alcohol policy. So he has 
never openly expressed his opinion on this matter to them. 

The kind of situation that Paul faces in the above example is extremely com
mon in everyday life. We live most of our lives in groups. We get ideas about what 
is right and wrong from what others in the group are saying and doing. Not only 
that, we also often go along with our group even when we really disagree at heart. 
At the same time, however, there are many occasions in which we firmly st2nd up 
for our opinions and beliefs, even though they conflict with those held by a major
ity of other members, resist influence from the group, assert our views, and try to 

17S 

152 



176 au,pter8 

persuade the others. And in many cases, we can and do, in fact, influence the 
course of action the group eventually takes. Thus, to understand persuasion in 
groups, we have to analyze not only how the individual is influenced by a group 
but also how he or she influences the group. The organization of the present chap
ter reflects this consideration. 

The first theme of the chapter is m11jority influence, or conlon11ity. Often, indi
viduals change their behavior as a result of having been exposed to opinions, 
behaviors, or preferences of other individuals in the group. Paul's example abo\'e 
is a case in point. The source of social influence is a majority within the group (the 
other member& of the house) and the recipient of influence is a minority (Paul him• 
self). Keep in mind that influence can occur without any explicit communication. 
For example, just by observing how the other members behave, Paul probably c:an 
figure out what they think about restricting drinking, what are the consequences of 
agreeing or disagreeing with them on this issue, and the like. As a result of these 
observations, Paul may change his actions 50 that they conform with those of the 
majority, or he may refuse to conform. 

No matter how pervasive and powerful confonnity pressures may be, indi
viduals are rarely passive recipients of influence from the majority. A minority can 
also influence the majority. For example, in Paul's case, if the issue of-excessive 
drinking is important to him, and if he disagrees with the group, he may stand up 
and express his opinion in front of other house members. In other words, Paul may 
become an active minority and initiate innovative processes in the group. How can 
a minority influence a majority? Does minority influence work the same way or 
differently frorn majority influence? These questions will be the topic for the sec
ond section. 

In the third section, we wil1 shift gears and discuss persuasion in groups in 
more natural situations, namely, where members engage in face-to-face discu~ion. 
We will ask whal social influence processes are at work under lhese conditions. 
Finally, we will discuss some pitfalls of group discussion and suggest possible 
way& to avoid these pitfalls. 

Majority Influence 

As Barbara Ehrenreich puts it, "The Jacobins of the multiculturalist movement, 
who are described derisively as P.C., or politically correct, are said to have 
launched a campus reign of terro, against those who slip and innocently say 'fresh
man' instead of 'freshperson,' 'Indian' instead of "Native American' or, may the 
Goddess forgive them, 'disabled' instead of 'diffe1ently abled' '' (Ehrerueich, 1991, 
p. 84). This quote vividly illustrates that even though many of us think it silly to 
confuse verbal purity with a truly enlightened commitment to ethnic and cultural 
diversity, on many American college campuses today, we often cannot help but feel 
pressured to conform and use so-alled politically co11ect terms and phrases (see 
figure S.1). Conformity piessure like this, however, has always existed as long as 
there have been human groups. Not surprisingly, research on this topic can also be 
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FIGURE 8-1 A hapless college teacher encounters 
the mandarins of political co11ecb,ess. 

Sovrrr. R.®est Neubecker. 
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traced back to the very farst years of modem social psychology. SpedficaJly, Sherif 
(1935) and Asch (1951, 1956) used markedly contrasting procedure; to address this 
same topic, with vastly different results and theoretical implications. 

Sherif: Sodal Influence When Physical 
Reality Is Ambiguous 
Common sense suggests that social influence should be quite substantial when we 
do not know what the "right" behavior really is. In these circumstances, our public 
beluwior will certainly be influenced by what other individuals say and do. Evi
dence suggests, however, that social influence can go even deeper, changing our 
private beliefs and perceptions, as well. Sherif (1935) addressed this possibility 
with ingenuity, using a pm7eptual illusion called the aulokinmc effect. 

Imagine that we focus our attention on a pinpoint of light in an otherwise com· 
pletely dark room. Typically, after seveaaJ seconds, the light will appear to move 
erratically. 1ne movement is illusory, because the light source is actually stationary. 
The illusion is due to the absence of any spatial frame of reference that helps locate 
the light. (Remember that the room is completely dark.) Sherif had subjects simply 
estimate the size of light movement in inches. When subjects made thls judgment 
alone, their judgment varied within some siz.able range. Later, they came together 
in groups of two or three and made their judgments aloud, one after the other. Dis
cussion was forbidden. Initially, each member of the group stuck to the particular 
estimate that he or she had made while judging alone, and, as a result, there was 
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considerable disagreement about the precise amount of movement. Over tizne; 
however., the judgments began to converge; people began to agree more and mote 
so that eventually their judgments always fell within a rather narrow comnuni 
rang~. Once this common range, or group nonn, had been created, each person from . 
then on reported pen:eiving a similar amount of movement. lnterestingly, the su~ 
jects continued to respond in accordance with the group norm even when they: 
made " judgment alone and in private, after having left the group. Thus, they were 
not just going along to avoid disagreement. Exposure to the judgments of others 
altered their frame of reference (standard) for estimating movement and, hence, 
their actual perception of movement in this situation. Moreover, they carried the 
new frame of reference with then, and used it outside of the group. In short, the 
group nonn was internalized. 

Asch: Social Influence When Physical Reality Is Clear 

The substantial amount of social influence observed in the Sherif study would 
seem reasonable because, after all, the stimulus was extremely ambiguous. We 
might predid, therefore, that once ambiguity is eliminated and the stimulus is clear 
cut, social influence should disappear. If physical reality is obvious, we should be 
capable of independent judgment and resist any social influence inconsistent with 
this reality. With the goal of studying independtnct from others in mind, therefore, 
Asch (1951, 1956) began a series of experiments. These experiments, however, 
tumed out to be tht most widely cited den,onstrations of conformity. 

Asch presented a standard line, along with two or three comparison lines, to a 
group of individuals. Members of the group were to announce, one at a time, 
which of the comparison lines was identical in length to the standard. This was 
repeated for many trials with different standard and comparison lines. In every 
instance, however, the correct answer was obvious; so when the same judgments 
were made in private, no one made an error. The size of the group varied from con
dition to condition and from experiment to experiment (see following), although 
typically, there were several members. Whatever its si2e, a group always contained 
only one naive subject, and the remaining individuals were accomplices of the 
experimenter who had been instructed ahead of time as to the judgments they 
were to make. The seating was prearranged so that the naive individual would 
always have to report his judgment next to last. By the time his tum came around, 
therefore, almost everybody else had made their opinion public. On one-third of 
the trials, the accomplices were correct and the naive person had no proble11, going 
along. On the other two-thirds, however, something mysterious happened in the 
eyes of the naive subject. All the other members in the group chose what to him 
was clearly the wrong comparison line. 

To his surprise, Asch discovered an appreciable tendency to confo, a, with the 
majority, even though the position taken by the majority was patently incoirect. On 
the ave,age~ the naive subject conformed with the incoi,tct majority on more than 
30% of the trials. Further, more than 60% of the naive subjects made such a confor
mity iesponse at least once during the experiment. Having realized the signifi• 
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cance of the result, Asch quickly changed the objective of the study 180 degrees 
from independence to conformity. He thus contributed a classic method of study
ing majority influence. 

Some Copitive Processes at Work 
in the Asch Situation 

Why does confornuty occur, even in the face of undeniable physical reality? Keep 
in mind that, in the Asch situation, no verbal communication is allowed. Members 
cannot disc11ss their differences and argue why they think their judgment is cor
rect. Thus, social ~uence or persuasion in this situation occurs with minimal 
social interaction, primarily within the mind of the recipient of the influence. Let us 
discuss some impo~t factors implicated in this process. 

Cognitive Conflict 
To begin with, the very fact that the target stimulU$ is crystal clear may produce a 
high degree of cognitive conflict. So111e researchers have argued that it is this con
met that induces a person to conform (Ross, Bierbrauer, & Hoffm~ 1976). They 
reaso" that when physical reality is undeniably clear, we anticipate complete agree• 

· mmt among members. Therefore1 upon discovering a unanimous yet seemingly 
incorrect majority, naive subjects must ask themselves why everyone else in the 
group is making what appears to them to be a clearly incorrect choice. It is very dif
ficult to discount completely the poss11>ility that the majority position might actu• 
ally be correct. As a result, naive subjects begin to question their own sensory 
experience and may, instead, tum to the majority for the "correct" judgment. 
Another important source of ambiguity is an expectation heJd by naive subjects 
lhat since there is a clear physical reality, the majority expects that there will be no 
disagreement among group members. This in tum make$ naive subjects apprehen
sive about what the majority will think of them if they violate this expectation. Such 
apprehension can also lead to a COIWderable presswe to agree with the majority. 

lnfo,mAtional antl No1111atit1e Influence 
Another important determinant of conforn\ity is the goal of the person who con• 
fronts an er1'0neo1.1S majority. Researchers have distinguished two general classes 
of goals. The first is being co11ect. That is to say, members may want to discover the 
correct solution to problems presented to them in a given situation. In the Asch sit
uation, the very fact that a unanimous majority endorses one position may suggest 
that the position must be correct. Individuals then give up trusting their own 
senses and instead conform to the majority. When social influence occurs because 
the member wants to be correct, the influence is said to be informational. The second 
goal is social approwl. Members want to feel liked and approved of by others. In the 
service of this desire, indlviduab may adjust their opinions to those of others; it is 
a tactic that enables them to gain approval or avoid rejection (see Chapter 9 by 
Cialdini in this volume). When social influence is mediated by the motive for social 
approval, it i.,.;. safd to be nonn11livit. 
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There seems to be a sizable component of normative social influence in the 
Asch situation. This has been suggested by subsequent experiments that demon
strate that conforntity decreases dramatically once naive subjects can respond 
anonymously (Crutchfield, 1955; Deutsch & Gerard, 1955; see Allen, 1965, for a 
review). Quite interestingly, however, even in these conditions where complete 
anonymity is assured, some small yet reliable amount of confo,ntity still remains, 
suggesting that some portion of the influence is. inlormational. Finally, it must be 
noted that in the Sherif study discussed above, the influence was predominantly 
inforn,ational. This was indicated by the fact that contrary to Asch's subjects, those 
in Sherif's study continued to judge the light movement in accordance with the 
group no,,,, even after the group itself had been disbanded. 

Majority Siu: The Critical Role of Percephl11l Grouping 
How many individuals does a majority need to have to produce a significant 
amount of conformity? Will a majority produce more confor,nity as its size 
increases? These issues, in fact, were addressed in Asc:h's original experiment, 
where the number of the accomplices was varied from 1 through 16 (1, 2, 3, 4, 8, 
and 16). The result was quite revealing. Conformity u\creased quite rapidly until 
the majority reached the size of 3 or 4 and, thereafter, leveled off. Thus, a majority 
of 8 or even 16 was no more effective than a majority of 3 or 4. This finding has 
been replicated by several other researrllers (Gerard, Wilhelmy, &: Conolley, 1968; 
Rosenberg, 1961; Wilder, 1977). (n every instance, a rather small majority had as 
much power over the individual as did a quite large majority. 

Why this is true is not entirely clear; but we shall offer one tentative interpre
tation along with some evidence for it. Following Wilder (19n), we think that 
when there are more than three or four individuals advocating the same position, 
these individuals are no longer perceived as separate individuals but rather as a 
clique-we pigeonhole them to form a single category like uthose guys with a dif
ferent point of view.'' Once individuals are pacbged, the package functions as a 
single unit, virtually regardless of its size, resulting in no appreciable increase in 
confc,r11ti.ty as its size increases .. Support for this hypothesis comes from several 
experiments. In one study, Wilder (1977) found that individuals are influenced 
more by two indt'pendtnt groups of two people than by one group of four people. 
Similarly, three groups of two individuals were more influential than two groups 
of three individuals, which in tum were more influential than one group of six 
individuals. In short, it is easier to discount the opinions of others when we can 
perceive-these individuals as be~onging together, as being cliqueish or noninde
pendent judges. 

A similar point was made by Kitayama, Burnstein, and Nelson {1987) within 
an Asch·type conformity situation. At the beginning of their study, twelve subjects 
were divided into two groups of six people on an entirely arbitrary basis. Subjects 
were then seated in individual cubicles and exchanged their views on a variety of 
issues by pressing a key on a computer keyboard in front of them. In fact, on sev
eral issues, the feedback about ''others' opinions" had been prearranged so that 
each subject had to express his or her own opinion in fifth place after four Hpre 
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ceding persons" had expressed their opinions, which wer~ uniformly extreme 
responses. Further, these four were either from a single group or from two differ
ent groups (two from one group and the remaining two from the other group). 
Subjects' response tended to move more in the direction of the majority position 
when the majority consisted of two groups of two individuals than when it con
sisted of one group of four individuals. 

Minority Influence 

1e 162 0 
ince, Persuasion, ... 

Let us return to the,case of Paul, the frater1tity brother who thinks that a more strict 
alcohol policy is de;sirable. What if Paul publicly and consistently argues for his 
position, despite~ fact that virtually everybody else in the fraternity strongly 
opposes such a polity? Most likely, other members will try to persuade Paul to 
change his opinion and confornt; they may even threaten to ostracize him 
(Schachter, 1951 ). Nevertheless, suppose Paul still insists on vigOJ'OUSly expressing 
his belief in tighter regulation of alcohol in their house, How would the others 
respond to such a consistent, active minority? 

In this section, we will review research on minority influence. Let us begin by 
distinguishing between two general effects of a minority. 

Two Effects of an Active Minority 

Liberating Effect 
An important role that a minority can play in social influence was suggested by 
Asch in his original series of experiments. In these experiments, Asch showed that 
the influence of a majority can be greatly · · ii it is less than unanimous. In 
one of the experiments, each six-person group contained not only a majority but 
also a minority, that is, a single accomplice who had been instructed to respond 
currecUy throughout. The minority mei1lber was always seated in the fourth posi
tion so that he announced his judgment just prior to the naive subject. In these con
ditions, confo,mity by the subject decreased dramatically. Recall that with a 
unanimous {and incorrect) majority, the naive subject confo1nted on more than 
30o/o of the critical trials. When a single accomplice was instructed to defect from 
the majority and give a correct response, the naive subjects conformed with the 
majority on less than 6o/o of the trials. 

It is evident that the pre~ce of a saaall minority can greatly subvert the power 
of the majority (see Figure 8-2). The example of dissent flees members to express · 
the correct opinion, as they would in the absence of an incorrect majority. A minor
ity can liberatt individuals from a unanimous majority for two reasons. Fint, a 
minority breaks the unanimity of a majority; and second, a minority cm also p~ 
vide social support for a naive subjed's position. Note that although these two 
roles of liberating minorities often go together, they ~ theoretically distinct. For 
example, imagine a case in which the minority's position is quite different from 
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FIGURE 8-2 The presence of an active mhlority an 111ake group 
members feel free to express their own opinions. 

Smltlr. Drawing by Dana Fradon; C 1986 The New Yorker Magazine, Inc. 

that of the majority, as well as that of the naive subject. In this case, the minority 
breaks the unanimity of the majority but does not provide any support for the 
naive subject's position. lnterestingl y, in the perceptual judgment task examined 
by Asch, confoi,1uty was reduced by a minority that dis11greed with both the naive 
subject and the majority as effectively as by a minority that agreed with the naive 
subject, that is, who both broke the unanimity and provided social support (Allen 
& Levine, 1969). It appears, the~fore, that unanimity is the primary source of the 
power of a majority in the Asch situation. 

Belief Com,ersion Effect 
Besides the liberating effect, a minority can have another, equally significant effect. 
Under certain conditions, a minority can influence majority members' private 
beliefs even when the minority is publicly rejected or ignored. In other won:ls, a 
minority «'an produce conversion in the private beliefs of majority members without 
any apparent influence on what they say overtly or publkly. Evidence tends to 
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. 
indicate that sudt a conversion effect produced by a minority is mediated by psy-
chological processes somewhat different froist those underlying majority influence 
or confurnuty. Although still controversial (see e.g., Latan~ & Wolf, 1981; Tanford 
& Penrod, 1984, for alternative views), this possibility is intriguing both theoreti
cally and empirically and, in fact, has been actively pursued by a number of 
researchers since it was first proposed by a French social psychologist, Serge 
Moscovici (e.g., Moscovid & Faucheux, 1972). 

Belief Conversion in Minority Influence 

Several studies have demonstrated, in a situation analogous to Asch's, that a 
numerical minority can influence majority members' (i.e., naive subjects') judg
ments even though the minority's position is incor,ect. In a typical experiment of 
this kind, Moscovici had five individuals name the color of a blue slide (e.g., 
Moscovid & Faucheux, 1972). As in the Asch experiment, the correct amwer was 
very obvious. However, two of the fiv; me111bers were in fact accomplices of the 
experimenter and had been instructeq to report consistently that the color was 
"'green." When the percent of #green'' 1'5ponses made by the naive majority sub
jects was examined, they were found to occur on about 10% of the trials, thus 
demonstrating reliable minority influence. Interestingly, however, the minority 
influence completely vanished when the minority was not consistent, that is, when 
they made cot 1ecl '1>1ue" responses on some trials and incoraect M greerl'" responses 
on the others. Based on findings such as these, Moscovici has suggested that behav
ioral consistency is a nttessary condition for a minority to exert influence on a 
majority (see also Nemeth, Swedlund, & I<anki, 1974; Nemeth&: Wachtler, 1974). 

Why Consistency? 
Earlier in this chapter, we suggested IWo sources of majority influence. First, infor
mational influence occurs because the very fact that a large number of individuals 
agree on an issue suggests that this view must be correct. Second, normative influ
ence takes place beca11se individuals often want to be liked or accepted by the rest 
of the group, namely, the majority. Neither of these processes are likely when the 
source of influence is a numeric minority. Indeed, the fact that very few other peo
ple constitute the minority suggests that its position is likely to be incorrtc:I. Further, 
individuals would presumably wish to be liked by more, rather than fewer, mem
bers, that is, by a majority of their group instead of a minority. 

Moscovici (e.g., Moscovid & Faucheux, 1972) has proposed that, even Wlder 
these circumstances, minorities can still exert an important influence on majorities 
but only if they are consistent in their behavioral style. If a minority consistently 
insists on its position, a majority will not be able to ignore the minority even though 
they still believe that the minority's position is inconect. Also, members assume 
that a minority status is dis.,dvantageous and that there is little incentive for the 
minority to insist on its position unle9 the minority sincerely believes that position. 
The inevitable inference, then, is that the minority men,bers must be really and truly 
convinced that their position is con-ect (Kelley, 1973). As a consequence, the major-
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ity members will begin to think about possible perspectives and potential argu
ments that may ca,,se the minority to believe so slrot\gly in their position. 

To illustrate, let us examine Paul's case again. In their attempt to make sense of 
Paul's deviant behavior, the other members of the fraternity (i.e., the majority) may 
begin generating arguments that would explain Paul's (the minority's) position. 
Naturally, these self-generated arguments would on the whole support his posi
tion. As a consequence, the members will start to see some reasonable points to 
what Paul has been saying, which they had not thought about before. Their private 
opinions may then gradually change. In short, minority influence is likely to be 
mediated by issue-relevant thoughts activated in mexi,bers of the majority by the 
consistent, deviant behavior of a minority, and it is likely to induce private change 
of opinion. (See Chapter 6 by Petty et al. for a discussion of the persuasive effects 
of self-generated thoughts.) 

Minority Influence versus Majority Influence 

Moscovici (e.g., Moscovicl &t Faucheux .. 1972) has argued that the cogniti\fe 
processes involved in generating arguments to explain a deviant position occur 
primarily when the deviant is a minority in the group and that these processes are 
unlikely when a deviant position is taken by a majority (see Maass &: Clark, 1984; 
Nemeth, 1986, for reviews). In the case of majority influence, several factors work 
in concert to reduce the likelihood that members will engage in issue-relevant 
thinking. rll'St, a member may decide to confo11ct publicly to the majority without 
thinking seriously or deeply about arguments explaining what may have caused 
the majority to take the position they did. As we noted earlier, conformity is often 
a tactic to gain approval from a majority (i.e., nonnative influence). If the concern 
for approval dominates one's decision to go along with others, then very few issue
relevant thoughts are likely to be generated. Further, belonging to the majority has 
some obvious advantages, such as higher status and power within the group. 
Recognition of these facts by naive individuals makes them uncertain whether the 
majority members hold to their position because they really believe it or because 
they benefit froot belonging to the majority. We are much less likely to think that a 
member belongs to a minority because of the benefits this status confers. Thus, the 
credibility of the majority is more likely to be in doubt than that of a minority. All 
in all, then, when faced with a deviant position, individuals attend to the issue and 
attempt to understand the deviant perspective only if those holding this perspec
tive constitute a minority, not a majority. 

Support for this analysis con,es from a recent experiment by Atsumi and Bum
stein (1991). They examined whether the judgmental accuracy of a naive men1ber is 
influenced more by an inaccurate majority or an inaccurate minority. Subjects in the 
experiment participated in groups of six. Each subject was seated in front of a com
puter screen, on which a 10 )( 10 mah'ix was displayed. Some of the 100 slots in the 
matrix were filled with cin:les., and the · · were not filled. Subjects• task was 
to judge whether and to what extent the filled slots exceeded SO% of the total slots. 
Atsumi and Burnstein reasoned that the accuracy in this judgment should increase 
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when individuals pay more attention to the stimulus pattern, whereas it should 
decrease if they pay less attention. Each participant observed the responses 
allegedly made by the other members before the participant made his or her own 
judgment. In fact, this information about the others' judgments had been rigged so 
that on some trials, all five of the others' judgments were incorrect (majority condi
tion)r whereas on some trials, only two of them were incorrect (minority condition). 

These researchers found that the accuracy of judgments increased in the 
minority condition but decreased in the majority condition. Their result clearly 
supports the hypothesis that members should pay more attention to the issue in 
question when a deviant position is taken by a minority than when the identical 
position is taken by a majority. Notice also that this experiment suggests a little dis
sent in a group is beneficial. It induces more critical evaluation of the issue and, as 
a consequence, makes for a more accurate group decision. 

Additional and interesting support for the hypothesis that individuals 
attempt to understand a minority position rather than a majority position comes 
from a study by Maass and Clark (1983). In a group discussion about gay rights, 
individuals were more likely to agree with a majority position when their opin
ions had to be expressed in public than when they had to be expressed in private, 
but they were more likely to agree with a minority position when their opinions 
could be expressed in private rather than in public (see al~ Nemeth & Wachtler, 
1974; Maass & Clark, 1984; Nemeth, 1986, for reviews). Thus, ~jority influence 
results mostly in public compliance without private acceptance. Minority influ• 
ence, however, can lead to private acceptance in the absence of any noticeable 
influence in public. 

The Active Minority and Social Change 

All in ail, there is considerable evidence that minorities can influence majorities by 
inducing issue-relevant thought congruent with the minority position. Having said 
this, however, we hasten to point out that it still is fairly rare that minorities have 
substantial impacts on majorities in everyday life. For example, ICalven and Zeisel 
(1966; cited in Nemeth, 1986, p. 23) analyzed 225 juries and found that the majority 
position on the first ballot became the final verdict in over 85% of the cases. 

Perhaps this should not come as any surprae. After all, there are many hurdles 
to be cleared before minorities can produce significant change in both the private 
beliefs and the public behaviors of majorities. To begin with, it may take consider
able time for minority members to make majority members notice as well as think 
about their deviant position. And supposing that the minority is successful in get
ting the majority to examine its position, this in no way guarantees that the major
ity will come up with cogent arguments that support the minority position. 

Even in the best of cilOlfflstances, when the majority members do come up 
with relevant arguments in favor of the minority positio~ there still exists another 
major hurdle. The minority will have to overcome pluralistic ignarana. 

Imagine that you are a member of the &atemity where Paul and his brothers 
are discussing their alcohol policy. Further, suppose that you have been convinced 
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by Paul, in private, that it is necessary to have a more strid alcohol policy. Even if 
you are so convinced, you may not express your opinion because you think that 
other fraternity meml,ers are still opposed to such a position. Now, what if the 
other members, one by one, have also been persuaded by Paul so that virtually 
everyone in the group agr«s with Paul in private? Will anything happen? Maybe 
not-for everyone believes that everyone else is still opposed to a sll ict alcohol pol• 
icy. When, as in this case, people behave in the same way based on a wrong yet 
widely shared belief, the phenon,enon is called pluralistic ignorance. If everybody 
publicly maintains their old position, breaking the consensus can be quite difficult 
even when all of them have been privately converttd to a minority position. 

Group Discussion 

So far, we have discussed majority influence and minority influence separately. In 
real life, of course, these two fornts o! influence are mutual and simultaneous. 
Indeed, group discussion, the typical medium of influence in groups, has certain 
characteristics that cannot be fully captured when the interaction is divided into 
majority influence and minority influence. We will now tum to these more 
dynamic characteristics of group discussion (see Figure 8-3). 

Group-Induced Opinion Shift 

The Risky Shift 
Imagine a college senior who is very eager to pursue graduate study in chemistry 
leading to the Doctor of Philosophy degiee. He has been accepted by both Univer
sity X and University Y. University X has a worldwide reputation for excellence in 
dtemistry. While a degx ee from University X would signify outstanding training in 
this field, the standards are so rigorous that only a fraction of the degree candidates 
actually receive the degree. University Y, on the other hand, has much less of a rep
utation in chemistry, but almost everyone admitted is awarded the Doctor of Phi
losophy degree, though the degree has much less prestige than the corresponding 
degree from University X. 

In many everyday situations, an attractive course of action often entails greater 
risk than a less attractive rourse of action. Thus, a dilemma arises: Should we take 
a chance and go for it, or should. we be more cautious? These dilemmas can be 
highly dramatic, as when the president of a nation and his or her advisers forn,u
late their policies in International and domestic crises; or more mWtdane but still 
important, as when corporate managen evaluate the pros and cons of their invest• 
ment plans. Having a group discussion in these dn:umstances may make perfect 
sense, especially when the stakes involved are very high. 

Because group decisions requhe consensus and compromise, one might expect 
them to be more conservative, prudent, and cautious than individual decisions. In 
1961, however, Stoner reported an effect that challenged this naive belief. He dis-
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FIGURE 8-3 Intimidation in group discussion 

So11rcr. Drawing by Sa•on; ~ 1986 lhe New Yorker Magazuw. Inc. 

covered that individual opinions become riskitr after group diSC1assi.on. In the next 
20 years or so, there was an explosion of studies that tried to understand this phe
nomenon. 

Group Polari:ation 
Once researchers began studying the risky shift, it gradually became cJear, some
what ironically, that risky was a sort of misnomer. Their findings indicated that 
group discussion sometimes does produce more cautious decisions than those 
made by individuals prior to discussion. From a number of subsequent studies, 
a fairly simple rule of thumb emerged in predicting which shift would occur in 
group discussion: Discussion leads members to make more extreme decisions in 
the direction toward which they were initially inclined. For example, if, on the 
whole, members favor a risky course in private prior to discussion, they will 
choose an even riskier option after discussion; however, if, on the whole, they ini
tially favor a cautious course, discussion will lead them to become even more 
cautious. Thus, the initial risky shift effect was a special case of a more general 
effect of group discussion, namely, that discussion produces opinions that are 
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more extrerne than those held by the members before they entered into the dis-
• cuss1on. _ 
Furthermore, some reseatthers have de11,onstrated an analogous shift of opin-

ions through group discussion with a wide variety of topics unrelated to risk. 
Moscovici and Zavalloni (1969), for example, found that French university stu
dents who initially disapproved of US. foreign policy or who initially admired the 
policies of General DeCaulle evidenced even greater disapproval or admiration, 
respectively, after group discussion of these issues (see Doise, 1969, as well as 
reviews by Isenberg, 1986, and Myers & Lamm, 1976). Again. the ruJe of thumb is 
that group discussion induces more extreme opinions or beliefs. In other words, 
group discussion typically polarizes individuals' positions. These findings, as a 
whole, now constitute the phenomenon referred to as g,oup polllriT.Jllion. 

Theories of Group Polarization 
How can group polarization be explained? A number of possibilities have been 
examined in the past 30 years. Here we will focus on the two that have received the 
most resean:h attention: social comparison theory and persuasive argument theory. 
There are some close corutections between these theories and some of the theoreti
cal ideas we examined earlier in this chapter. On the one hand, we have social com
parison theory, which assumes that individuals shift their opinions so as to gain 
approv«I or to be accepted by other group me111bers. This theory therefore says, 
basically, that group polarization is due to normntivt influence. On the other hand, 
persuasive argument theory holds that group polarization is a necessary conse
quence of the argumentation that occurs in group dis(ussion. This theory therefore 
emphasizes the role of issue.relevant trunking and views group polarization as due 
to informational influence. 

Social Comparison 
How can a concern about social approval lead to polarization? The earliest answer 
appeared in an analysis by Roger Brown (1965). He assumed that relatively 
extreme opinions are socially approved and that people who present themselves in 
this fashion are liked. Which extreme happens to be the socially approved one 
depends on what the values actually are. Brown argued that, at least in Western 
culture, a greater value seeir&S to be placed on riskine$ in such domains as games, 
careers, and business, whereas in such domains as health, family, and loved ones, 
prudence is more valued. Accordil)g to this theory, members constantly compare 
their own positions with the positions of others in the group and strive to present 
themselves as at least as ex heme as the others-so comes the name, social C0'1rpari
son (see also Mackie, 1986, for another more recent version of nomaative influence 
in group polarization). 

One seemingly straightforward implication of social comparison theory is that 
group polarization should occur even when one only knows other members' 
choices. No diSCU$$ion should be necessary. This in (act turns out to be the case 
(Sanders & Baron, 1977; Goethals & Zanna, 1979). However, the amount of polar• 
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ization under these conditions is substantially smaller than in more naturalistic 
conditions in which actual discussion takes place. Thus, it is unlikely that social 
comparison is the only mechanism underlying group polarization. 

Persu"sive AJxummt 
The other important theory of group polariution assumes that it is issue-relevant 
thoughts exchanged during discussion that lead to opinion polarization (Burn
stein, 1982; Burnstein & Vinokur, 1977). According to the theory, on any given 
issue, there is a pool of arguments available in the culture, some of which favor one 
position and others of which favor the alternative position. These aiguments, how
ever, are not always shaied; any given person usually thin.ks of only some of these 
arguments. Through group discussion, initially unshared arguments are ex
changed and become widely available. And it is these arguments that are newly 
gained in discussion that lead to polarization. 

This theory explains why group discussion polarizes opinions in a popular 
dittction one that most members were leaning toward prior to diso.ission. Such 
a position is popular precisely because, within the culture, arguments that favor 
that position are more numerous and more persuasive than those that favor the 
alternative position (V-mokur & Burnstein., 1974, 1978; see also Myers &t Lamm, 
1976). In discussion, members are likely to discover more and better reasons for 
having made the choices they did and, hence, polarize their positions. 

Groupthink 

Late in the Eisenhower administration the CIA concocted a plan to send 1,400 
trained exiles into Cuba to overthrow Fidel Castro. When the Kennedy admin
istration took over, the plan was presented to the president and his advisers. 
Some of the latter individuals had deep misgiving about the plan. They knew, 
however, that Kennedy wanted an operation of this kind. As a result, when as 
a group they decided to go ahead with the CIA plan, none of them gave voice 
to their misgivings. It turned out to be a fiasco. Afterward they lamented: 
"How could we have been so stupid?" 

The research we have reviewed thus far is based mostly on laboratory 
experiments. One might ask, therefore, whether the phenomena and theoretical 
principles identified in this work have any relevance to more naturalistic 
groups. In his seminal work on group decision making, Janis (1971) showed that 
a number of psychological factors, including those we have discussed, can have 
some very powerful consequences in the real world. Specifically, these factors 
conspire to create a phenomenon called groupthink, which causes defective 
group decisions. In this section, we will discuss some pitfalls of group discus
sion that have made history, such as the ones exemplified by the Kennedy 
administration's infamous decision to invade Cuba in 1961, and suggest possi
ble ways of avoiding these pitfalls. 
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Groupthink occurs when members of a cohesive group have a strong desire to 
achieve and maintain consensus and unity. This tendency toward concur1ence 
seeking overrides the group's realistic appraisals of their ~ltematives. As a res\llt, 
the group decision has a good chance of being defective. When the membe,s' need 
to agree becomes excessive, they tend to generate arguments that allow the group 
as a whole to rationaJize their preexisting positions. Dissent is not welcome. The 
members become extremely reluctant to communicate disagreements with what 
they perceive to be the established consensus. This reluctance to openly disagree, 
deriving from each individual's desire to secure social approval, leads to an illu
sory confidence in the group decision and to the unwarranted belief that the deci
sion is universally accepted, that it has the status of a group no,11t, and that, as 
such, it is inviolable. In groupthink, the group itself become& sacrosanct. In Janis's 
own words, there arise both an Hunquestioned belief in the group's morality"' and 
an ,,ill11sion of unanimityn so that the issues raised and the arguments made tend 
to be detached from the outside realities. 

Janis demonstrated that the tendency toward groupthink can be seen in well
known policy decisions made by the nation's highest officials. He analyzed and 
compared several good and bad policy decisions made by U.S. presidents and their 
advisers. Drawing on historical documents, Janis concluded that the tendency 
toward groupthink has been the cause of nwnerou, blunders in several adminis
trations. As mentioned earlier, one well-known instance occurred during the 
Kennedy administration when the president and his advisers blindly adopted a 
jerry-rigged plan to invade Cuba. Janis observed virtually every symptom of 
groupthink among cabinet members of the Ke~dy administration during their 
discussion of the invasion plan. For example, one cabinet member at that time, 
Arthur Schlesinger (1965), hankly admitted at a later date that "I can only explain 
my failure to do more than raise a few timid questions by reporting that one's 
impulse to blow the whistle on this nomense was simply undont by the circumstances 
of the discussion'' (p. 255; emphasis added). According to Janis, Schlesinger greatly 
valued his membership in this very powerful and prestigious group and imposed 
self-censorship in order not only to maintain consensus in the group but also, in the 
long nm, to avoid rejection by other cabinet members as well as by the president 
himself. 

A later instance of groupthink can be found in the decision to escalate the Viet
nam War, taken in a series of meetings from 1965 to 1970 by the Johnson adminis
tration. In his recent memoirs, Clark Cliff~rd, a private adviser to President 
Johnson during the escalation in Vietnam, recounted that, on one occasion, when 
he tried to raise doubts about the pie&ident's decision to renew bombing, the sec:
retary of state, Dean Rusk, quickly intet1 upted and Himmediately shifted the dis
cussion to other matters'' (Clifford, 1991, p. 63). Rusk, in this example, volunteered 
to protect the president from potential dissent. Janis called such an individual a 
mind guard. A mind guard protects a leader from a potential threat to his positi01'1$, 
arguments, and beliefs, just as a body guard protects him from a physical assault. 

The self-restraint exercised by Schlesinger and the mind-guard role assumed 
by Rusk are subtle yet extremely powerful means to secure group consensus. At 
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the same time, these behaviors reduce the likelihood that external reality is 
appraised in a balanced and comprehensive fashion. Thus, they are a precursor of 
defective group decisions. 

Remedi~s for Groupthinlc 
What can prevent groups from falling prey to groupthink? Janis has suggested sev
eral possibilities. First, it is important to bring in outside experts who have no 
vested interest in the group in order to present a broad range of ideas and to have 
members of the group debate alternative positions with the outsiders. Second, the 
leader must establish a norm that encourages the critical examination of all possi
ble courses of action. Third, the leader must n:11\clin impartial and avoid publicly 
stating his or her view during discussion. 

To this list, we may add a few more. Hierarchical structure .is a fact of life. In 
real groups, differences in power are salient to members. This leads inevitably to a 
heightened nttd for social approval and acceptance among subordinates. Because 
the need for approval and the desjre for acceptance are major conditions for group
think, procedures that make hierarchy and social approval less salient should 
reduce the likelihood of groupthink. To begin with, it is important for leaders not 
to make their approval <."Ontingent on Nmarks made by other members in discus
sion. Instead, leaders have to make it clear that the members have their support 
and trust regardless of the position takm by tht7,1. In order to demonstrate that support 
and trust are nonconditionaJ, the leader must give evidence of it to subordinates, 
not only in task settings but also in more informal, nonwork domains. In this way, 
a concern for social approval may cease to be a major source of bias when critical 
decisiol'\S are made. A further possibility, noted by Janis, as well, is to form sub
groups or subcommittees that have no formal leader in order to discuss critical 
issues before they are raised as fc,rn,al matters in the larger group. In nonhierar
chical subgroups of this kind, social approval is likely to be only a minor concern. 
All of this is in the service of unbiased and thorough argumentation in the group, 
without which the possibility o( groupthink always looms. 

Summary 

In this chapter, we have reviewed a few lines of research that are fundamental to 
our understanding of persuasive processes in groups. A major distinction is made 
between persuasion produced by a majority and that produced by a minority. It 
was shown that di~t theoretical terms are required to descn"be these two forms 
of social influence. In a nutshell, majority influence generally results in public com
pliance without necessarily producing private acceptance. Minority influence, 
however, usually entails private acceptance without necessarily producing any 
public sign of ac:ceptance. Finally, factors relevant in our understanding of major· 
ity and minority influence are also closely implicated in more naturalistic group 
discussions; they operate in concert to produce such intriguing phenomena as 
group polarization and groupthink. 
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Chapter 12: 
Individual and Group Decision Making 

■ 
Why Does Google Rely on Group Decision Making 
at the Top of the Organization? 
A group of Google executives meets every Monday af
ternoon 1n the corporate boardroom. "The weekly meet
ing, known as Execute, was launched last summer 
with a specific mission: to get the near-sovereign lead
ers of Google's far-flung product groups into a single 
room and harmonize their disparate initiatives." Google's 
co-founders Sergy Brin and Larry Page, VI/ho recently 
took over as CEO, and former CEO Eric Schmidt run 
the meetings. Attendocs at the meeting include Andy 
Rubin, engineering VP for Android, Salar Kamangar, 
VP for Youtube, and Vic Gundotra, engineering VP for 
social networks. Page told a reporter from Bloomberg 
Businessweek that the goal of these meetings is "to get 
these different product leaders together to find time to 
talk through all the integration points. . . . Every time 
we increase the size of the company, we need to keep 
things going to make sure we keep our speed, pace, 
and passion.· 

Over the years, the decision-making process at 
Google led to a host of innovative products such as 
Gmail and Android, not to mention the company's her 
aided search engine. Unfortunately, the company has 
recently encountered several failed offerings, includ
ing Google Buzz, which is a Twitter clone, and Google 
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Wave, a service that allows people to collaborate 
online. 

"Page doesn't explicitly blame those missteps on 
the company's loosely knit management or the famous 
troika at the top Yet he concedes, We do pay a price 
[for shared decision making], in terms of speed and 
people not necessarily knowing whore they go to ask 
questions.' Page believes that his appointment as CEO 
will help the company to get things done faster. 

People outside and inside Google note that Larry 
Page does not fit the profile of a traditional chief execu
tive. He's an introvert who does not like public speaking 
or having a strict daily regimen. This is one reason why 
Google is holding the weekly Execute meetings. Attend
ees at these meetings will become SJX)kespeople for the 
organization around the world. "Page says one of his 
goals is to take the decisive leadership style they have 
shown within their product groups, spread it across the 
company, and apply it to major decisions.· 

Page wants to increase the speed with which people 
make decisions and innovate at Google. He believes 
that the weekly Execute meetings are prime vehicles for 
making this happen. 1 
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Time will tell ,vhether or not Google's approach to decision making works in the 
long run. Individually, we all make decisions on a daily basis. From deciding \-vhat 
clothes to wear to whom ,ve want to ma1Ty, our decisions impact our lives in rnany 
ways. Sometimes our choices are good and other tin1es they are bad. At work, how
ever, decision making is one of the primary responsibilities of being a manager, and 
the quality of one's decisions can have serious consequences. Consider the case of 
Ronald Shaich, chairman and CEO of Panera Bread Compa11y. Despite objections 
from others around lu1t1 , he relied on his own judgment and intuition and decided 
to sell off Au Bon Pain in 1998 i11 order to grow Pancra Bread Company. At the 
time, Panera had 135 stores. He said it was a "bet-the-job kind of choice." The sale 
resulted in $73 million to invest in Panera, and the rest is history. Panera now oper
ates 1,500 cafes around the country. H e told a Bloon1herg Busi11ess1veek reporter 
that "T make n1y best decisions when I'm on vacation . You're not focused on all the 
stuff that comes at you as CEO. I've 1noved into a chairn1a11 role and I'm no,v 1nore 
productive than ever. My decisions are formed by where l want to go."2 

The overall goal of this cl1aptcr is to provide you with a thorough understand
ing of decision making s<> tl1at you can improve the quality of your personal and 
group-based decisions. Who knows, y<>u n1ay one day use material in this chap
ter to help make entrepreneurial decisions like T.,arry Page and llonald Shaich. 
To help in this pursuit, tl1is chapter focuses on (1) models of decision n1aking, 
(2) decision-n1aki11g biases, (3) evidence-based decision making, (4) the dynamics 
of decision making, (4) group decision making, and (5) creativity . 

......................... ~- Lo.1 Models of Decision Making 
TO THE PC)INT D · · .... : ·1 · 1 'f · c.l h · I · I · J I ct · cc1s1on mh!u11g enta1 s 1<. ent1 ymg an c oos,ng a ternat1ve so ut1ons t 1at ea to 
~hat are the key a desired state c>f atl'airs. For example. you ,nay be reading this book as ·part of an 
differences between c>nl ine course that you decided to take because yot1 arc working .full time. Altcma-
rational and nonrational 
models of decision tively, you n1ay be a fuJl-timc student reading this book as part of a course being 

taken on campus. ldentif ying and sorting out alternalives like \.vhen and hc>w lo 
take a course is the process elf decision making. 

making and how can 
these models be 
integrated? 

····· ··· ········· ·~·-····· 

You can use two broad approaches to make decisions. You can follow a ratio
nal n1odel or various nonrational nwdels. Let us now consider how each of these 
approaches ,:vorks. We begin by examining the rational model of decision ma.king. 

The Rational fv1c)del 
The rational model proposes that managers use a rational, four-stage sequence 
when 111aking decisions ( ·ee Figure 12- 1). According to this 1nodcJ, managers 
are con1pletely objective and possess con1plcte information to make a decision. 
Despite criticism for being unrealistic, the rational model is instructive because it 
analytically breaks do\.\1n the decision-making process and serves as a conceptual 
anchor for newer models.3 Let us no\V consider each of these four steps. 

Stage 1: Identify the Problem or Opportunity-Determining 
the Actual versus the Desirable A problem exists \-Vhen the actual situ
ation and the desired situation differ. As a manager, you will have no shortage of 

figure 12-1 The Four Stages in Rational Decision Making 

Stage 1 Stage 2 Stage 3 Stage 4 

Identify the problem - Generate alternative Evaluate Implement and 
or opportunity. . solutions. /I - alternatives and - evaluate the solution 

. select a solution . chosen. 

' ··" .. ,:,.,:..._ ·::~ •·,. . ·,.t ·,.~: . 
' 
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real WORLD // real PEOPLE 

Reed Hastings Seizes Opportunities to Grow Netflix 

Hastings anticipated, virtually from the moment he 
started Netflix, that consumers would eventually pref er to 
get movies instantly delivered via the Internet. (Hastings's 
foresight Is amazing, considering that back in 2CX)(), less 
than 7% of US homes had broadband.) And so rather 
than let any nurnber of current and potential competi
tors - including premium cable channels like HBO . . . 
and some of the biggest compan es in the tee~, world 
swoop in and deliver a lethal blow, Hastings is now re
tooling Netmx as a streaming-video company, disrupting 
his own business before 1t gets disrupled. 

make it synonymous with broadband, and ultimately AOL 
lost customers. 

For Hastings the decline of AOL is a rerninder of what 
happens to companies unwilling to take risks. AOL, the 
dorninant diHl-up online service, stnJggled as broadband 
service proliferated. It had good c-n1a·1 and some unique 
content. bul lt1ose services didn'l buy .t\OL loyalty or 

The opportunity raced by • 1astings involved deciding 
how to get Notflix's 1 O million subscribers to switch from 
DVD to streaming. I lastings decided in 2011 to separate 
ts DVD-by-mail business from the online movie stream
ing business. The move angered customers and tho 
stock price significantly dropped. 

To what extent do you think an individual's per
sonality plays a part in perceiving opportunity? 

SOURCE: Excerpted from M V Copekmd, Reed Hastings: Leader 
ot the Pack," Fortune, December fi, 2010, p 123, Updated 
with "Nelflix Separates DVD, Streaming Businesses,M Florida 
Today.com, http://www.floriootoday.com/article/201 10920/ 
BUSINESS/109200306/1003. Seplen'lber 20, 2011 . 

problems. Customer complaints. E mpl<>yee tu n1over. Con,petitors' 
new products. Production problems. Consider the problems f~tced 
hy MatLel's CEO, Bob Eckert He conclude<.t that l1is company had 
a problem when t\VO of his t<>p managers arrived in hi office to tell 
hin, lead had been discovered in one of the co1npany's toys. Around 
the sa1ne ti1ne, 11ewspapers were publishing reports that magnets 
were becoming d islodged from other Mattel toys: Tf a small child 
swallo\vcd them, they could cause serious damage by attaching 
themselves toget her in tl1e child's .iJ1testines. Eckert had to decide 
whether llis company had a p ublicity problem, a design problem, or 
a production problem- and if it were a production proble1n, \Vhere 
that problem was occurring and why:1 

H o\vever, managers also have to make decisions regarding op
portunities. An opportunity represents a situalion in which there 
are possibilities to do things ll1at lead to results that exceed goals 
and expectations. For example, Reed H astings, founder, cl1airman, 
and CEO of etflix. saw great opportunities in transforming his 
DVD-by-mail company into a streaming-video company (see Real World/Real 
People above). Financial results suggest that Reed clearly capitalized on opportu
nity: Netflix was the stock of the year in 2010, increasing 2000/ o since January. as 
compared to the S&P·500's 7% gain.5 

Wl1ethcr you face a problem or an opportunity, the goal is always the same: to 
make improve1nents that change conditions from their current state to more desir
able ones. T his requires yot1 to d iagnose the causes of the problem. 

decision making Ident ifying and 
choosing solutions that lead to a 
desired end result. 

rational model Logical four-step 
approach to decision making. 

problem Gap between an actual 
and a desired situation. 

opportunity Situat ions that pres
ent possibilities for exceeding goals 
or expectations. 
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Stage 2: Generate Alternative Solutions- Both the Obvious and 
the Creative After identifying a proble1n and its causes, the next logical step 
is generating alternative solu tions. Later in this chapter we discuss several group 
problem-solving techniques that can be used during thjs stage. Unfortunately, a re
search study of 400 strategic decisions revealed that managers struggled during this 
stage because of three key decision-making blunders. These blunders were ( l) rush
ing to judgment, (2) selecting readily available ideas or solutions, and (3) making 
poor a11ocation of resources to study alternati ve solutions. Decisio11 makers thus 
are encouragecl to slo'vv down when rnaking decisions, to evaluate a broader set of 

• 

alternatives, and to invest io studying a greater number of potential solutions.6 

Stage 3: Evaluate Alternatives and Select a Solution- Ethics, 
Feasibility, and Effectiveness In this stage, you need to evaluate alterna
tives in ter,ns of several criteria. Not only are costs and qu.ality important, but you 
should e<>nsider the following questions: (l ) Ts it ethical? (If n.ot, don't consider iL.) 
Returning to the earlier exa1nple of Mattel's problcn1s, CEO Eckert said, "llow 
you ach.ieve st1cccss is just as i1nportant as success itsc1f "7 He announced a recall 
of 18.2 million toys, tl1e largest roca.11 in Mattel's history. The ct)mpany also an
nounced that its magnet toys bad been redesigned lo make them safer and that it 
had investigated the Chine,c;e conlr,tctor that had used the paint containing lead. 
(2) rs it feasible? (1 f tin1e is an issue, costs are hig.h, resources are limited, technol
ogy is needed, or customers are resistant, for instance, tl1an th.c alternative is not 
feasible.) (3) Will it ren1ove the causes and solve the problem? 

Stage 4: Implement and Evaluate the Solution Chosen Once a 
solution is chosen, it needs to be im11le1nented. After tl1e solution is i1nplemented, 
the evaluation 11hase assesses its elle ctiveness. Tf the solution is etfective, it should 
reduce the difference between the actt1al and desired states that created the prob
lem. ff the gap is not closed, the implc1nentation ,vas not successful, and one of 
the following is true: Either the problem was iI1correcUy identified or the solution 
was inappropriate. Ass,1n1ing the implc1nentation was unsuccessful, n1anagement 
can return lo tl1c firsl step, problem identifici:ttion. f f the problem was correctly 
ide111ified, n1anagen1ent should consider i111plementing one of the previously iden
tified , but tlntried, solutions. This process can continue until all feasible solutions 
have been trie,i or tl1e problem has changed. 

Summarizing the Rational Model The rauonal ,nodel is prescriptive, 
ot1tlining a logical process that managers should tlse when making decisions. As 
such, the rational model is b::Lsed on the notion that managers optimize when 
making decisions. Optimizing involves solving problems by producing the best 
possible solution and is based on a set of highly desil·able assumptions- having 
co1nplele information, leavi11g emotions out of the decision-making process, hon
estly and accurately evaluating all alternatives, time aod resources are abundant 
and accessible, and people are willing to implement and support decisions. Practi
cal experience, of course, tells us that these assumptio11s arc u11rea.listic. As noted 
by Herbert Simon, a decision theorist who in 1978 earned the obcl Prize for bis 
\VOrk on decision making, "The assumptions of perfect rationality are contrary 
to fact. It is not a question of approxin1ation; they do not even remotely describe 
the processes that human beings use fo r making decisions in complex situations."8 

That said, there are three benefits of trying to follow a rational process as much 
as realistically possible. 

• The quality of decisions may be enhanced, in the sense that they follow 
more logica lly from all available knowledge and expertise. 

• It makes the reasoning behind a decision transparent and available to scrutiny. 
• If made public, it discourages the decider from actit1g on suspect considerations 

(such as personal advancement or avoiding bureaucratic embarr<issment).9 
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Nonrational Models of Decision Making 
In contrast to the rational model's focus on 110\.v decisions should be made. nonrationaJ 
models attempt to explain how decisions actually are made. They are based on the as
sumption that decision making is unce11ain, that decision makers do not possess con1-
plete information, and that it is difficult for managers to make optimal decisions. Two 
nonrational models arc Herbert Simon's nor1na1ive model and the garbage can moclel. 

Simon's Normative Model Herbert Simon propo ed this model to describe 
the process that managers actually u e when making decision . The proces is guided 
by a decision maker's bounded rationality. Bounded rationality represent the notion 
that decision makers are "bounded" or restricted by a variety of constraints when 
making decision . These constrain ts include any per onal characteri tic or internal 
and external re ource that reduce rational decision making. Per onal characteris
tics include the limited capacity of the ht11nan mind, per onality (a meta-analysi 
of 150 tudie showed that males displayed more risk taking than females), 10 and 
ti rne constraints. Examples of internal re ources are the organization's human and 
ocial capital, financial resource , technology. plant and equipn,ent, and internal 

processe and system . External resources include things the organization cannot 
directly control such as employment level in the com1nunity, capita l availability, 
and govcrn1nent policie . 11 

Ultimately, the e limitation result in the tendency to acquire manageable 
rather than optimal amounts of information. In turn , thi practice makes it dif
ficult for manager to identify all possible alternative solutions. In the long run, 
the constraints of bounded rationality cause decision makers to fa il to evaluate all 
potential alternatives, thereby causing them to satisficc. 

Sati ficing consis t of choosing a elution that 1neets ome mini1num qualifica
tions, one that is "good enough." Satisficing resolves problems by producing solu
tions that are satisfactory, as opposed to opti1nal. Finding a rad io station to listen 
to in your car is a good exan1ple of satisficing. You cannot optimize because it is 
impossible to listen to all stations at the same time. You thus stop searching for a 
station when you find one playing a song you like or do not mind hearing. 

A recent national survey by the Business ·Performance Management Forum 
underscores the existence of satisficing: only 26% of respondents indicated that 
their companies had formal, \.Vell-understood decision-making processes. Respon
dents noted that the most frequent causes of poor decision making included: 

• Poorly defined proce ses and practices. 
• Unclear company vision, 1nission, and goals. 
• Unwillingness of leaders to take responsibility. 
• A lack of reliable, timely information. 12 

The Garbage Can Model As is true of Sin1on's normative model, th is 
approach grew from the rational model's inability to explain ho,v decisions are 
actual ly made. It assumes that organizational decision making is a sloppy and hap
hazard proces . This contrasts sharply with the rational n1odel, which proposed 
that decision makers follow a sequential series of steps beginning with a problem 
and ending with a solution. According to the garbage can model, decisions result 

optimizing Choosing the best pos
sible solution. 

nonrational models Explain how 
decisions actually are made. 

bounded rationality Constraints 
that restrict rational decision making. 

satisficing Choosing a solution 
that meets a minimum standard of 
acceptance. 
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garbage can model Holds that 
decision making is sloppy and 
haphazard. 
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from a complex interaction between fo ur independent streams of events: prob
lems, solutions, participants, and cho ice opportunities. 13 The interaction of these 
events creates "a collection of choices looking for pro blems, issues and feel ings 
looking fo r decision sih1ations in which t hey might be aired, solutio ns looking for 
issues to ,vhich they migl1t be the answer. and decision makers looking for work." 14 

A similar type of process occurs in yotrr kitchen garbage basket. We randomly 
discard our trash and it gets mashed together based on chance interactions. Con
sider, for instance, going to yo ur kitchen trash container and noticing that the used 
co!Tee grounds are stuck to a banana peel. Can you explain how this migh t occur? 
The answer is simple: because they both got thrown in around the same time. Just 
like the process of mixing garbage in a trash container, t he gar bage can model of 
decision making assun1es th.at decision making does not follow an orderly series of 
steps. Rather. at tractive solutions can get m atched up \vith \vhatcver handy prob
lems exist at a given point i11 time or people get assigned to projects because their 
workload is lo\v at that moment. This mode] of decision making thus attempts to 

explain ho\v prob len1s. sc>lutions, participants, and choice op1)ortu
nities interact and lead to a decision . 

The garbage can 1rtodeJ has tour pract ical i1nplications. F irst, this 
model of decision 1nakin g is n1orc pronounced in industries tbat rely 
on science-based i11novations such as pharmaceutical companics. 15 

Managers in these industries thus 11ced to be more alert fo r the pc>
te11tia1 c>f haphazard decision n1ak ing. Second, many decisions a re 
n1ade by oversight or by the presence of a salient oppc>rtunity. For 
example, managers from the Ca mpbell Soup Company needed to 
find a. way to moti,.:ate supermarkets to give them more space on 
tl1c s11clves. 1'hcy th\1s d.ccidecl to create a llC\V shelving system that 
auton1alica]ly slides soup c,Uls to the fron t \Vhcn a shopper picks up 
a car1. The decision was a success. Cuslon1ers bougl1t tnore soup, in
creasing the revenue fo r both Campbell and the supermarkets, ,tnd 
the supe rma rkets reducelt their restocki ng costs.'6 

Third. political tnotivcs freque1ltly guide the process by which participants 
1nakc dccisior1s. It tl1us is important for yott t o co11sidcr t he political ramifications 
of your decisio11s. Organilational politics arc discussed in C l1aptcr 15. l .. inally, 
impor tant problems are mc>re likely to he solved than unimporl,Lnt o nes because 
they a re more sa lient to o rganizational participants. 17 

lntegrat ir1fJ f1at ior:al and ~✓ onra.tior1al Models 
A pplying the idea that decisic>ns are shaped by characteristics <>f prc>blems a nd 
decision n1a kers, consultants David Sno\.vden and M ary Boone have come up with 
their O\.vn approach t hat is not as haphazard as the garbage can model but ac
kno\vlcdgcs the challenges facing today's organj1.ations. T hey c cntially integrate 
ratio nal and nonrational models by iden tifying fo ur kinds o f decision enviro n
ments and a n effective method of decision making fo r each. 18 

1. A simple context is stable, and clear cause-and-effect rela tionsllips can be 
discerned, so the best answer can be agreed on . T his context calls for the 
ra tiona l n1odel, \.Vhere the decision n1aker gathers information, categorizes it, 
and responds j11 an established \Vay. 

2. In a complicated context, there is a clear relationship between cause and ef
fect, but so1ne people 1nay not see it, and more than o ne solution may beef
fective. Here. too, the ratio na l 1nodel applies, but it requires the investigation 
of optio ns. along \.Vi th ana lysis of t hem. 

3. T n a complex context, there is one right answet~ but there arc so many un
knowns that decision makers don't understand cause-and-effect relationships. 
Decision makers therefore need to start out by expe1in1enting, testing options, 
and probing to see what might happen as they look for a creative solution. 
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4. In a chaotic context, cause-and-effect re lationships are changing so fast that 
no pattern emerges. In this context, decision makers have to act first to estab
lish o rder and then fu1d areas where it is possible to identify pat terns so that 
aspects of the problem can be managed. The use of in tuition a nd evidence
based decision making, botl1 of which a re discussed later in this chapter, may 
be helpful in this situation. '~ 

Back to the Chapter-Opening Case 

How does Google's Execute rneetings attempt to integrate rational and nonrational 
rrlOdels of dG'Cision rriaking? 

l 1• Lo.2 Decision-Making Biases 
People make a variety of systematic mistakes ,vhen n1aking decisions. These mis
takes are generally associated \-Vith a host of biases that occur whe11 we use judg
mental heuristics. Judgmental heuristics represent rules of thumb or shortcuts that 
people use to reduce information-processing demands.21> We automatica.lly use 
them without conscious awareness. The use of heuristics helps decision makers to 
reduce the uncetiainty inherent within the decision-making process. Because these 
shortcuts represent kno,vlcdge gained from past experience, they can help deci
sion makers evaluate current problems. But they also can lead to systematic errors 
that erode the quality of decisions, particularly for people facing time constraints 
such as primary health care doctors. For example. a recent study of medical mal
practice claims showed that diagnostic erro rs, which are partly a function of judg
mental het1ristics, accounted for about 40¾, of such cases. Diagnostic errors kill 
40,000 to 80,000 people a year in the United States. Experts suggest that \Ve need 
to becon1e more involved \Vith our hea lth care and follow up on lab resu lts to help 
reduce such misLakes.21 

T here a re hoth pros and cons to the use o f l1euristics. ln this section \VC focus 
o n discussing eight biases that arTect decision making: (J) availability, (2) repre
sentativeness, (3) confirmation, (4) anchoring, (5) overconfidence, (6) hindsight , 
(7) framing, and (8) escalation o f comn1itment. K no\.vledge about these biases can 
help you to avoid using thc1n in the wrong s ituation. 

1. Availability heuristic. The availability heuristic represents a decision maker 's 
tendency to base decisions on information that is readily available in mem
ory. Information is more accessible in memory when it involves an event that 
recently occurred, when it is salient (e.g., a plane crash), and when it evokes 
strong emotions (e.g., a high-school student shooting other students). This 
het1ristic is likely to cause people to overestimate the occurrence of unlikely 
events such as a plane crash o r a high-school shooting. This bias also is 
partially responsible for the recency effect discussed in C hapter 7. For ex
ample, a manager is more likely to give an employee a. positive performance 
evaluation if the employee exhibited excellent performance over the last few 
months. 

judgmental heuristics Rules of 
thumb or shortcuts that people use 
to reduce information-processing 
demands. 
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TO THE POINT 
How would you describe 
the eight decision
making biases? 
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2. Representati,,eness heuristic. The representativeness heuri stic is used when 
people estimate the probability of a n event occurring. It reflects the tendency 
to assess the likelihood of an event occurring based on one's impressions 
about similar occurrences. A n1anager, for cxan1plc, 1nay l1ire a graduate 
from a par ticular university because the past three people hired from this 
universi ty turned out to be good pcrfor1ners. In this case, the "school at
tended" criterion is u ed to facili tate complex information processing a so
ciated with employment intervie\VS. Unfortunately, this shortcut can result 
in a biased decision. Similarly, an individual ,nay believe that he or she can 
master a nC\\I soft,vare package in a short period of time because a different 
type of software wa easy to lea rn . This esti1nate n1ay or rnay not be accu
rate. For example, it may take the individual a much longer period of tin1e 
to lea rn the ne\v software because it involves learning a new program1ning 
language. 

3. Confirmation bias. The confirmation bias has two components. The first is 
to subconsciously decide something before i11vestigating why it is the right 
decision, for example, deciding to purchase a particular type of PDA (per
sonal digital assistant). This directly leads to the second component, which 
is to seek information that supports purchasing this PDA while discounting 
i11formation that does not. 

4. Anchoring bias. How \\1ould you answer the following two questions? Is the 
population of Iraq greater than 40 million? What's your best guess about 
the popt1lation of Iraq? Was your a11svver to the second question influenced 
by the nu1nber 40 million suggested by the first question? If yes, you were 
affected by the anchoring bias. The anchoring bias occurs \vhen decision 
1nakers are influenced by the first information received about a decision. 
even if it is irrelevant. This bias happens because initial information, impres
sions, data, feedback. or stereotypes anchor our subsequent judgments a nd 
decisions. 

5. Overconfidence bias. The overconfidence bias relates to our tendency to be 
over-confident about estimates or forecasts. This bias is particularly strong 
when you are asked n1oderate to extremely difficult questions rather than 
easy ones. Imagi11e the probletn this bias might create for a sales manager 
estimating sales revenue for the next year. Research shows that overoptin1ism 
significantly influences entrepreneurs' decisions to start and sustain ne\v ven
tures.22 To \Vhat extent do yo u thi nk this bias affected the Deep\vater Horizon 
oil rig explosion in 201 O? A presidential o il-spill commission concluded that 
technological an·ogance, ht1bris, and the overconfidence bias played major 
roles (see Rea l World/Real People on page 337).23 

6. Hindsight bias. Imagine yourself in the follo\ving scenario: You are taking 
an OB course that meets Tuesday and Thursday, and your professor gives 
unannounced quizzes each \vcck. It's the Monday before a class, and you 
arc deciding whether to study for a potential quiz or to watch Monday night 
football. Two of your classmates have decided to watch the ga1ne rather than 
study because they don't think there wil l be a quiz the next day. The next 
morning you walk into class and the professor says, "Take ot1t a sheet of 
paper for the quiz." You turn to your friends and say, " I knew we \Vere going 
to have a quiz; why did I listen to you?" The hindsight bias occurs \¥hen 
kno"vlcdge of an ot1tcome in fluences our belief about the probability that \Ve 
could have predicted the ot1tcome ea rlier. We are affected by thi bias when 
\Ve look back on a decision and try to reconstruct \vhy \Ve decided to do 
something. 

7. Fra1ning bias. This bias relates to the n1anncr in which a question is posed. 
Consider the follo\ving scenario: Imagine that the United States is preparing 
for the outbreak of an unusual Asian disease that is expected to kill 600 peo
ple. Two alternative programs to combat the disease have been proposed. 
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real WORLD // rea-t P~(.)PLE 

Overconfidence Bias Partly to Blame for Oil-Rig Disaster 

According to Bob Bea, an engineering professor at tre How could BP have overcome the overconfi-
University of California Berkoly, "technological disasters, dence bias? 
like the PB oil spill, follow a well-worn "trail or tears: Bea 
has investigated 630 different ~pos of disastors ano is 
an expert on offshore drilling. 

"Beu categori7es disasters inlo four groups. Ole s~ch 
group is when an organization simp'y ignores vva'Tling signs 
through ovorconfidonco and incompetcrce. He tninks the 
BP spill falls into that category. Boa pointed lo CO'lgres
sional testimony that Br ignored prcb'ems with a ce:10 
batlt,'ly', leaky cement job, and loose hydraulic fittings." 

"Disasters don't happen because o~ 'an evii empire ,' 
Boa said. 'It's hubris, urrogance, and ,rldolence.'" 

·cutting edge technology often ,~011<s fiawlessty. At 
first, everyone worries about risk. Thon p.,--oclo gel lulled 
inlo complacency t,y suc-,eess, and t~ey forgot mal th()V 
arc operating on the edge, say experts who study disas
ters. Corners gut cut, problems ignored. Then boon1." 

Charles Perrow, u professor a! Yale University. cor--=
cluded that "there's nott1ing sufc out tnere. Vvo li'-<e le 
pretend there is and argue afterwurd, ·n1al's vvhy we 
took the risks, because it hadn't failed be'toru. ·• 

Assume that the exact scientiiic estimates of the consequences of the p ro
grams are as foUov,s: 

l'rogram A: If Program A is adopted, 200 people will be saved. 

Progra,n B: If Program B is adopted , there is a one-third probability that 
600 people will be saved and a tv.10-thirds probability that no people will 
be saved. 

Which of the t,vo programs ,vould you recomn1end?24 Research shows that 
most people chose Program A even tl1ougb. the two programs produce the 
same resu lts. This resiil t is due to the framing bias. T he framiJ1g bias is the 
tendency to consider risks about gains- saving lives-differently than risks 
pertain ing to losses- losing lives. You are encouraged to fran1e decis ion 
questions in aJter11ative ways in order to avoid this bias. 

8. Escalation of con1mitment bias. T he escalation of commitment bias refers to 
the tendency to stick to an ineffective course of action when it js unlikely that 
tl1e bad sitt1ation can be reversed. Personal exam ples include invcsti11g more 
money into an o ld or broken car or putting m ore effort into i1nproving a 
personal relationship that is filled with conflict . A business example pertains 
to Blockbuster "asking cred itors to put up more 1no ney to help it exit bank
ruptcy protection, pro1npting a debate among bondholders about whether 
to invest further in the struggling video chain or put it up for sale." 25 Would 
you invest in Blockbuste r? Researchers recom1nend the following actions to 
reduce the escalation of co1nmitme11t: 

• Set mi11irnum targets for _performance, and have decision 1nakcrs con1parc 
their pcrfonnancc against t hese targets. 

• Regularly rotate managers in key positio ns throughout a project. 
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• :Encourage decision makers to become less ego-involved with a project. 
• Make decisio11 makers a,vare of the costs or persistence.26 

··························►l'• Lo.3 Evidence-Based Decision Making 
TO THE POI NT interest in the concept of evidence-based decision making stems fron1 two sources. 
What is thrust of The first is the desi re to avoid the decision-making biases discus ed in the previous 
evidence-based decision section, and the second is research done on evidence-based n1edicine. Dr David 
making, and what does Sackett defines evidenc.e-based n1edicine as "the conscientious, explicit and judi-
it take to implement 
this approach in ciou use of curren t best evidence in making decision about the care of individual 
organizations? patients." Researchers and practitioners are tudying evidence-based medicine be-
••••••••••••••••.••••••••• cause research suggests that physician n1ake only 15% of their decisions based 

on evidence, and this approach l1elps determine the most efficient use of health 
care resources.27 OB researchers have take11 thi framev.rork and applied it to the 
context of managerial decision making. 

Quite simply, evidence-based decision making (EBDM) represents a process of 
conscientiously using the best available data and evidence when making manage
rial decisions. We explore this nev.1 approach to decision making by beginning with 
a model of EBDM and then reviewing a set of implementation principles that 
can help co1npanies to in1plement this model of decision making. We conclude by 
exa1nining the reasons 1.vhy it is bard to implement EBDM. Understanding this 
111ateriaJ will help you reduce the susceptibility to decision-n1aking biases. 

A Model of E'Jidence-Based 
Decisior1 tv1c1kir1g (EBDM) 
Figure 12- 2 illustrates a five-step 1nodel of EBDM.28 You can see that the process 
begins by gathering internal and external data and evidence about a problem at 
11and. This inforn1ation is then integrated ,vith vie\.vs from stakeholders (e.g., em
ployees, shareholders, custo1ners) and ethical considerations to make a final deci
sion. All told , the process sho"vn in Figure 12 2 help n1anagcrs to face hard facts 
and avoid their perso11al biases when making deci ions. EBDM's u e of relevant 
and reliable data from different sources is clearly intended to make any decision
making context rno re explicit, critical, systematic, and fact based. 

I t i important to consider that evidence i used in three different ways within 
the process depicted in Figure 12- 2: to make a decision, to inform a decision, and 
to support a decision. 29 "Evidence is used to n1ake a decision whenever the deci
sio11 f ollo,vs directly from the evidence .. , For exa1nple, if you \.Vanted to purchase 
a particular used car (e.g., Toyota Prius) based on price and color (e.g., red), you 

figure 12-2 Evidence-Based Decision-Making Model 

Step 1 

Identify the 
problem or 
opportunity 

Step2 

Gather internal 

relevance and 
validity 

' ' 
Step-4 Step& 

. "6ather views from Integrate and 
~keholders t-+I aitically appraise 
affected by aD data and ttien 

_decision aQd make a decision 
oonslder ethical 

' . impllca~ions 
' . 

SOURCE. Derived from RB Bri1e', D Denyer, a"ld D 1\11 .::ioJSSoau '[ vdonce-Based \i1e.regement: Concep· Ciearup lirre?· Academy of 
Management Pers,:;octives, i\Joverrber 2009, pp · 9-32. 
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\Vou ld obtain data fron1 the Internet and classified ad and then choose the seller 
offering the lov.,est priced red Priu . "Evidence is used to inform a deci.sion when
ever the deci ion process combine hard, objective facts \vith qualitative inputs, 
such as intuition or bargaining with stakeholders." For instance, in hiring new 
college graduate, objective data about applicants' past experience, education, and 
participation in student organizations would be relevant input to making a hiring 
decision. Nonetheles , subjective i1nprcssions garnered from intervie\VS and refer
ences would typically be con1bined with the objective data to make a final deci
sion. These t\VO u es of evidence are clearly positive and should be encouraged. 
The sa1ne C.:'lnnot be said about using evidence to support a decision. 

"Evidence is used to support a decision whenever the evidence is gathered or 
modified for the sole purpose of lending Jegiti1nacy to a decision that has already 
been made." This application of evidence has both positive and negative eITects. 
On the positive side, manufactured evidence can be used to convince an external 
audience that the organization is fo llowing a souncl course of action in respon e 
to a cotnplex and ambiguous decision context. This can lead lo confidence and 
good\vill about how a company is responding lo environmental events. On the 
negative side, this practice can stifle employee involvement and input because 
people \Vill come to believe that management is going to ignore evidence and 
just do \Vl1at it wants. There are two takea\vays about using evidence to support a 
decision. First, this practice should not always be avoided. Second, because this 
practice l1as both pros and cons, management needs to carefully consider when it 
"might'' be appropriate to ignore disconfirming evidence and push its own agenda 
or decisions. 

Seven Implementation Principles 
Stanford professors Jeffrey Pfeffer and Robert Sutton have been studying 
evidence-based management for quite some time. Based on this experience, they 
offer seven iinpJementation principles to help companies integrate EBDM into an 
orga11ization's culture. 30 

1. Treat your organization as an unfini hed prototype. TI1e thrust of this prin
ciple involves creating a mindset that the organizalion is an unfinished proto
type that may be broken and in need of repair, 
thus avoiding the hubris and arrogance of con-
cluding tl1at nothing needs to be changed in the 
organization. For example, the products QVC 
seJJs are chosen through a process of experi-
mentation in v.1hicl1 EBDM is used to under-
stand v,ihy om.e prodttcts e!J and others don't. 
The use of experiments, as done at QVC, is one 
recomtnendation for making this happen. The 
Real World/Real People on page 340 illustrates 
how one retailer uses experimentation to deter-
mine the best type of promotions.31 

2. 10 brag, just facts. Thi slogan i u ed by Da
Vita, a company that operates 600 dialy is 
centers, to reinforce a culture that upports 
EBDM. The company measures, monitors, and 
re\vards the effectiveness of its dialysi centers 

evidence-based decision making 
Consc ientiously using the best data 
when making decisions. 
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real WORLD // real PEOPLE 

A Retailer Experiments with Discount Promotions 

The retailer designed six experime'ltal condi1ions- a 
control and five discount leve's tnat ranged ~rem 8 to 
35% for the private-label ,terns. T1e retai er divided i1s 
stores into six groups, and the treatments vvere ra1-
domized across the groups. This meart eacn store 
had a mixture of the experimental conditions d:stribu~ed 
across the different products in tr-e study. For examp:e, 
in Store A- label sugar was discounted 20%. and pri
vate-label mascara was run price, wr1ereas in Slor0 B 
mascara was discounted, but sugar vvas not. This ox 
pcrirnental design allowed the rotailc-r to control ;o~ vari
ations in sales that occurred bewuse tt1e store groups 
were not identical. 

The :est revea·ed that matching the national brand 
P'O~t:ons 1;v,th moderate discounts on the private-label 
prodGcts generated 1 ~ more profits than not promot
ing tne p'."iva:e-label items. As a result, the retailer now 
auto:natically d scounts private-label items when the 
cor1peting national brands are under promotion. 

Why don't more companies do experiments like 
this? 

SOURCC: Excerpted from ET Anderson and D Simester. "Every 
Company Can Profit tron1 Testing Cuslomers' Reactions to 
Cl1anges. HElr8's How to Gel Started," 11.<'lrvard Business ReviP.w, 
March 2011, p 103. 

and palie111 ,..,el1-bei11g 011 a reg ular basis. In conLrasL, l le\-vleLL-P;u;kard's for-
1ner CE() Carly Piorina bragged to the press about the company's n1erger 
with Compaq but failed to do any research on consumers' opinions about 
Cornpaq prodttcts prio r to the merger. These prod11cts were vie\.ved as among 
tl1e worst in the i11dustry. 

3. See yourself and your organization as outsiders do. Many managers are fil1ed 
with Oilti,n ism and inflated vie,vs of their talents and chances for success. 
This leads then1 to downplay risks and to comn1it an escalation of cornmit-
1nent bias. "Having a bl111,t friend, mentor, or counselor," Pfeffer and S11tton 
suggest, "can help yo-i:, sec a11d act on better evidence." 

4. Evidence-based management is not just for senior executives. Research shows 
that the best ()rganizutions are those in which all en1ployees, not Just top 
1nanagers, are cornmitted to EBDM. Ji Pfeffer and St1tton cncotrrage manag
ers lo " treat employees as if a big part of their job is to invent, find, test, and 
imp1e1nenL the best ideas." This implies Lhat employees 1nusl be given the 
train ing an<.l resources needed to engage in EBDM . 

5. Like e,·cr)1thing else, you still need to sell it. "'Unfortunately, ne\V and exciting 
idea.s grab attention even ,..,hen they are vastly inferior to old ideas," say Pfef
fer and Sutton. "Vivid, juicy stories and case studies sell better than detailed, 
rigorous, and admittedly dull data-=-no matter how wrong the stories or how 
right the data." This means that you \Vill need to similarly ttse vivid stories 
and case stu.dics such as the DaVita example used earlier to sell the value 
of EBDM. You can also hire gurus to help sell the value of evidence-based 

• practices. 
6. If all else fails, slo,v the spread of bad practice. Because employees may face 

pressures to do things that are kno,vn to be inefTective, it may be necessary to 
engage in \vhat Pfeffer and Sutto11 call "evidence-based misbehavior." This 
can include ignoring requests and delaying action. Be cautious if you use this 
p1inciple. 

7. The bt--st diagnostic question: '"hat happens when people fail? "Failure hurts, 
i t is embarrassing, and \Ve would ratl1er live without it," say tbe Stanfo rd 
professors. "Yet there is no learning \Vithout failure .. . . If you look at 
l1ow the 1no t effective syslerns in the world are managed, a hallmark is 
that wl1en sometl1ing goes ,vrong, people face the hard fact , learn what 
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happened a nd ,vhy, and keep using those fac ts to make the system better." 
The US civil aviation system is a good example. It has created the safest 
system in world through its accident and incident reporting system. Ford 's 
CEO Alan Mulally is another example. lle meets ,vith his top 15 executives 
every Thursday morning at 7 A.:vt. for 2½ hours to conduct a business plan 
review. "He requires l1is direct reports to post more than 300 cl1arts, each 
of them color-coded red, yellow, or green to i11dicate problems, caution, or 
progress . . . . Afterward , the adjoi11ing Tai1rus and Continental roon1s are 
papered with these charts so MulaJly ca11 study Lhe1n. As the CEO likes to 
say, 'You can't n1anage a secret. When you do this every ,veek, you can't 
hide. "'33 

Despite the known value of using EBDM, there are seven reaso11S \,vhy it is hard 
for anyone to bring tl1e best evidence to bear ,vl1e11 making decisions. They are: 
(l) There's too much evidence. (2) There's not enot1gh good evidence. (3) The evi
dence doesn't quite apply. (4) People are trying to mislead you. (5) You are trying 
to mislead you. (6) The side effects out,veigl1 the cure. (7) Stories are more persua
sive, anyway. 34 

Dynamics of Decisiot1 f\llaking 
Decision making is part science and part art. Accord ingly, this section examines 
decision-making styles, which is part of the "scieoce" component. It is important 
to understand decision-making styles because they influence the ma11ner in which 
people make decisions. We also exarnjne the "art" side of the equation by discuss
ing the role of intuition in decision making and a decision tree for making ethical 
decisions. An understanding of these dynamics can help 1nanagers make better 
decisions. 

,,, L0.4 General 
This section focuses on how an individual's decision-nJaking style affects his o r -her approach to decision making. A decision-making style reflects the combination 
of how an individual perceives and conJprehends stimu]j and the general manner 
in which he or she chooses to respond to such information. 35 A tean1 of research
ers developed a 111odel of deci ion-making styles that is based on the idea that 
styles vary along two differe11t dimensio11s: value orientation and tolerance for 
ambiguity.36 Value orientation reflects the extent to ,vhich an individual focuses on 
either task and tech nical concerns or people and social concern ,vhen making 
deci ions. Some people, fo r instance, are very task focused at work and do not 
pay much attention to people issues, \vhereas others are just the opposite. The 
econd dimension pertain to a person's tolerance for an1biguity. Thi individual 

difference indicates the extent to wl1ich a person has a high need for structure or 
control in hi or her life. Son1e people desire a lot of stnlcture in their lives (a low 
tolerance for ambiguity) and find ambiguous situations stre sful and p ychologi
cally uncomfortable. In contrast, other do not have a high need for structure and 
can thrive in uncertain situations (a high tolerance for ambiguity). Ambiguous 

decision-making style · A combi
nation of how individuals perceive 
and respond to information. 
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figure 1 2-3 Decision-Making Styles 
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situations can e11ergi7.e peopJe with a high tolerance for ambiguity. When the di
rneosions of value orientation and tolerance for ambiguity are combined, they 
form fotlr styles of decision making (sec t 'igure 12- 3): directive, analytical, con
cepLual, and behavioral. 

Directive People ,vith a direciive style have a low tolerance for ambiguity and 
are oriented toward task and technical concer11s wl1en rnaku.1g decisions. They are 
efficient, logical, practical, and systematic in their approach to solving problems. 
People with tllis style arc action oriented and decisive and like to focus on facts. 1n 
their .Pursuit of speed and results, however, these individuals tend lo be autocratic, 
exercise p<>wer and contr<>l, and f<>cus on the short run. 

Jnterestingly, a directive style seerns \Veil st1ited for an air-traffic contr<>ller. 
Here is what PauJ Rinaldi had to say about his decision-making style to a reporter 
from fortune. 

Example. It's not so much analytical as it is making a decision quickly and stick
ing with it. You have to do that knowing that some of the deci ions you're going to 
make arc going to be v,rong, but you're going to make that decision be right. You 
can't back out. You 've eonsta.ntly got to be taking into account the speed of the 
airplane, iLs characteristics, the climb rate, and how fast it's going lo react to your 
instructions. You're taking all that in and processing it in a plit second, hoping 
that it' ll all work together. Tf it doesn't, then you go to plan B .... The percentage 
of us that make it to retirement is not real high. It takes a toll on you. We can't 
make mistakes.37 

Analytical This style has a much higher tolerance for ambiguity and is char
acterized by the tendency to ovcranalyze a sitt1ation. People \Vith this style like to 
consider more information and alternatives than do directives. Analytic individu
als arc careful decision makers who take longer to make decisions but who also 
respond well to new or uncertain situations. They can often be autocratic. 

Zhang Guangming is a good example of son,eone with an analytical style. 
"Zhang Guang1ning's car-buying synapses have been in overdrive for months. 
I-le has spent hours poring over Chinese car buff magazines, surfing Web sites 
to mine data on various models, and trekking out to a dozen dealerships across 
Beijing. Finally, Zhang settled on either a Volkswagen Bora or a Hyundai Sonata 
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sedan. But \Vith cutthroat con1petition forcing dealers to slash prices, he's not sure 
whether to buy now or wajt."38 

Conceptual People with a conceptual style have a high tolerance for ambigu
ity and tend to focus on the people or social aspects of a work situation. They take 
a broad perspective to problem solving and like to consider many options and 
ft1ture possibilities. Conceptual types adopt a long-ter1n perspective and rely on 
intuition and discussions with others to acquire information. They also are \villing 
to take risks and arc good at finding crea.tivc solutions to pro blems. On the down
side, however, a conceptual style can foster an idealistic and indecisive approach 
to decision making. Howard Stringer, Sony Corporation's first foreign-born CEO, 
possesses characteristics of a conceptual s~yle. 

Example. Mr Stri11ger's dilemma is that he is caught between ditferent manage-
1nent styles a11d cultt1rcs. He says he recognizes the risk of falling behind amid 
breakneck changes in electronics. Bt1t he says thert:'s an eq ual risk of moving too 
aggressively. " I don't want to change Sony's culture to the p<>int where it's unrcc
ognjzable from the founde r's vision," he says .... Mr Stringe1~ 65 years ol<l, stuck 
with ran] executive tean, he inherited. He tried gently persuading managers to 
cooperate with one another and urged them lo think. about developing products 
in a ne\-v way. J!I 

Behavioral This style is the most pe-<>ple <>riented of tl1c four styles. People 
,vith this style \l/Ork well with others and enjoy social interactions in whicl1 opin
ions are 01)enly exchanged. Behavioral t)'Pes are suppc)1t ive, receptive to sugges
tions, show warn1th, and prefer verbal to writte11 information. Although they like 
to hold meetings, people with this style ha.ve a tendency to avoid conflict and lo 
be too concerned about others. This can lead behavioral types to adopt a wishy
washy approach to decision making and to 11ave a hard time saying no to others 
and to have difficulty making difficult decisions. 

Research and Practical Implications llcscarch shows that very few 
people have only one do111inant decisic>n-making style. Rather, 1nost managers have 
characteristics that fall into two or three styles. Studies also show that decision
making styles vary by age, occl1pations. persc>nality lypes, gender. and countries.40 

You can use knowledge of dccision-111aking styles in four \vays. Fi rst, kno,vlcdgc 
of styles helps you to understand yourself. A,vareness of your style assists you in 
identifying your strengths and weaknesses as a dcci ion 1riaker and facili tates the 
potential for sclf-i1riproven1ent. Second, you can increase your abi li ty to influence 
others by being aware of styles. For example, if you are dealing wj th an analytical 
person, you should provide as much inforn1ation as possible to support your ideas. 
This sa1rie approach is more likely to frustrate a di rective type. Thi rd, kno\vlcdge 
of styles gives you an awareness of how people cao take the a1ne information and 
yet arrive at different decisions by using a variety of decision-rnaking strategies. 
Different decision-making styles represent one likely source of interpersonal con
flict a t work (conflict is thoroughly discussed in Chapter 13). Finally, it is impor
tant to remember that there is not a single best decision-m.aking style that applies 
in all situations. It is most beneficial to use a contingency approach in "vhich you 
use a style that is best suited for the situati.on at hand . For example, if the context 
requires a quick decision, then a directive style might be best. To contrast, a be
havioral approach would be more appropriate \-Vhen making decisions that involve 
employees' welfare. At this point v-,e cannot provide more detailed reco1nmenda
tions because researchers have not developed a complete contingency theory that 
outlines \vhe11 to use the different decision-making styles. 
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I'• L0.5 The Role of Intuition in Decision Making 
In the book Ho1v We Decide, author Jonah Lehrer concluded that 
intuition is effectively used by many people when 1naking deci
sions.41 fntuition represents judgment , insights, or decisions that 
"come to mind on their O\Vn, ,vithoul explici t awareness of the 
e oking cues and of course without explicit evaluation of the va lid
ity of these cue .'"42 Re earch reveals that anyone can be intuitive, 
and its use is unrelated to gender.43 It thus is important to under
stand the ources of intuition and to develop yo ur intuitive skills 
because intuition i as important a rational analysis in rnany deci
sions. Consider lhe following examples: 

Example. Ignoring recommendations from advisers, Ray Kroc pur
chased the McDonald's brand fron, the McDonald brothers: " I'm 
not a gambler and I didn't have that kind of money, but my funny 
bone instinct kept urging me on." Ignoring numerous naysayers and 
a lack of supporting market research, Bob Lutz, former president of 
Chrysler, made the Dodge Viper a reality. "It was this subconscious, 

vi ceral feel ing. And it just felt right." Ignoring the fact that 24 publishing houses 
had rejected the book and her own publishing hou e wa opposed, Eleanor Friede 
gambled on a "little nothing book," ca lled Jo11atha11 Livingston Seai,,rull: " l felt there 
were truths in this simple story that would make it an international classic."44 

Unfortunately, the use of intui tion doc not always lead to blockbuster decision 
such as those by Ray Kroc or Eleanor Friede. To enhance your under tanding of 
the role of intui tion in decision making, this section reviews a 1nodel of intuition 
a11d discusses the pros and cons of using intuition to make deci ions. 

A Model of Intuition Figure 12-4 presents a n1odel of intuition. Starting at 
the far right, the model shows there are two types of i11tuition: 

l. holistic hunch represents a judgment that is based on a subconscious inte-
gration of information stored in memory. People using th is form of intuition 

-
figure 12-4 A Dual Model of Intuition 
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SOLJRC[S: Based i1 pert on D Kahnerra, and G Klein, "Cond tiof'ls fOI' lntut ve F..xport1so." Amoocml 
Psychdogist. September 2009, po 515-26; E Sadler-Smith and E Shefy, "The Intuitive Executive 
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Fast·Poced 21st Century, Aca.demyof Management fxecutNe February 2005, pp 19-30. 
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may not be able to explain ,vl1y they want to make a certain decision, except 
that the choice "feels right" 

2. Automated experiences represent a choice that is based on a familiar situ
ation and a partially subconscious application of previously learned in
forrnation related to that situation. For example, when you have years of 
experience driving a car, you react to a variety of situations without con
scious analysis. 

Returning to Figure 12 4, you can sec t hat intui tion is represented by two dis
tinct proces es. One i automatic, involuntary a11d mostly effo rtless. The second 
is quite the opposite in that it is controlled, volLu1tary, and effortful. Research 
reveals that tl1cse two processes can operate separately or jointly to influence in tu
ition.45 For exan,ple, when trying to answer one of t11e "Dack to Chapter-Opening 
Case" questions in this book, yo\1 may spontaneously have an answer pop into 
yoi1r 1niod based on your recollection of what yotL previou. ly read (an automatic 
process). Upon further reflection (controllcxi process), ho,vever, you may decide 
your initial thought is \.Vrong and that you need io go back and reread sc>1ne ma
terial to arrive al another anS\ver. This in turn m,1y cause noveJ ideas to come t<> 
mind, and the t\vo processes contintte. T hese intuitive processes arc influenced 
by two sources: ex1)ertise and feelings (see Figure 12 4). Expertise represents an 
individual's combi ned explicit knowledge (i.e., in.formation that can easily be put 
into words) and tacit knowledge (i.e., information gained through experience Lhal 
is difficult lo express and formalize) regarding a11 object, person, situation, <>r 
decision opportunity. 1·rus source of intuition increases with age and experience. 
The feelings component reflects tl1e automatic, underlying c!Tcct 011c experiences 
in response to an object, person, situation, or decision op1-,or lunily. An int11itive 
response is based on the interaction between one's expertise and fccli11gs in a 
given situation. 

Pros and Cons of Using Intuition When Making Decisions On 
the positive side, intuition can speecl up the decision-n1aking proccss.4(, In tuition 
thtts can be valuable in our complex and ever-changing \1/0rld. l ntuilion may be a 
practical approach when resources arc limited and deadlines are tighl. .1:-·or exam
ple, intuition based on deep knowledge and active preparation infc>rrns quick and 
cornplicalcd decisions in an etl'ective hospital emergency departrnent. Recalling 
her work as director of an emergency department, I<.atLtlce11 Gallo says, "While 
the arrival of a helicopter \Vith a whole fan1ily of car-\.vrcck victi1ns 1n ight look like 
a crisis and might be a crisis for the farn ily, it is not a crisis Cor tJ1c staff ... because 
they are prepared. ""7 

On the downside, intuition is subject to the same types of biases associated 
,vilh rational decision making. Lt is particularly susce·ptible to the availabilily and 
represe11tativcncss heuristic , as ,veil as the anchoring, overconfidence, and hind
sight biases. 4~ In addition, the decision m~lker may have difficulty convincing oth
ers that the intuitive decision makes sense, so a good idea may be ignored. 

Where does that leave us with respect to using inluilion? We believe that intu
ition and rationality are co1nplementary and that rnanagers should attempt lo t1se 
both v hen making decisions. We thus encourage you to use intuition when mak
ing decisions. You can develop your intuitive a,vareness by using the guidelines 
sho\vn in Table 12-1. 

intuition Judgments that come to 
mind without explicit awareness of 
the causes or an evaluation of their 
validity. 
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table 12-1 Guidelines for Developing Intuitive Awareness 

. 

1 . Open up the ~lqs~t _ . 

2. Don't mix up your l's 

' . . . 

• 

To what extent do you experience intuition; trust 
your feelings; count on intuitive judgments; 
suppress hunches; covertly rely upon gut feel? 

Instinct, insight, and intuition are not synonymous; 
practice distinguishing among your instincts, your 
insights, and your intuitions. 

3. Elicit good feedback • Seek feedback on your intuitive judgments; build 
. . · .. ;• . . . . . . confidence in your gut feel; create a learning 

· · · · , environment in which you can develop better 
. · intuitive awareness. . . 

4. Get a feel for you( 
batting average 

Benchmark your intuitions; get a sense for how 
reliable your hunches are; ask yourself how your 
Intuitive judgment might be improved. 

. . . 
. 5. Use imagery · ' . · _· :· '. · U~e imagery rather than words; literally visualize 

·· · ·,- · ·. · .. ·. ·. : : . potential future scenarios that take your gut feelings 
:. . ... " ;_' :·: .. ·. :'.. : into account: 

6. Play devil's advocate 

' . 

Test out intuitive judgments; raise objections to 
them; generate counter-arguments; probe how 
robust gut feel is when challenged. 

··7: Capture and:.va.lidate·~- i ·:er:eate·th'e- inner·state to give your intuitive mind the 
your--intuitions : · _: .... :.--·_ .. , freedom to roam; capture your creative intuitions; 

- • = ·, , ·: · · · : . •·:, -! ::109 therri pefore they are censored by rational 
, . , . . , .. ·, •.· ;·, :: -;;_~ , :: .analysis. .. , , 

SOURCE: F'O'l1 c: Sa:.;ler-Sr'l I" and f Shely, "lre r..tJitive Cxocutva. Understandlr.g and Applylng 'Gut Feet' 
1n Dcdsio"•Making. • l'icacfsm'l cf f,;Jar.;ige .. -nant [xoo1Live, NOVflfT'lher 2004, p 88. Copyrignt @ 2004 by The 
Acadc'ily or Maragc-nei 1. Roo·octi:-:ec:I by per"f'lisl".icri :i Thfl N:ademy o' Management via Copyright Clear 
anco CenlEir. 

-- _., _____ ,,_,.,. __ .......... _ .. ___ ,...,,.. .... .... --. .., ... ______ . -.. -----•-- --··--·-·-------

Back to the Chapter-Opening Case 

How wi.l Google's aporoach to decision making increase the use of intuition in making 
decisions? 

Road Map to Ethicai Decision Making: 
A Decision Tree 
In Chapter 1 we discussed the importance of ethics and the growing concern about 
the lack of ethical behavior among business leaders. Unfortunately, research shows 
that many types of unethica l behavior go unreported, and t1nethical behavior is 
negati vely associated \vith employee engagement.49 While these trends partially 
expla in the passage of Jaws to regulate ethica l behavior in corporate America, we 
believe that ethical acts ultimately involve individual or group decisions. It thus 
is important to consider the issue of ethicaJ decision making. H arvard Business 
School professor Consla.nee Bagley suggests that a decision tree can help manag
ers to make more ethical decisions.50 
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figure 12-5 An Ethical Decision Tree 

. . 
Is the propose.cl . , . . )'. . .. 
action legal? l .... 

,I , , 

. 
. ' 

. 

.• . 

No >----~ 

. . . . ~ -~-- ',, '"':•; •;, ,. -•,... .. - ;. .. 
· ls'it'eth1cal? :-- · ~ · . · · . 

IT'~aiis~er, weigh·tne eflect:on:custorners, 
:· ernf:;(df~f;,·-1.r,~ 'dommiJriity, the, environment, 

• ,,,- ' .• ,:,, ' .. • ... • . + 

· "and. f$.ffpptt~rsiiagainst the- benefit to the 
...._----J►·r ,.:j},ai;,..;,,;,.jd~ii!F ·'•·· / • -' ·, i -· ,'. • . 

~ -I •P'S.A:.( ·• :/· ;j •.-• ·," .. ~ ' 
• o ,¥ • ••U • . ·•• ~ ; > • 

. • . ~·~ -~,, . s .. . ---- ,.--

__ .,fili .. DmiiiElll!il 
' . . 

. . . . . 

.. )t'-Jo ··l---~ •l ! 

. 

. . 

SOURcr· ~µrnlcd t;y perrnssicn of H&1rnrd f];;si:1t1&<; R o-1.'(NI r.x .. ib: 'r:;·n ' he cc:r.i2<1 Lear.er'8 De:-;f~on Troo.' t;y (~y1stance E Bagley, 
r ebruary ?003 C',cpyrgt1t 2CXX3 by the Hat\1ard £3u:li''eSf, &hc.x.~ f-\,b.i:,;I 1:",J G'<..,1x:,r:::tJo~. AJ, rig~,ts 'eMr.,ro. 

A decision trl'C is a graphical representation of the proc..--ess underlying decisions 
and it shows the resulting consequences of 1naking various choices. Decision trees 
arc used as an aid in decision ,naking. E Lhical decision 1nak ing frequen tly involves 
trade-otf.-,, and a decisior1 tree l1clps managers navigate through tl1cm. The deci
sion tree shown in Figt1re J 2- 5 can be applied to any type of decision or action 
that an individual 1nanagcr or corporation is contemplating. Looking at the tree, tJ1e 
first question to ask is whether or not the proposed acLion is lega l. If the action is 
illegal, do not do it. If the action is legal, thc11 co11sider the impact of the actio11 
on harcholder value. A decision Lnaximizes shareholder valtte \.Vl1en it results i11 
a more favorable financial position (e.g., increased profits) for an organization. 
W11ether or 11ot an action maxi1n izcs shareholder value, tl1e decision tree sho,vs 

• 
that managers still need lo consider the ethical it11plicalions of the decision or 
action. For exa1nple, if an action n1aximizes sharel1older value, ll1e next question 
to consider is ,vhether or not the cLction is etl1icaJ. The answer to this question is 
based on considering the positive eITect of the action on an organization's otl1er 
key constituents (i.e., customers, employees, tl1e con1rnunity, the environn1ent, and 

decision tree Graphical represen
tation of the process underlying 
decision making. 
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TO THE POINT 
What are the pros and 
cons of group decision 
making and the various 
problem-solving 
techniques? 
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suppliers) against the benefit to the shareholders. According to the decision tree 
framework, managers should make the decision to engage it1 an act ion if t he bene
fits to the sha reholders exceed the benefits to the o ther key constituents. M anagers 
should not engage in the action if the other key constituents wottld benefit more 
from the action than shareholders. 

F igure 12- 5 ilJustratcs that managers use a slightly difTerent perspective when 
their initial conclusion is that an action does not 1naxi n1ize shareholder value. 
In this case, the question becomes, Would it be ethica l not to take action? This 
question necessitates that a manager consider the liar111 or cost of an action to 
shareholders aga inst the costs or benefits to o ther key constituents. If the costs 
to shareholders from a managerial decision exceed the costs or benefits to other 
constituents, the manager or con1pany should no t engage in the action. Con
versely, the manager or company should take act io n when the perceived costs or 
benefits to the other constituents arc greater than the costs to sha reholders. Let us 
apply this decision tree to IBM's decision to raise the amo unt of money it reqt1ired 
retirees to contribute to thei r health benefits.~• The company n1ade this decision in 
order to save money. 

l s it legal for a con1pany to decrease its contribution to retiree health care 
benefits while sin1ultancously raising retirees' contributions? The answer is yes. 
Does an organuation 1na xin1izc shareholder value by decreasing its retiree health 
care expenses? Again, the answer is yes. We no\\, have to consider the overall ben
efi ts to shareholders against the overall benefits Lo other key constituents. The 
a11swcr to this question is more e<)mplex than it appears and is contingent 011 an 
organi:lation's corporate va lues. Consider the following Lwo examples. l n com
pany one, the organization is losing money and it needs cash in o rder to invest in 
ne\v product development. M anagc1nent believes that new product~ will fuel the 
company's ec<>n<>mic growth and ultimate survival. This company's statement <>f 
corporate values also reveals that the orgauuation values profits and shareholder 
return more than employee loyalty. In this case, the company should rnake the 
decision to increase retirees' health care c<>ntrihutions. Compa11y l\¥0, in contrast, 
is profitable and has been experiencing increased market share "vith its products. 
This company's statement of corporate values also indicates that empl<>yees arc 
the 1n<>st important constituent it has, even more than shareholders: Southwest 
Airlines is a good example of a compa11y with these corporate values. Tn this case, 
the co1npany should not make the decision l<> decrease its contribution to retirees' 
benefits. 

I L is important to keep i11 mind that the. decision tree cannot provide a 
quick for,nula that managers and organizations can tise to eva luate every ethi
cal question. Ethical decision making is not always clear-cut and it is afTected 
by cross-cultura l d ifferences. Organizations a rc encouraged to conduct ethics 
training and to increase awareness abo ut cross-cultural issues \vhen tl1c work 
involves people with mixed cultural backgrounds.52 That said, the decisio11 tree 
does provide a framework for considering the tra de-offs between managerial 
a11d corporate actions a nd managerial and corporate ethics. Try using this de
cision tree the nex t time you a re faced with a signi ficant ethical question or 
problem. 

Group Decision Making 
Groups such as commi ttee , task fo rces, project teams, or review panels often play 
a key role in the deci io n-making p rocess. ATA Engineering Inc., fo r example, is 
committed to group decision making. 

Example. At least eight to JO ATA employees arc involved in interviewmg every 
job candidate. If one employee objects to the hire, the candidate may no t be offered 

190 



Chapter Twelve Individual and Group Decision Making 

a job unless that employee changes his or her m_ind. Sometimes, even the biggest 
con1pany decisions are made by workers. When the lease was up on the company's 
building, for instance, ATA formed a comn1ittee of employees to address the issue. 
The group decided to stay put, after determjning the current location was conve
nient to the majority of employees. 53 

ls ATA right in assu1ning that t\VO or more heads are a lways better than one? Do 
all employees desire to have a say in the decision-1naking process? To what extent 
are managers involving e1nployees in the decision-1naking process? What tech
niqt1es do grot1ps use to improve their decision ma king? Are face-to-face meet
ings more effective than computer-aided decision making? This ection provides 
the background for anS\vering these questions. We d iscuss (1) group involvement 
in decision making, (2) advantages and disadvantages of group-aided decision 
making, and (3) group problem-solving techn.iques. 
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Is it ever right to discriminate against people for their own good? 

Harvard business review by HARVARD UNIVERSITY Reproduced with pern1ission of HARVARD BUSINESS REVIEW 
in the forn1at Photocopy for a coursepack via Copyright Clearance Center. 
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H 8 R CA SE STU DY 

The Best of Intentions 

by John Humphreys 

Cynthia Mitchell just stared at her boss, Peter 
Jones. She ad.mired him a great deal, but she 
couldn't be lieve what she had just heard. 

"Let me get this straight," she sajd. "I 
shouldn't give Steve Ripley this assignment, 
even though he's the most qualified candidate, 
because the clients won't let him succeed?" 

"It's your decision- and Steve's, if you de
cide to offer him the job. But I think it would be 
a big m istake," Peter replied. 

"Because he's black," Cynthia prompted. 
"And because we're automatically assuming 
that the mostly white farmers in this district 
won't trust the ir books to a black professional?" 

Peter flushed. "We don't assume it We know 
it. Just ask Betty Inez and Hugh Conley. They 
were every bit as good as Ripley. But we-okay, 
I was blind to the unpleasant reality that plenty 

of discrirn ination still exists out t11ere, like it or 
not. Because of my ignorance, they both failed 
miserably in districts that looked a lot like this 

one. It wasn't their fault, but their careers with 
AgFunds got derailed anyway. I want to give 
Steve a fighting chance, and I want Agfunds to 
have a better record developing minority 
managers." 

Cynthia sighed. "This feels all wrong to me, 
Peter, but I know you wouldn't raise the issue if 
it didn't have any substance. Let me think 
about it." 

Personal Experience 
And think about it she did. Cynthia had flown 
to Houston earlier in the week for AgFunds' re
gional district managers meeting and had been 
enjoying getting to know her colleagues over 
dinners at a variety of excellent restaurants-a 
welcome relief from her rural Arkansas district, 
where the cuJinary choices ran the gamut from 
barbecue to, well, barbecue. She was new at 
her job, and the other district managers-all 
white men- had made her feel welcome and 
offered her survival tips. 

HBR 's cases, lvhich are fictional, present con1n1on n1a11agerial dilemmas 
and offer concrete solutions from expens. 
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Tonight, though, she stayed put at her hotel. 
First she worked out in the gym, then she or
dered a Caesar salad and a beer from room ser
vice. While she waited for the food, she took a 
quick shower. When she finally settled down 
to her meal, she found she didn't have any ap
petite. The situation with Steve Ripley was 
making her really tense. It brought up bad 
memories. She sat back, sipped her beer, and 
remembered how her own career at AgFunds 
had started. 

It wasn't so long ago. A Minnesota native 
with an undergraduate degree from Purdue, 
Cynthia had earned an MBA from the Uni
versity of Kansas. She wanted to stay in the 
Midwest, and she wanted to work with the 
agricultural community. She had originally 
planned to pursue a career with the Chicago 
Board of Trade, but the opportunities there 
hadn't seemed promising. AgFunds-a finan
cial services company specializing in invest
ments and accounting services for farmers 
and fa rmer-owned cooperatives-had pur
sued her aggressively. She had joined the 
firm as an investment trainee in the Chicago 
office after graduation, just four years ago. 
Her first year wasn't that different from 
being in school; she spent most of her time 
studying for the exams she had to take to be
come a fu11y licensed representative. She 
thrived in the competitive training environ
ment and was considered the top graduate in 
her class. 

The best trainees that year were au vying 
for a position in northern Indiana. Mike 
Graves, a highly successful investment rep, was 
being promoted to district manager. Within six 
years, Mike had turned a declining stream of 
clients in Indiana into one of the company's 
largest and 1nost coveted portfolios. Cynthia 
wanted the job badly and was sure she had a 
good shot at it. Her interview with Mike went 
well, or so she thought. She was half planning 
the move to Indiana when she received an e
mail announcing that the job had gone to her 
fellow trainee Bill Hawkins. She was genuinely 
surprised. Bill was a great guy, but his creden
tials didn't measure up to hers. In fact, she'd 
spent a lot of time tutoring him after he failed 
an early licensing test. 

When she ran into Mike shortly thereafter, 
she congratulated him on his promotion. He 
seemed self-consc ious, and before long he 
stumbled into an explanation for why she 
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hadn't been picked for the plum job: "Eventu
ally you'll be a better rep than BiJI. I know it, 
and you know it. But this just wasn't the right 
territory for you. It's very conservative. Our 
customers wouldn't be comfortable doing busi
ness with a woman. One day you'll thank me 
for not putting you into a situation where 
you'd frul." 

Thank him? Cynthia had felt more like 
strangling him. But, like a good sport, she of
fered him some politically correct conciliatory 
statements-"l'm sure you made the right 
choice; you know the territory," and so forth
and kept looking. A month later, she landed a 
less appealing but perfectly adequate sales 
rep's position in a northern Ohio district Pre
sumably, the district was more hospitable to 
women, though she'd had to prove herself to 
plenty of crusty male customers. Cynthia had 
done extremely well in the three years she 
spent there-well enough to be considered a 
rising star at AgFunds. So she wa~n•t surprised 
when Peter, the Houston-based regional vice 
president who oversaw eight southern districts 
in Arkansas, Louisiana, Mississippi, New Mex
ico, and Texas, recruited her to run the Arkan
sas district. The new position was a stretch; 
reps didn't usually get promoted this quickly, 
but she felt ready for the challenge. 

And it definitely was a challenge. Arkansas 
was once a great district, but it had been losing 
customers for 15 years, thanks to a 25-year vet
eran who had gotten more and more comfort
able in coasting mode. Peter had finally 
pushed the guy into early retirement and 
brought Cynthia in to shake things up. The 
sales force wasn't that bad; it had just been 
poorly managed. But Cynthia desperately 
needed at least one powerhouse rep. Privately, 
she admitted to herself that what she really 
needed was a clone of herself four years ago
somebody fresh out of school who was tal
ented, atnbitious, and extremely hungry. 

She considered recruiting the second-best 
rep from her old region (he happened to be a 
good friend), but she wanted to look first at 
the recent crop of eager trrunees. She was in
trigued to discover that Steve Ripley, this year's 
top trainee, was inexplicably available three 
months after the training period had ended. 
He looked great on paper: a recent MBA from 
UClA, a successful summer internship at Ag
Funds, a stint overseas as an economic analyst 
for the U.S. government. So why he was still 
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available? Poor interpersonal skills, perhaps? 
When she met Steve, Cynthia discovered that 
this was far from true. He was personable, 
quick-witted, bright, an excellent conversation

alist He was also a black man in a company 
whose workforce was overwhelmingly white. 

She had interviewed Steve just this week, 
while she was in Houston for the off-site, and 
she had ended the meeting wondering, very 
simply, how she'd gotten so lucky and when 
he could start. Within a few hours, though, her 
curiosity about why he was still available had 

resurfaced. When she asked a fe w discreet 
questions, her fellow district managers in Ar
kansas were evasive; they seemed uncomfort
able. The longest-tenured of them finally told 
her that Steve wasn't necessarily a great frt in 
some parts of their region and suggested that 

she discuss the situation with Pe ter before she 
made an offer. 

Set Up to Fail? 
Cynthia shifted uncomfortably in her hotel 
room chair. She poked at he r salad with dis
taste then scraped at the label on her ha lf. 
empty Saint Arnold beer as she replayed this 
morning's meeting with Peter in her mind. 

It hadn't gone well. 
"We need to talk about Steve Ripley," she 

had started. "He's a remarkable candidate. 
Why wouldn't I hire him if I could get him?n 

"Your predecessor didn't think he was a 
good fit," Peter had said gently. "I have to tell 
you I think he was right And it's not because 
I'm a bigot. I can see you're wondering about 
that Steve's fantastic. He's one of the best 
trainees we've bad through he re in years. But 
the biggest customers in your district don't 
want to work with a black guy. It's as simple as 
that." 

"So if some big customers are discrimina
tory, we'll let them dictate our h iring policy?n 
Cynthia had challenged. 

Pete r had winced at he r remark. "Look, 
Steve's going to be outstanding. He just de
serves to start out in a more hospitable dis

trict. Once the right opportunity opens up, 
he'll be hired, and he'll do brilliantly." 

Cynthia, remembering the job she'd lost 
o ut on in Indiana, then countered by saying, 
"So Steve has far fewer opportunities open 
to him than other, less-qualified applicants 
do." 

"I know it doesn't sound fair, and in one 
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sense it isn't," Peter had said. "But if Steve fails 

in his ftrst assignment, it becomes extremely 
difficult to promote him-we'll be accused of 

favoritism or the very worst form of affirma
tive action. And let's not forget we have some 
obligation to maximize profits. I can almost 
guarantee you that won't happen in your dis
trict if you h ire Steve. If our customers won't 
buy from Steve, it hurts the shareholders, it 
hurts Steve, it hurts you. Okay? How is that a 
good thing?" 

Cards on the Table 
Cynthia didn't sleep well that night. She 
tossed around, half awake, half asleep, agon iz
ing about what her next step should be. Could 
she hire Steve against the explicit advice of her 

new boss? What would it mean for her career 
if Peter turned out to be right, and Steve 
didn't work out? Undoubtedly the easiest 
course would be to keep looking, perhaps to 
hire her colleague from Ohio, who was, after 
all, a proven quantity. Rut that didn't feel 
right 

During one of those 3am moments of ap
parent clarity that so often come to insomni
acs, Cynthia decided to lay things on the line 
with Steve. At 8 am, she called his house and 
asked if they could mee t for lunch. He agreed. 

"Look, what I'm about to tell you is sensi
tive,n she said four hours later as she faced 

Steve over glasses of bubbly wate r at the Daily 
Review Cafe. "So I'm taking a chance. But I'm 
sure you sense a lot of what I'm going to say, so 
let 's just talk about it openly." 

"Sure, what's up?" He looked both quizzical 
and slightly disappointed. 

"Oh Lord, he expected an offer," she 
thought to herself. Cynthia took a deep 
breath and started by telling him the story of 
how she lost the job in northern Indiana to a 
less qualified candidate and how much that 

had bothered he r. She filled him in on the 
conversation with Pe ter the day before. By 
the time she'd finished, he was leaning back 
in his chair, sipping his water, eyes narrowed. 

"I'm not sure what to say," he offered after a 
pause. 

"No need to say anything yet The thing is," 
she continued, "this is a company where 
women and minorities can get al1ead. I know 
that from personal experience. And I walked in 
knowing I had to work harder and perform 

better than other candidates. I'm sure you did, 
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too. But the folks in senior positions some
times decide what's best for candidates with

out consulting them. I know I resented that a 
lot when it happened to me. I don't want to 
continue that pattern. I'm not ready to offe r 
you the job, but I do want you to know what's 
being talked about, and I'm curious to know 
what your response is." 

Cynthia half expected Steve to start sell
ing himself again, as be had dur ing their ini
tial interview- to ask for the chance to 
prove himself, even if it was a tough terri
tory. But his response was more tempered 
than that. 

"As long as we're being open with each 
other, I have to say I' m not sure. I'd like to 
stay in this part of t he country for a few 
years, for personal reasons, but I don't want 
to take a job that sets me up for fa ilure. 
Th ere are other districts in this region where 
blacks have done well." 
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Cynthia was feeling deflated. "So-so you 
want to withdraw from being considered?" 

"I didn't say that. I guess I want to be sure 
that if you offer me the job, I won't be walking 
into a disaster. I don't mind long odds, but I 
don't want impossible odds," he responded. 

Sensing her confusion, Steve smiled quickly, 

his considerable charm in evidence. " I'm sorry 

if it seems like I' m just Jobbing the ball back 
into your court, Cynthia. But from what you've 

told me about your own experience, I trust you 

to make the right call. I really do." 

Should Cynthia hire Steve? 

Reprint R0207X 

To order, call 80<r988-0886 
or 617-783-7500 or go to www.hbr.org 
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Chapter 
Osland, J.S., Kolb, D.A., Rubin, I.M., & M.E. Turner. "Problem Solving:' Organizational Behavior: 

An Experimental Approach, 8/e. Upper Saddle River: Pearson Prentice Hall, 2007. Reprinted 
by permission. 

PROBLEM SOLVING 

OBJECTIVES By the end of this chapter, you should be able to: 

A. Explain the four stages of problem solving. 

B. Describe the red/green modes of problem solving. 

C . Identify the different roles a facilitator or manager plays during the problem solving 
process. 

D. Learn how to facilitate a problem-solving meeting. 

E. Explain Six Sigma and Appreciative Inquiry. 

W HY NoT? 

I DEAS WAITING TO HAPPEN 

While some people claim that the route to innovation is indescribable, we believe there's often a siln
ple, recurrent strucrure to creative thinking. Most original ideas aren't completely original, but instead 
are the result of two basic things: problems in search of solutions and.solutions in search of problems. 

Both approaches have their advantages. If this seems odd, think of television game shows. 
Who Wants to Be a Millionaire looks for the right answer, while Jeopardy! starts with the answer 
and looks for the right question. 

Once a problem has been identified, how do you go about finding a solution? Watching your 
customers is a fine place to start. Rather than invent a new solution from scratch, you can take the 
imperfect, often Rube Goldberg* solutions that people have already found and improve on them. 

But consumer watching has its limits . While the unexpected reaction of consumers often 
signals that something is wrong with a product, there are many problems customers cannot solve 
on their own. This is because real-world consumers have limited resources. 

So an alternative tool is to ask how an unconstrained consumer would solve the problem. We 
call this approach "What would Croesus** do?" as a shorthand for imagining solutions where 
price is no object. These may lead you to a solution that is affordable. 

In his day, Ho,vard Hughes had a Croesus-like flair for spending money to find solutions to 
problems. Imagine that it's 1966 and that you're Hughes. You sometimes have a hankering to 
watch old Bogart films. Unfortunately, the VCR has yet to be invented. What do you do? 

Hughes bought a Las Vegas television station and used it as his private VCR. Whenever he 
wanted, he'd call up the station's general manager and teU him what movie to put on that night. 
We understand that the station played a lot of Casablanca and The Maltese Falcon. 

*Rube Goldberg ,vas a famous cartoonist known for drawing tremendously complex devices that perfonn simple 
tasks in convoluted ways. 

••King Croesus ruled over Lydia in Western Asia Minor (now Turkey) from 560 to 546 BC. The expression "as rich 
ns Croesus" wns based on his legendary wealth. TI1e Lydians were lhe first people to mint coins. 
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ln this spirit, our ''What would Croesus do?" approach begins by imagining a customized 
and very expensive solution. We don' t begin with a view that the solution has to be practical. 
lnstead, we ask: Are there any solutions at all ? 

Problem: Having to wait on hold at a customer service number Donald Trump or Bill Gates 
wouldn 't spend much time on hold .. They would have an assistant stay on the line and buzz them 
when the caU goes through. 

Mere mortals can't afford personal assistants. Is there any way ordinary folks could emulate 
this "personal assistant" strategy? Well, yes. Instead of waiting on hold to speak with an airline 
customer representative, why not have the airline call you back? With caller ID, you wouldn' t 
even have to enter your number. Waiting on hold is not only a pain for the caller but also expen
sive for the company if it 's paying for a toll-free Line. 

Huge sums are being spent right now on technology to move telephone support centers to 
low-wage countries. We invite airlines and other corporations to think about applying a little 
technology to the problem of making your customers less irate. 

Problem: Cash management for the household Your checking accoup.t earns next to no inter
est, yet you may be paying 6 percent on your mortgage. Why don' t you just take all your cash 
and prepay your mortgage? That way you would effectively earn an extra 6 percent on your 
money. Unfortunately, this proposal is impractical. You need to have some cash to pay bills and 
cover emergencies. If you put all of your money into your mortgage, you couldn't get it back 
when you needed it. 

A modern Croesus-or any sizable corporation-could solve the liquidity problem by 
employing an assistant to do sophisticated cash man.agement, using 1noney market funds and a 
standby credit line. Ordinary folk can get the same result only by spending an inordinate amount 
of time shuffling balances back and forth. But what if the bank were willing to help out? What if 
the bank set up a combined mortgage/checking account that charges the homeowner only for the 
net indebtedness? A person with a $200,000 mortgage and a $10,000 checking balance would be 
charged mortgage 'interest only on $ 190,000. 

If you are a retail banker, your first instinct is to reject the idea. Your profitability hangs bn 
having a certain number of customers with idle cash balances. Why give the homeowner an easy 
means to shrink checking balances or to prepay high-rate mortgages? But think about all the time 
customers squander right now trying to manage their cash. Wouldn't it be possible to price the 
combo account in such a way that the bank is as profitable as before but the customer is still 
happy because he has been spared a lot of paperwork? 

In 1997, Richard Branson's Virgin teamed up with AMP and the Royal Bank of Scotland to 
offer the Virgin One account, which nets cash balances against mortgage debt. Your salary is 
electronically deposited into this account. Any checks you write or credit card charges you incur 
are taken out of the account, thereby increasing your outstanding mortgage. 

By late 2001, Virgin One had 70,000 customers. Today it's a very successful mortgage prod
uct in England. This creative idea ·was worth money. The Royal Bank of Scotland bought out Vir
gin and AMP's combined 50 percent share for $150 million in July 2001 . 

The combo account has come at long last to these shores. Wells Fargo launched a similar 
product in October 2002 and claims that it is its most successful product launch. 

Sometimes it isn't helpful to start the problem-solving process by identifying a prob
lem. The solution has to come first. Only after we've discovered a better way do we real
ize in retrospect that there was a problem to be solved. Take an existing solution and find a 
new application. 

Solution: Round-the-dock rental start times Avis rents cars 24 hours a day, starting any time of 
the day ( or night). What's the new application-tha_t is, what other rentals should be flexible with the 

· starting time? Anyone who's landed in Europe on an overnight flight can answer this question: hotel 
rooms. You anive at 7:00 a.m. and want to shower and change, but it's six hours until check-in time. 

Hotels would have to make an effort to provide this convenience. Coordinating room clean
ings should be more challenging. And reservations would bave'to include a check-in time to 
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ensure that a room would be available. But if Avis can program its computers to handle the prob
lem, surely Sheraton can, too. Some airport hotels have begun offering this service. We think that 
some city center hotels should fol low suit, perhaps dedicating one floor for this service. 

Solution: Inflation-indexed bonds The U.S. Treasury protects you from unanticipated inflation 
by offering 'l 'IPS, or Treasury Inflation-Protected Securities. What else could be indexed? Munjci
pal bonds. This has been done only a handful of times. They would be immensely attractive to 
investors who worry about both inflation and taxes. Right now investors in TIPS still face the risk 
of uncertain taxes on their returns because federal tax is due on both the real return (now about 2 
percent) and the inflation lcicker. If inflation hits 8 percent and the bonds start paying IQ percent, 
your aftertax, net-of-inflation return will be in the neighborhood of negative 1.5 percent A state 
offering an indexed return could probably offer a real return not much more than 1 percent to 2 per
cent and still get a lot of takers. 

Solution: Battery-operated spinners The Spin Pop, introduced in 1993, was one of the most 
successful new interactive candy launches ever. More than 85 milUon of these motorized lollipop 
holders bave been sold worldwide. Hold your tongue steady and spin the candy against it. Now, 
what other question does the Spin Pop answer? After roaming the aisles of Wal-Mart, the Spin 
Pop creators found tbe right question: bow to drive down the price of the electric toothbrush. 
Spin Pop gave birth to SpinBrush. In a little under four years John Osher and others turned a $1.5 
million investment into a $475 miUion payout when Procter & Gamble bought them out. 

Sometimes flipping thing.s around provides a useful solution to a different problem. What 
we call symmetry takes an existing solution in a given context and turns it around to get a 
new perspective. Inflation-indexed bonds are a great idea. Tum this around. Would it also work 
to borrow at an inflation-indexed rate? This flip leads us to the inflation-indexed mortgage. Each 
year your payments go up with the rate of inflation. In countries with high inflation, such loans 
are standard. Even with low inflation, such as the 2 percent in the United States, these loans 
would allow people to borrow up to 50 percent more or to start off with payments that are a third 
less. Young families could suddenly afford to buy l:l lot bigger house. 

For the most part, people find an answer that works and don ' t get in the habit of looking for 
an even better solution. Or we think there is some natural way of doing things and stop looking 
for alternatives. 

Take the ketchup bottle. Did you ever store one upside down in order to make it flow faster? 
How long did it take for Hunt's and H.J. Heinz to figure out they could turn the label upside 
down? According to Heinz's Casey Kel1er, the change was no small matter: "We believe this is 
probably the biggest idea in ketchup since the invention of the plastic squeeze bottle." In the old 
days Heinz used Carly Simon's "Anticipation" in its marketing. The updated campaign is "No 
wait. No mess. No anticipation." Ketchup is not the only product to take advantage of this 
insight: Toothpaste, shampoo and even sour cream are now available upside down. 

Coming up with a great idea is only the beginning of the battle. If you really want to change 
your company or the world, you need to sell the idea and you need others to buy in . In pitching 
an idea, try to make it familiar. It's hard enough for ~steners to absorb a radically new idea. Don' t 
make them also absorb a new context. Colgate has applied this rule brilliantly with its new Sim
ply White tooth-whitening gel. The home-use tooth whitener is an unfamiliar product. Yet the 
Colgate product evokes a strong deja vu-its packaging bears a powerf uJ resemblance to that for 
Wite-Out, the familiar typo corrector. 

Got a good idea? Don' t get carried awa y with secrecy. If you can't make money on it your
self, share it The open-source movement in software development shows that a dispersed com
munity of code writers can succeed in developing interlocking products that are free to the world. 

We propose an open-source movement for everyday ingenuity. If you generate valuable ideas, 
even ones that seem to speak for themselves, you are likely to be in demand to help put them into prac
tice. Being known as an idea person tends to pay big rewards in our society. Instead of hoarding ideas 
in hopes of a killer payoff, put the ideas out there and see what happens. 
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THE KNOWLEDGE BASE 

No problem can be solved from the same level of consciousness that created it. 
Albert Einstein 

For many scholars who study organiza~ions and management, the central characteristic of orga
nizations is that they are problem-solving systems whose success is measured by how efficiently 
they solve the routine problems associated with accomplishing their primary mission-be it 
manufacturing automobiles or selling insurance--and how effectively they respond to the emer
gent problems and opportunities associated with survival and growth in a changing world. Kil
mann 's view is representative ·of this pe~pective: 

One might even define the essence of management as problem defining and problem solving, 
whether the problems are well structured, ill structured, technical, human, or even environmental. 
Managers of organiultions would then be viewed as problem managers, regardless of the types of 
products and services they help their organizations provide. It should be noted that managers 
have often been considered as generic decision makers rather than ·as problem solvers or prob
lem managers. Perhaps decision making is more akin to solving well-structured problems where 
the nature of the problem is so obvious that one can already begin the process of deciding among 
clear-cut alternatives. However, decisions cannot be made effectively if the problem is not yet 
defined and if it is not at all·clear what the alternatives are, can, or should be. 1 
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In this view, the core task of management is problem solving. Views on problem solving, 
however, have expanded due to two major changes. First, more organizations are looking not at 
problems but at opportunities and what they· do best. The discussion on Appreciative Inquiry is an 
example of this trend. Second, problem solving has been delegated in many organizations to 
employees, starting with employee involvement groups and total quality management to Six 
Sigma and project teams. Problem0solving techniques are now taught at all levels in companies 
that have a continuous improvement orientation. In addition to profiting from their ideas, involving 
employees in problem solving empowers them, gains their commitment to solutions, and develops 
their management skills. 

General Electric's Work-Out program is a prime example of an organization-wide effort at 
involving employees in problem solving. Large companies have many competitive advantages 
due to their size. Unless they take special measures, however, they can also become inefficient, 
resistant-to-change bureaucracies characterized by rigid functional silos. GE addressed this dan
ger with Work-Out, a program designed to cut through bureaucracy and across boundaries to 
solve problems fast with the help of people at all levels of the company. First, a large group of 
employees address a concern, a "target opportunity," identified by employees or senior manage
ment. Next, cross-functional and cross-level teams come up with recommendations. Finally, the 
teams present the recommendations to senior management who discusses the recommendations 
with them and, on the spot, accepts or rejects them. (This is similar to the action learning that 
takes place in the "Women and Global Leadership at Bestfoods" case, at the end of this book.) 
Work-Out has saved GE over $100 million.2 Although it was designed to counter the disadvan
tages of a large bureaucracy, Work-Out has also been used successfully in small firms. 

Groups are used in solving complex problems when no one person has all the necessary infor
mation, skills, and diverse perspectives. Other people contribute new dreams, new ideas, infonnation, 
and help in getting things done. As such, problem solving is not just a mental puzzle but also a social 
process that requires communication, perception, creativity, conflict management, and group and 
facilitation skills. Employees at all levels are more likely to be committed to implementing the solu
tions to problems if they have participated in the problem solving process. Therefore, the decision 
about who is invited to problem solving groups is critical. As a general rule, those who are likely to be 
critical in the implementation stage of a solution should be members of the problem solving team, 
along with those who have the most knowledge about the situation and the most power to change it. 

A MODEL OF PROBLEM SOLVING 

Some of the frequent mistakes people make in problem solving are failing to see the potential 
opportunities in problems, leaping too quickly to discussing potential solutions before completely 
analyzing the problem, and not focusing enough on implementation issues. The Kolb model of 
problem solving as a dialectical process3 shown in Exhibit 11- 1 is designed to prevent these mis
takes. This structured approach to probletn solving is designed to facilitate a thorough considera
tion of complex problems. This is a normative model, which means that it shows bow a process is 
done ideally. Not surprisingly, the model is based on Kolb's theory of experiential learning found in 
Chapter 3. It consists of four analytical stages that correspond to the four stages of the experiential 
learning cycle: Stage 1, situation analysis, corresponds to concrete experience; Stage 2, problem 
analysis, to reflective observation; Stage 3, solution analysis, to abstract conceptualization; and 
Stage 4, implementation analysis, to active experunentation. These four stages form a nested 
sequence of activities in that each stage requires the solution of a particular analytical task to frame 
the succeeding stage properly. The major focus of each stage is captured in these questions: 

Situation Analysis: What's the Most Important Problem? 
Problem Analysis: What Are the Causes of the Problem? 
Solution Analysis: What's the Best Solution? 
Implementation Analysis: How Do We Implement the Solution? 

The stages will be described in depth after \Ve introduce another key element of the model, the 
dialectics of problem solving. 
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EXHIBIT 11-1 Kolb's Model of Problem Solving as a Dialectic Process 

THE DIALECTICS OF PROBLEM SOLVING 

The process of problem solving does not proceed in a logical, linear fashion from beginning to 
end. Instead, it is characterized by wavelike expansions and contractions alternatively moving 
outwardly to gather and consider alternatives, information, and ideas and inwardly to focus, eval
uate, and decide. These expansions and contractions have been variously labeled as 
doubting/believing, green light/red light, and divergence/convergence. 

Elbow's4 description of "doubting" and "believing" games is one way to conceptualize the 
two different mind-sets required for problem solving. The first rule of the believing game is that 
people refrain from doubting or evaluating and instead focus on possibilities and how an idea 
could work. In contrast, the doubting game focuses on a reductive, structured, "objective" ratio
nality. People with this orientation are constantly asking, "What's wrong with this?" As a result, 
they poke holes in ideas and arguments, torpedo assumptions, and probe in an analytical manner. 
Thus, problem solving is not the result of a single mental function such as logical thinking. 
Effective problem solving involves the.integration of dialectically opposed mental orientations
these are often referred to as red• and green-mode mind-sets. 

The green-mode mind-set facilitates creative imagination, sensitivity to the immediate situ
ation, and empathy with other people. The green-mode mind-set encompasses the expansion 
phases of problem solving- visioning/exploration, information gathering, idea getting, and par
ticipation. The red-mode mind-set, by contrast, facilitates analysis, criticism, logical thinking, 
and active coping with the external environment. The red-mode mind-set is, the ref ore, most 
appropriate for the contraction phases of problem solving- priority setting in situation analysis, 
problem definition in problem analysis, decision making in solution analysis~ and planning in 
implementation analysis. Effectiveness in problem solving is enhanced by approaching the 
expansion/contraction phases of each problem-solving stage in the appropriate mind-set. For 
problem solvers to accomplish this matching of mind-set and problem-solving task, they must 
first become aware of when they are in the red or green mode of consciousness and then learn to 
shift from one mode to the other. With some practice, this can be accomplished quite easily; 
practice in identifying and separating the two mind-sets usually has the effect of increasing the 
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intensity of both modes. Managing the problem-solving process with groups of people requires 
the creation of a climate that stimulates and reinforces the appropriate mind-set in participants as 
they move through each of the stages described in the foµowing section. 

The problem-solving process is further guided by four roJes that focus the dialectic inter
play of red and green mind-sets on the relevant stage of the problem-solving process. In situ-' . ation analysis, the problem solver adopts the role of a leader, focused on identifying goals 
and values in the situation in the green mode and setting priorities in the red mode. In prob
lem analysis, the role is that of a detective, focused on gathering information in the green 
mode and building and evaluating models in the red mode. In solution analysis, the role is 
that of an inventor, generating ideas in the green mode and testing their feasibi]ity in the red 
mode. In implementation analysis, the prob]em solver adopts the coordinator role, developing 
participation in the green mode and planning in the red mode. Conscious attention to these 
roles serves to focus attention on the priorities of each stage and signals the transition from 
one stage to another. We describe the stages of the problem solving model in more detail in 
the next sections. As you read through the discussion, think about how each of the roles 
comes into play during the various stages. 

Situation Analysis- Visioning/Exploration and Priority Setting 

In the situation analysis stage, our task is to examine the immediate situational context to 
determine the right problem to tackle. While problem-solving activity is often initiated by 
urgent symptomatic pressures, urgency alone is not a sufficient criterion for choosing which 
problems to address. As every manager knows, the press of urgent problems can easily divert 
attention from more important but less pressing long-term problems and opportunities. In real
ity, urgent problems are often the result of long-term unstructured problems that have never 
been addressed. For example, the continued urgent need to replace data entry clerks in a bank 
may result from the failure to address problems of low worker morale and lack of career 
opportunities within the organization. In this example, hiring to fill clerk vacancies is a struc
tured problem, while low morale and the lack of a career ladder are unstructured prob]ems. 
Structured problems are repetitive and routine, and definite procedures are developed/or deal
ing lvith them. Unstructured problems are novel and not covered by ready-made procedures 
because they occur infrequently or are very complex. Situation anaJysis requires exploration to 
identify the problem that takes precedence by criteria of both urgency and importance. This is 
what is meant by the popular saying, "Managers do things right; leaders do the right thing." 
Problem finding is equally as important as problem solving. As Kaplan described it, "The 
manager gives form to a problem in the way a potter sees and then shapes the possibilities in a 
lump of c lay. The difference is that managers practice their craft using an intangible medium: 
information."5 For organizations in rapidly changing environments, aggressive opportunity 
seeking is essential to maintain stability and growth. Careful situation anaJysis is, therefore, 
most critical in those cases in which long-term adaptation to a changing environment takes 
precedence over expedient action. 

Visioning/exploration The visioning/exploration stage of the situation anaJysis is concerned 
\vith envisioning what is possible. When people discuss problems, they devote rime to talk
ing about how they would like the situation to be. For example, the technique of visioni ng 
involves asking people to close their eyes and imagine their ideal organization or program. 
This reflects the green mode (whereas the exploration of current realities represents the red 
mode). The process of articulating desired goal states is called visioning. A common error at 
this substage is to simply accept a problem as given, without considering the opportunities ir 
may hold. For example, a hospital was scheduled to undergo its accreditation review 
process, which demands a good deal of time and effort. Rather than vie,v this solely as a bur
densome bureaucratic requirement, the administration chose to see it as an opportunity to 
improve both service and efficiency. Framing the situation as an opportunity rather than a 
burden changed the problems they chose to tack.le. 
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To be successful, the visioning proce s must overcome barriers that exist in some organiza
tional settings. Foremost among these barriers is the organizational press to be realistic. Wishing, 
wanting, and visioning must be explored independently of reality for them to develop fully. Charles 
Lindblom6 noted some time ago that it is easier to find agreement on a course of action than it is to 
get agreement on the goals for the action. Goals are a reflection of our values, and the discussion of 
values accentuates human individuality aod emotional commitment with a resulting increase in 
conflicting viewpoints. In the dialectic view, such conflict is essential for the discovery of truth. 
Many managers, however, shy away from conflict because it is unpleac;ant and they do not know 
how to use disagreement constructively. A related barrier to visioning is the threat of isolation that 
comes from holding values or opinions that are different fro1n those of the majority. This barrier 
gives rise to confonTiity and groupthink in problen1 finding.7 A \vorker, for example, may suppress 
his or her genuine values for achievement and excellence so as not to violate group norms of medi
ocrity. For this reason an effective visioning process requires an environment that gives security and 
support for individuality. The result of visioning is a menu of problems and opportunities. The 
group may choose one that satisfies the decision criteria of both urgency and importance. 

Priority Setting The contrasting pole to visioning in the situation analysis dialectic is priority set
ting. As with any dialectic, visioning and priority setting mutually enhance one another- visi.oning 
gives direction and energy to priority setting and priority setting gives substance and reality to 
visioning. Every managerial decision reflects values; choosing one problem as a priority reveals the 
values of the decision makers. Priority setting has three specific tasks: (1) to explore the cwrent sit
uation for those features that faci.litate or hinder goal achievement, (2) to test the feasibi lity of 
changing those features, and (3) to articulate reality-based goal statements that give substance to 
values and allow them to be realized. Priority setting is not a rational, analytic process of reflective 
planning. It is an active, intuitive process of trial-and-error exploration of what is going on in the 
situation. It involve.Ii "knocking on doors," listening to people, trying things out, and taking risks. · 

Taken as a whole, the central issue in situation analysis is leadership, and the basic social 
role of the problem solver is that of a leader whose responsibility is to guide the attention of the 
organization to those problems and opportunities whose solution will be of maximum benefit to 
the long-nm effectiveness of the organization. Someone once said that the key to successful 
leadership is to find out which way people are going and then run out in front of them. There is 
an element of truth in this, for the successful leader in situation analysis identifies the values and 
goals involved and then holds up those that are most important as priorities for action. The prior
ity that is chosen should be phrased in very specific terms as a goal that can measured, for exam
ple, "Reduce cycle time for grant-proposal process by 20 percent within six weeks." In many 
instances, this stage identifies the gap between the ideal state and the current reality, the creative 
tension8 that motivates people to take action. Once a problem or a target opportunity has been 
chosen, the group can move on to the next stage in the process. 

PROBLEM ANALYSIS-INFORMATION GATHERING 

AND PROBLEM DEFINITION 

The task of problem analysis is to understand and define the problem thoroughly. Common 
errors at this stage are defining the problem in terms of its solution or confusing symptoms with 

• 
the problem's root cause. For example, the statement that "Our problem is not having enough 
meetings" probably indicates that one or both of these errors have been made (or maybe just 
insanity). A careful analysis of the problem may indicate that more of meetings is just one of sev
eral alternate solutions and lack of meetings is a symptom of a larger problem (e.g., overwork, a 
staff that does not get along). Without an accurate problem definition, the right solution cannot 
be identified. 

Information Gathering In the expansion mode of problem analysis, the group makes an effort to 
gather all the necessary information surrounding the chosen problem. This is a receptive, open
minded phase in which information associated with the problem is sought and accepted. 
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Depending on the type of problem that bas· been chosen, this phase can involve a wide range of 
activities: talking with people familiar with the problem, running statistics, looking at policies 
and procedures, or brainstorming with groups about things that get in the way of progress. Infor
mation-gathering has both a cognitive and interpersonal component. Cognitively, it is important 
to avoid biases and preconceptions about the nature of the problem and its causes in favor of let
ting the data "speak for itself." Interpersonally, information gathering requires skills jn develop
ing trusting relationships so that others do not bold back or modify information to say "what the 
boss wants to bear'' or to avoid reprisals. In many organizations, these two components nega
tively interact with one another to produce a climate that makes it difficult to gather accurate 
information. Mistrust and threat cause workers to withhold information, and this someti.rnes 
forces management to rely on its own preconceived notions. about the nature of problems. In this 
sub-stage, facts have to be separated from opinion, so that the eventual solution will be data-dri
ven and based on solid ground rather than assumptions. 

Problem Definition In the contraction mode of problem analysis, the task is to define the prob
lem based on the information gathered . Problem definition is basically a process of building a 
model portraying how the problem works-factors that cause the problem, factors that increase 
or decrease the strength of the problem, connections and relationships among elements, and 
symptoms of the problem. Complex problems ~sually need to be drawn visually so that every
one can follow the relationships. The resulting model of the problem separates out relevant and 
irrelevant information about the problem. Because it contains the factors and perhaps criteria 
that need to be managed to solve the problem, this problem definition guides. the next stage, 
solution analysis. A task -force at a community housing agency was trying to figure out why 
some of its grant proposals were not being funded. Some employees blamed the new grant 
writer. However, after interviewing everyone involved, including the funding agencies, the task 
force determined that the poor quality of certain grant proposals was due primarily to last
minute information from some programs. As a result, the grant writer did not have enough time 
to double check facts and intentions or to proofread all grants carefully before they were sent 
off. The task force then set off to gather more infonnation to learn why some program heads did 
not respect the proposal deadlines. Apparently, the agency director had not communicated the 
fi nancia) importance of the grants to all program heads, so the grant writer's requests were 
viewed as less important than serving clients. These middle managers were never reprimanded 
for failing to collaborate with the grant writer. Finally, the grant writer was a new employee in 
a new position, whom these particular program heads perceived as having little power and 
influence. This model of the factors in the grant funding problem tells us what has to be 
included in the solutions chosen in the next stage. 

The problem solver in the problem analysis stage taJces on the role of detective gathering 
clues and information about how the "c1ime" was committed, organizing these clues into a sce
nario of ' '\vho done it," and using that scenario to gather more information to prove or disprove 
the original hunch. The output of the problem analysis phase is a model of the problem validated 
through the interplay of information gathering and problem definition. Only when the problem 
has been thoroughly analyzed and defined is the group ready to begin thinking about solutions in 
the next stage. 

SOLUTION ANALYSIS-I DEA GETTI NG 

AND DECISION MAKING 

Solution analysis is achieved through the interplay between getting ideas about bow the problem 
can be solved and decision making about the feasibiUty of the ideas generated. A common error 
in this stage is fai ling Lo separate the two stages of generating and evaluating ideas. 

Idea Getting The expansive first phase of solution analysis f ocu es on creative imagination. 
Brainstorming is the most common technique used 10 produce an unstructured free-association 
of ideas. Brainstorn1ing is the generation of as 1vide a range of potential solutions as possible 
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in an atmosphere that is free front criticisnt and evaluation. The ban on evaluation is important 
to stimulate participation and creativity. Comments like these impede brainstorming: "That 
won't work." "That's too radical.'' "We've never done it that way before." "That's not practi
cal." Common errors in this substage are assuming that there is only one right answer, getting 
"stuck" or attached to the first solution that arises and failing to consider other solutions 
(somewhat like the primacy effect in perceptual distortions), and being so anxious to finish 
that you settle for a solution that doesn' t really ,vork. A desire to take action and to reduce the 
uncertainty i~ a situation drives some people to leapfrog the other problem solving stages and 
discuss solutions well before they really understand the problem. This same factor may drive 
some people to hurry through the idea getting stage to converge on a best solution before they 
should. History and business alike are littered with examples of poorly thought out solutions to 
problems. For exam.pie, Gruenenthal Cbemie's decision to market the drug thalidomide that 
caused numerous birth defects, Enron's decision to allow risky accounting practices that 
resulted in the company's bankruptcy, and NASA's decision to launch the space shuttle 
Challenger that ultimately exploded are all instances of extremely poor solutions that had dis
astrous consequences.9 

Decision Making The second substage, the contracting phase, focuses-on sorting through the 
ideas generated in brainstorming and evaluating them systematically against the criteria that an 
effective solution must meet. The primary criterion of an effective solution is whether it solves 
the problem and produces the desired result. An efficient solution produces no harmful side 
effects.10 Inexperienced problem solvers·come up with recomn1endations that have little impact, 
are too expensive, or are too difficult to ever implen1ent. The ref ore, another way to evaluate solu
tions is to use the Payoff Matrix shown in Exhibit 11-2. GE uses this tool to help employees 
think about and categorize solutions in terms of their potential impact and achievability.11 

If group members become competitive and fight over the best solution, they can list the cri
teria a good solution ha,; to meet and evaluate each solution against those criteria. In the solution 
phase, the problem solver takes the role of inventor, creatively searching for ideas and then care
fully evaluating them against feasibility criteria. When the best solution has been chosen, the 
group can move on to implementation in the next stage. 

IMPLEMENTATION ANALYSIS-PARTICIPATION 

AND PLANNING 

The final stage concerns the actions that must be taken to ensure that the solution is successfully 
implemented. This involves getting the appropriate people involved and coming up with a good 
plan. Three common errors in this stage are failing to gain the commitment of the people needed 
to implement the plan, failing to assign clear responsibility for each task, and failing to follow up 
and monitor the implementation process. Implementation analysis is accomplished through the 
interplay of planning and the process of carrying out plans. 

Participation Since implementation of solutions in organizational setting~ is most often done by 
or with other people, the critical expansion task is participation, enlisting the appropriate 

Easy To Implement TouQh To Implement 

Low Payoff 

Big Payoff 

• 

. 

EXHIBIT 11~2 PayoffMatrix 

205 



294 PART 2 CREATING EFFECTIVE WORK GROUPS 

involvement of those actors in the situation who are essential to carrying out the problem solu
tion. 1hree subtasks are involved here: 

1. The anticipation of the consequences that will result from implementing the solution and the 
involvement of those who will experience these consequences in developing ways to deal 
with them. 

2. The identification of those key individuals who by virtue of their expertise and/or motiva
tion are best qua).ified to carry out the various tasks in the implementation process. 

3. If the key individuals have oot been involved in the problem-solving process to this point, it 
may be necessary to see if they ·agree with the group's outputs or have different ideas about 
the problem choice, definition, and proposed solution. 

Receptivity and openness is also required in this substage, but here it is directed toward 
the concerns and ideas of people who will be involved in planning the implementati•on 
process. 

Planning The planning phase of implementation analysis is an analytical process involving the 
definition of tasks to be accomplished in implementing the solution, the assignment of responsi
bility to qualified individuals, the setting of deadlines and planning for follow-up monitoring, 
and the evaluation of the implementation process. If the problem and its solution are very com
plex, planning may be quite complicated using network planning methods such as PERT (Pro
gram Evaluation Review Technique) or CPM (Critical Path Method). Often, however, a simple 
chart listing key tasks, responsible individuals, and time deadlines is sufficient for planning and 
monitoring implementation. 

When groups develop plans for implementation and identify the potential consequences of 
implementing these plans, they may fmd that it is useful to use an iterative process. For example, 
they can scout potential issues that may arise in implementation, develop a rough plan, share it 
with those involved in the situation to get reactions, and then modify the plan. Another dialectic 
process relates to the "who's" and the "what's." Managers appear to have distinct stylistic pref
erences about how they deal with this issue. Some prefer to define the "what's" first-the plan 
and tasks to be accomplished- and then assign these tasks to individuals to carry them out. Oth
ers begin with the "who's," seeking to identify qualified and interested individuals and then 
developing plans with them. While the best approach probably varies with the situation and task, 
beginning with the "who's" has the advantages of giving priority to often scarce human resources 
and maximizing participation and delegation. In synthesizing these dialectics, the problem solver 
in implementation analysis adopts the role of coordinator, working to accomplish tasks \Vith 
other people. The outcome of this stage is a coherent plan for the implementation and a follow
up evaluation. 

Most experienced managers tend naturally to follow a problem-solving sequence that is 
close to that described in the four-phase model of situation analysis, problem analysis, solution 
analysis, and implementation analysis. There are, however, signjficant differences in the amounts 
of energy devoted to each of these phases, which sometimes inhibit effective problem solving. 
Perhaps the most significant of these i the tendency to spend too littJe time defining the problem 
at hand before generating possible solutions. Tbjs tendency to be solution oriented often results 
in the treatment of symptoms rather than causes of the problem, and time is wasted working on 
solutions before relevant information is known. lf this process is typical of an organization's 
problem solving, a crisis fire-fighting atmosphere develops \vhere symptom-oriented solutions 
faiJ to resolve basic problems that recur over and over. This further reduces the time available for 
thoughtful situation and problem analysis. 

Effective problem solving requires balanced attention to each phase of the problem
solving process and equal emphasis on the expansion/green-mode and contraction/red-mode 
mind-sets. We learned in Chapter 3, "Individual and Organizational Learning," that individual 
learning styles emphasize different aspects of the experiential learning cycle. There is a strong 
correlation between people's learning styles and the way they approach proble1n solving. In 
the next section, we describe additjonal approaches 10 problem solving thal have been used in 
organizations. 
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DIFFERENT APPROACHES TO PROBLEMS 

AND OPPORTUNITIES 

Since not aU problems or situations are exactly the same, different approaches to problem solv
ing have been developed. Some problems are sirnply a matter of repairing something that has 
ceased to function con·ectly, particularly technical problems. This involves determining the cause 
and taking corrective measures. Other problems revolve around the need to improve the way 
something is working, so proble1n solving cfTorts focus on the constraints and modifications that 
are required. Finally, some situations require the creation of something new. In this instance, 
looking at causes and past functioning may be co1npletely unnecessary since the focus is to 
develop something that is completely different. Two of the most highly developed and distinct 
approaches to problem solving, Six Sigma and Appreciative Inquiry, are explained below. 

Six Sigma 

Six Sigma, the next generation of the total quality moven1eot (TQM), was initially developed at 
Motorola in the 1980s. Motorola wa<; inspired by Japanese success in producing high-quality prod
uct<;. Decades earlier, the Japanese were known not for quality but for shoddy merchandise. Tn one of 
the most famous problem solving successes in business, Japanese product<; became synonymous with 
quality after they adopted Deming's principles of total quality management and kaizen, a com1nitment 
to continuous improvement and encouraged employees to con11ibutc their ideas for improving prod
ucts. Since the Japanese focused primarily on improving the quality of product,;, American firms such 
as Motorola, Allied Signal , and Texas lnstru1nents thought they could compete with Japan if they 
focused on both products and work processes, and thus turned to Six Sign,a 12 Many companies have 
claimed that Six Sigma is responsible for millions or billions in cost savings or gains. GE reportedly 
saved $8 billion in one three-year period alone. Six Sigma squads from Gf-: have expanded their inte.r
nal focus to help their customers find inefficiencies and -.vas;te that will result in savings.13 

• Customer issues and opportunities. 
• Business strategy. 
• Goals and objectives. 
• Priorities . 
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EXHIBIT 11-3 Lean Six Sigma Processes at Xerox 
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Source: Reprinted with pern1ission from A . Fomari and G. M11szte, " Lean Six Sign1a Leads Xerox,'' Six Sign,a Fon1111 
Magazine (August, 2004): J 2. 

207 



. 
296 PART 2 CREATING EFFECTIVE WORK GROUPS 

Sigma is a statistics term for a measure of variation from an expected outcome, in this case, 
a high quality product. A sigma of six. refers to a near-perfe~t rate of -~nly 3.4 defects per million 
parts. The basic formula for getting to SIX SIGMA is DMAIC: 

• Define the requirements of a process or product to meet customer wishes 
• Measure perfonnance 
• Analyze what's causing defects 
• Improve the process to reduce them 
• Control the process to maintain improvements. 

Xerox has slightly modified the basic DMAIC formula for their own needs, as shown in Exhibit 
11- 3. 

Like TQM, Six. Sigma also relies heavily on st_atistical tools; it's been called "TQM on 
Steroids."14 While TQM involved many, if not -all employees in teams that chose their own 
improvement projects, Six Sigma relies primarily on employee ex.perts with extensive Six. Sigma 
training (green belts .and black belts) who work with teams on projects chosen by management. 
Improved quality ·and savings are the benefits of a Six Sigma program that is effectively imple
mented. However, these strengths can be a double-edged sword if the focus on numbers leaves 
out other considerations. Circuit City's Six Sigma program produced a recommendation for vari
able staffing, which meant hiring part-tune workers who receive no benefits. A department man
ager noted, "With Six Sigma, \Ve're not supposed to look at the people any more, just meet the 
numbers. The pressure for the numbers is increclible."15 

Appreciative Inquiry 

Appreciative inquiry (AI) is an intervention used in organization development (efforts taken to 
make organizations and the people within them more effective), which differs radically from the 
traditional problem solving approach to organizational issues. Rather than focusing on problems, 
appreciative inquiry focuses on what the organization is like at its best. Appreciative inquiry is 
defined as the study and exploration of what gives life to human systerns when they function at 
their best. This approach, developed by David Cooperrider, is based on the theory that questions 
and dialogue about what is positive in the organization results in the energy needed for transfor
mation. 1n contrast, a problem-oriented focus generates negative emotions and perhaps feelings 
of helplessness, such as "This will never get any better." Al reflects the changing mindset that is 
found in the trend to\vard positive psychology, \vhose mission is to study human strengths and 
virtues rather than illness, deficiencies, or problems.16 

Appreciative inquiry consists of the 4D cycle, which is applied to a topic that is strategically 
important to the organization: 17 

1. Discover: Appreciate "what is" 
2. Dream: Imagine what could be 
3. Design: Detennjne what should be 
4. Destiny: Create \vhat will be 

AI takes various forms; one example js an AI su,runit lasting two to four days, which takes 
hundreds of employees and organjzational stakeholders through the 4D cycle. One of the basic 
principles of AI is that positive questions lead to positive change. 

"Appreciative inquiry asks questions such as: If your organi1,atjon wants to enhance morale, what 
will you study-the causes oflo\v morale, or the causes of high morale and enthusiasm?" As Whitney 
and Troslen-Bloom state, clearly, no amount ofkno\vledge about low morale will sufficiently equip an 
organization to understand and create high 1norale. Imagine, on the other hand, an organization filled 
with inquiry and dialogue on the topic of ''Whistle While You Work" or "Purposeful Work." 18 

This practice amplifies the organization 's "positive core," which refers to its "wisdom, 
knowledge, successful strategies, positive attitudes and affect, best practices, skills, resources, 
and capabiJitjes."19 There are n1any case studies of successful Al programs in businesses, non
profits, and the military. 
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For any company-wide approach such as Work-Out, Six Sigma, and Appreciat ive Inquiry to 
be successful, the implementation of the program has to be ski llfully done with Lhe strong sup
port of top management, the necessary resources, and often a change in the organizational cul
ture. Finns usually hire consultants to ensure that such programs are successful. 

CULTURAL DIFFERENCES IN PROBLEM SOLVING 

Cultural differences can be seen in the way problems are defined and solved in different coun
tries. 20 Fatalistic cultures with external locus of control (e.g., Thailand, Indones ia, and 
Malaysia) are more likely to accept situations as they are; therefore, they may be slower to iden
tify and resolve problems. In Western cultures characterized by internal locus of control, where 
people are responsible for their own destiny, children are taught to solve problems in school.21 

Employees are rewarded for being troubleshooters or penalized for causing or failing to solve 
problems. U.S. managers take a problem-solving approach to most situations and often perceive 
problems as an opportunity to make improvements. Fixing problems is part of the U.S. orienta
tion toward action. That same predisposition, however, sometimes results in pr-ttgmatic solutions 
that have not been thoroughly analyzed. In collectivist cultures, the responsibility for solving the 
problem is more likely to fall on the group. 

In low-context cultures, problems are viewed as a time-consuming nuisance and are 
externalized, like the "bugs" that have to be knocked out before a software product launch. In 
process-oriented cultures such as Japan, however, problems are viewed as a normal part of 
the situation, not something that is external or even a nuisance. Thus, problems are defined 
differently. In collectivist cultures, problems are not the responsibility of the individual, and 
working together on the problem has the same value as solving the problem. This explains in 
part why quality circles were such a welcome import in Japan.22 

As we have seen, part of the problem solving process includes gathering information; 
however, not all cultures collect, interpret, or even value business information in the same 
way. In high-context cultures, information is viewed in relation to a specific context 
whereas low-context cultures view information as objective and independent of the person 
who collected it.23 

The alternative solutions developed in problem solving are also affected by cultural orienta
tions toward time. Cultures that are oriented toward the past (England, Italy) tend lo look for 
historical patterns and lessons. Future-oriented cultures, such as Australia, are more likely to 
generate new alternatives because they are less bound to the past. 
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Decision Making in Organizations 

Fred C. Lunenburg 
Sam Houston Sta te U niversity 

ABSTRACT 

Today, many decisions in organizations are made by groups, teams, or committees. The 
benefits of group decision making include: More knowledge and expertise is available to 
solve the problem; a greater number of alternatives are examined; the final decision is 
better understood and accepted by al l group members; and there is more commitment 
among all group members to make the final decision work. There are some common 
dysfunctions of effective group decision n1aking. There are several ways in which the 
organization cai1 counter these dysfunctions and improve group decision making. They 
include brainstorming, nominal group technique, Delphi technique, devil 's advocacy, and 
dialectical inquiry. 

lnink about the diffi culties involved in making individual decisions in your own 
personal life. Thus, you can appreciate how complicated- and important- the process of 
decision making ca.11 be in organizations, where the stakes are considerable a.11d the 
impact is widespread (Greenberg, 20 11 ). In both cases, the essential nature of decision 
making is identical . Decision making may be defined as the process of making choices 
from among alternatives (March, 2010). 

Manage1nent theorists agree that decision making is one of the most importa.11t-if 
not the most important-of all management activi ties (Drucker, 201 O; Mintzberg, 2008; 
Sim on, 1997). It is important to note, however, th.at not only managers make decisions in 
organizations, but also employees at every level in an organization participate in decision 
making as well. The late management consultant put it this way, "Most discussions of 
decision making assume that only senior executives make decisions . . . This is a 
dangerous mistake . . . Making sound decisions is a crucial skill at every level in the 
organization." (Drucker, 2009, p. 27). Today, many decisions in orga.11izations are made 
by groups, teams, or committees (Bonito, 2012). 

The term group decision making refers to being involved in making decisions. 
Group decision making takes place in different degrees. At one extreme is consultative 
decision making, in which the leader consults with group members before making a 
decision. At the other extreme is democratic decision making, in which the problem is 
given to the group, and group members are empowered to make the decision. 

In between the two is consensus decision making, in which the leader shares the 
problem with group members. Together the group leader and members generate a.11d 
evaluate alternatives and attempt to reach agreement on a solution to the problem 
(DuBrin, 2012). Consensus l1as been reached when the group can agree on a decision and 
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each member can say: I believe you understand my point of view; I believe I understand 
your point of view; I wil l support this decision when we leave this meeting because it was 
reached fai rly and openly; and I believe this decision is in the overall best interest of the 
organization and its members (Hartnett, 201 1 ). 

Individual versus Group Decision Making 

Considerable debate has occurred concerning the relative effectiveness of 
individual versus group decision making. The benefits of group decision making include 
(1) more knowledge and expertise is avai lable to solve the problem; (2) a greater number 
of alternatives are examined; (3) the final decision is better understood and accepted by 
all group members; and ( 4) there is n1ore commitment among all group members to make 
the fmal decision work (Schermerhorn, Hunt, & Osborn, 2011 ). Jn fact, a considerable 
amount of research has indicated that consensus decisions with five or more participants 
are superior to individual, majority vote, and leader decisions (Bonner, Sillito, & 
Bauman, 2007; Dirks, Cummings, & Pierce, 1996; Foote, Matson, Weiss, & Wenger, 
2002; Gigone & llastie, 2007; Hill, 1982; Johnson & Hollenbeck, 2007; KlcingcJd, Van 
Tuijl, & Algera, 2004; Maier, 1967; Martell & Borg, 1993; Robinson & Schroeder, 2004; 
Scott-Ladd & Marshall, 2004; Shaw, 198 1; Walsh & Tseng, 1998; Wanous & Youtz, 
1986; Watson, Michaelson, & Sharp, 1991 ; Yetton & Bottger, 1983). 

Unfortunately, open discussion can be negatively influenced by behavioral 
factors, such as ( 1) social pressure to conform, i.e., individuals may feel compelled to go 
along with the wishes of the group; (2) minority dominatio~ i.e., the group's decision 
may be forced, or ramrodded through, by one individual or a do1ninant clique; and (3) 
time delays, i.e., with more people involved in the dialogue and discussion, group 
decisions usually take longer to make than individual decisions (Schermerhorn, et al, 
201 1). 

Group Decision-Making Techniques 

For groups to be more effective, they must overcome some of the problems and 
dysfunctions that groups generally encounter: groupthink (Janis, 1982), ri sky shift 
(Stoner, I 968), group polarization (Bordley, 1983), and escalation of commitment 
Whyte, 1993). Traditional models of group effectiveness include creating the right 
climate where support, commitment, goals, rewards, communication systems, and 
physical space are al l synchronized to allow the group to work in a productive 
atmosphere (Lun enburg, 1983). Group size should be kept ideal]y between five to 12 
participants depending on the task (Hare, 1976; Seijts & Latham, 2000; Shaw, 1981; 
Thomas & Fink, 1963) and members should be selected based on the.ir motivation and 
abil ity (Hersey & Blanchard, 2008). Furthermore, group cohesion should be built by 
either establishing homogeneous groups or overcoming potential problems associated 
with diversity; by encouraging interaction and contact; and by making the group seem 
somewhat "exclusive," so that members are honored to be included (Luthans, 201 1 ). 
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Moreover, group success tends to build greater cohesiveness (Mullen & Copper, 1994; 
van Kippenberg, DeDreu, & Homan, 2004). 

Several other teclmiques have been developed to assist groups to make sound 
decisions that promote high performance levels and positive attitudes and avoid some of 
the potential dysfunctions of group decision making. These include techniques that 
involve the structuring of group discussions in specific ways. Five important alternative 
structures are brainstorming, nominal group technique, Delphi technique, devi l's 
advocacy, and dialectical inquiry. 

Brainstorming 

Brainstorming, developed by Alex Osborn ( 1957) more than fifty years ago, is a 
technique for creatively generating alternative solutions to a problem. The unique feature 
of brainstorming is the separation of ideas from evaluation. Earlier, we noted the 
importance of generating a wide variety of new ideas during the generating alternatives 
step of the decision-making process. This increases the number of alternatives from 
which managers can choose when evaluating alternatives and making their decisions. 
People tend to evaluate solutions to problems when they are proposed, which often 
eHminates many creative and feasible ideas from further consideration. The following 
rules are central to brainstorming: 

I . Do Not Evaluate or Discuss Alternatives. Evaluation comes later. Avoid criticism 
of your own or others' ideas. 

2. Encourage "Freewheeling. " Do not consider any idea outlandish. An unusual 
idea may point the way to a truly creative decision. 

3. Encourage and Welcome Quantities of Ideas. The greater the number of ideas 
generated, the greater the number of useful ideas will remain after evaluation. 

4. Encourage "Piggybacking." Group members should try to combine, embellish, or 
improve on an idea. Consequently, most of the ideas produced will belong to the 
group and not to a single individual. 

As an idea-generating technique, group brainstorming may not be any more effective 
than individual brainstorming. However, the technique is in widespread use today in all 
types of organizations. 

Nominal Group Technique 

Another technique that can be used in group decision making, which incorporates 
some of the features of brainstorming, is the nominal group technique (Delbecq, Van de 
Ven, & Gusta.fsen, I 986). As in brainstorming, individuals are brought together to 
develop a solution to a problem. Unlike brainstorming, the nominal group technique is 
concerned with both the generation of ideas and the evaluation of these ideas. The 
process of decision making in nominal groups has several steps: 

Silent generation of ideas. Allow five to ten minutes for this phase. The problem 
should be posted on a flip chart in the front of the room. Group members are asked to 
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solve the problem on the chart. They are cautioned not to talk to or look at the worksheets 
of other participants. 

Round-robin recording of ideas. The leader circulates around the room eliciting 
one idea from each group member and recording it on the flip chart. This continues, 
round-robin fashion, until all ideas are exhausted. rfhe chief objective of this step is to 
place before the group an accurate list of ideas that can serve as a compilation of group 
ideas. 

Discussion of ideas. Eacl1 idea on the flip chart is discussed in the order it appears 
on the chart. The leader reads each item and asks the group if there are any questions, 
needs for clarification, agreement, or disagreement. 

Preliminary vote on item importance. Each participant makes an independent 
judgment about the alternatives by rank ordering them secretly on 3 x 5 inch cards. The 
average of these judgments is used as the group's decision. The nominal group process 
may end here, or the decision may be further refined through discussion and revoting. 

Additional discussion. The voting patterns are analyzed and reasons examined to 
determine if a more accurate decision can be made. 

Final vote. The final voting occurs in the same 1nanner as the preliminary vote, 
by secret rankings. This action completes the decision process and provides closure. 

As 11oted, the nominal group technique separates ideation from evaluation. Ideas are 
generated nominally (without verbal communication). This prevents inhibition and 
conformity, which occurs in the phenomenon of groupthink (Janis, 1982). Evaluation 
occurs in a structured manner that allows each idea to get adequate attention. 

The research on the effectiveness of the nominal group technique is encouraging. 
In terms of the number and quality of ideas generated, studies indicate that the nominal 
group technique is superior to both ordinary group decision making and brainstorming 
(Corey, 20 I 1 ). Furthermore, nominal group techniques often facilitate the 
implementation of decisions. In any event, the nominal group technique provides for both 
greater expression and evaluation of creative ideas by group members than either 
brainstorming or ordinary group decisions. Despite the research support for the nominal 
group technique, many managers still do not takes advantage of its benefits in group 
decisions. 

Delphi Technique 

Researchers at the Rand Corporation developed the Delphi technique in the 1960s 
(Dalkey, 1969). Unlike brainstorming and the nominal group technique, the Delphi 
approach relies completely on a nominal group; that is, part icipants do not engage in 
face-to-face discussions. Instead their input is solicited by mail at their various home 
bases, thus al lowing the poll ing of large numbers of experts, clients, executives, or 
constituencies who are removed from the organization by distance and scheduling 
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problems. For example, suppose the president of a large manufacturing firm wishes to 
evaluate a new technology for manufacturing a new product line. Selected members of 
the organization, plant managers, executives, consumers, and nationally renowned 
experts could participate in the various phases of the Delphi process. 

The Delphi technique has many variations, but generally it works as follows. 

1. The organization identifies a panel of experts, both inside and outside the 
organization, and solicits their cooperation. 

2. Each member of the panel receives the basic problem. 
3. Each individual expert independently and anonymously writes comments, 

suggestions, and solutions to the problem. 
4. A central location compiles, transcribes, and reproduces the experts' comments. 
5. Each panelist receives a copy of all the other experts' comments and solutions. 
6. Each expert provides feedback on the others' comments, writes new ideas 

stimulated by their comments, and forwards these to the central location. 
7. The organization repeats Steps 5 and 6 as often as necessary until consensus is 

reached or until some kind of voting procedure is imposed to reach a decision. 

Success of the Delphi technique depends on the expertise, cominunication skills, and 
motivation of the participants and the amount of time the organization has available to 
make a decision. 

There are several benefits of the Delphi approach. First, it eliminates many of the 
interpersonal problems associated with other group decision-making approaches. Second, 
it enlists the assistance of experts and provides for the efficient use of their time. Third, it 
allows adequate time for reflection and analysis of a problem. Fourth, it provides for a 
wide diversity and quantity of ideas. And, finally, it facilitates the accurate prediction 
and forecasting of future events. The major objectives of the Delphi technique include the 
following: 

To determine or develop a range of possible program alternatives. 
To explore or expose underlying assumptions or information leading to different 
judgments. 

To seek out information that may generate a consensus among the group 
members. 

To correlate informed judgments on a subject that spans a wide range of 
disciplines. 

To educate group members concerning the diverse and interrelated aspects of the 
subject. 

Today, numerous organizations in business, government, the mi li tary, health-care 
agencies, and schools are using the Delphi technique. Research shows that the technique 
is superior to ordinary group decision making in tenns of the number and quality of ideas 
generated and group members overall satisfaction (Corey, 2011 ). The major disadvantage 
of the Delphi technique is the amount of time involved in going through the questionnaire 
phases of the process. Variations of the Delphi technique have been used to overcome 
this problem. 
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One speciaJ type of Delphi approach is a procedure called ringi used by the 
Japanese. This version of the Delphi technique involves the circulation of a written 
document from member to member, i11 nominal group fashion, for sequential editing until 
no more changes are required and each participant has signed off the final document. 
Another Japanese variation of the Delphi teclmique is assigning parts of the problem to 
each of several subgroups who prepare responses for their assignments. This version 
differs from the pure Delphi approach in that the written mini-reports are then circulated 
among the group members before face-to-face discussion starts. In essence, the latter 
Japanese version of the Delphi technique combines with simple group decision making 
(Eto, 2003). 

Da,i I' s Advocacy 

Devil 's adv<Jcacy, another technique for improving the quality of group decisions, 
introduces conflict into the decision-making process (Schwenk, 1984). Janis (1982) 
suggests that this concept is an ru1tidote for groupthink. Groupthink, one of the 
dysfunctions of group decision making, results in inhibitions and premature conformity to 
group norms. Devil 's advocacy can nullify these and other group phenomena to which 
group members are subjected (Schwenk, 1990). After a planning group has developed 
alternative solutions to a problem, the plan is given to one or more staff members, with 
instructions to find fault with it. 11' the plan withstands the scrutiny of the devil 's 
advocates, it can be presumed to be free of the effects of groupthink and thus viable. 
Although devil ' s advocacy can be t1sed as a critiquing technique after a lternative 
solutions to a problem have been developed, it can also be used during the early stages of 
the decision-makjng process. For example, during a decision-making session one member 
could be assigned the role of devil 's advocate, expressing as many objections to each 
alternative solution to a problem as possible (Schweiger & Finger, 1984). 

Dialectical Inquiry 

Like devil's advocacy, dialectical inquiry is an alternative approach for 
controlling group phenomena such as groupthink in decision making (Schweiger, 
Sandberg, & Ragan, 1986). The process can be described as follows: 

1. The process begins with the formation of two or more divergent groups to 
represent the full range of views on a specific problem. Each group is made as 
internally homogeneous as possible; the groups, however, are as different from 
one another as possible. Collectively they cover al l positions that might have an 
impact on the ultimate solution to a problem. 

2. Each group meets separately, identifies the assumptions behind its position, and 
rates them on their importance and feasibility. Each group then presents a "for" 
and an "against" position to the other groups. 

3. Each group debates the other groups' position and defends its own. The goal is 
not to convince others but to confinn that what each group expresses as its 
position is not necessarily accepted by others. 
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4. Information, provided by al l groups, is analyzed. This results in the identification 
of information gaps and establishes guidelines for further research on the 
problem. 

5. An attempt to achieve consensus among the positions occurs. Strategies are 
sought that will best meet the requirements of all positions that remain viable. 
This final step permits further rcfinen1ent of information needed to solve the 
problem 

Although agreement on a management plan is a goal of this approach, a full 
consensus does not always follow. Nevertheless, the procedure can produce useful 
indicators of the organization's planning needs. 

Conclusion 

Today, many decisions in organizations are made by groups, teams, or 
committees. The benefits of group decision making include: more knowledge and 
expertise is avai lable to solve the problem; a greater number of alternatives are examined; 
the final decision is better understood and accepted by all group members; and there is 
more commitment among all group members to make the final decision work. There are 
some common dysfunctions of effective group decision making. There are several ways 
in which the organization can counter these dysfunctions and improve group decision 
making. They include brainstorming, nominal group technique, Delphi technique, devil's 
advocacy, and dialectical inquiry. 
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Cardiotronics, Inc. (Case Study) 

CLASS PREPARATION 

A. Read "Why Not?" and the follo\ving "Cardiotronics, Inc." case . 

B. While reading the chapter, make a list o f cues that you should look for with regard to 
problem solving. 

C. Role-Play Preparation. Make a plan to conduct tomorrow's meeting of Assembly team D as 
if you were Marion Andrews. Write in the space below your planned introduction to begin 
the meeting. What can you say to get it off to a good start and ensure a productive problem
solving session? Then develop a lis t of questions that Marion can use to facilitate and lead 
the Cardiotronics team through each stage of Kolb's problen1-solving model described in the 
chapter. What kinds of questions would facilitate good problem solving during the visioning 
stage, the priority-setting stage, and so on? For example, in the visioning stage, Marion 
could ask: "What would be the ideal situation here?" 

What will you say to the team. to get this meeting off to a good start? Your Introduction for 
the Cardiotronics Assembly Team D Meeting: 

Write your facilitation questions for each stage below: 

1. Visioning/Exploration 

2. Priority Setting 

3. Information Gathering 

4. Problem Definition 
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5. Idea Getting 

6 . Decision Making 

. 
7. Participation 

8. Planning 

CARD IOTRONICS , INC. 

Cardiotronics, Inc: , was started 17 years ago in a small New Hampshire town by two bio
medical engineers whose goal was to produce a qualiLy cardiac monitor (a device that con
ti nuously displays the wave pattern of the heart 's functio n). The company originally 
produced cus tomized 1nonitors on a small scale. After five years, the owners had perfected a 
q uali ty monitor that ,vas significantly less expensive than custom m onitors, and they 
decided to mass produce it. 

The company currently has just over 200 employees. It remains nonunionized, but the labor 
union in this old New E ngland rnilltown has from ti.me to time made efforts to win a union election. 
For the past 11 years, the company has enjoyed a strong competitive edge and has gained a reputa
tion for a quality product and prompt service. Recently, however, the company's top-management 
team has been informed that a si1nilar 1nonitor, reputed to be of equal or better quality than 
Cardiotronics', will soon be introduced into the U.S. market by a large Japanese electronics firm. 

Monitor Assembly Process The cardiac monitors (excluding cables) are produced in four stages. 
ln the first stage, circuit boards are produced largely by a machine process. During the second 
stage, the circuit boards are placed by hand on a motherboard and are connected to one another. 
The final step in stage 2 is the attachment of the motherboard to the base panel. In the third stage, 
the casing is mounted by hand onto the base panel and external hardware and cables are placed. 
Tn the final stage, the monitors are tested for a week before shipping. 

The Second-Stage Assembly Task Four assembly teams are responsible for the second s tage of 
monitor assembly, the manual assembly and lbe wiring of the motherboard. Each team consists 
of five workers operating in a U-shaped area. The motherboard is s tarted at s tation 1. Each 
worker adds his or her circuit, connects it to the others, and passes it to the next worker. The 
assembly process requires soJne manual dexterity but is relatively easy to do. Each job on the line 
is o f equaJ diffic ulty a deLermined by a recent industria l engineering study. The assembly 
arrangement for one of these teams, Team D, is as follows. 
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Assembly Teom D 

From Stage 1 .. Lee Smith .. Chris Jones 
In #l #2 

Pat Crane 

To Stage 3 .. Adrion James .. Teny Fram .. #3 -
Out #5 # 4 

The following are the recently announced assembly team average daily production figures 
for the last month: 

• Team A = 40 boards 
• Team B = 32 boards 
• Team C = 43 boards 
• Team D = 35 boards 

Your Problem as Marion Andrews, Supervisor of Team D You are the new supervisor of Team D. 
You have been in the position for a month, having recently been promoted from the quality con
trol section where you worked for five years. During your second week, you received a memo 
stating that all second-stage teams have to meet their minimum daily production rates. You 
passed on this information to the team in a brief meeting but had to leave for a week of supervi
sory training shortly thereafter. After returning from the training program, you note that the daily 
production has increased to 36, but your team is still 4 units below the daily minimum rate of 40 
units. In looking into the problem you note the following: 

• Work accumulates at Pat Crane's station #3 where there are typically several motherboards 
waiting. Pat is 58 years old and has been with the company for 13 years. The supervisors of 
the other production teams do not consider Pat acceptable for transfer. 

• Only one monitor from your team has been rejected in the past month by quality control, a 
better quality record than the other teams have. 

• Your team 's assembly and test equipment is relatively new and in good working order. 

Team D's assembly line will be closed for 30 minutes tomorrow, and you have decided to 
call a meeting for Team D. How will you conduct this meeting? Use the guidelines in the Class 
Preparation to think through what you will say. 
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Sample Facilitation Statements and Questions for Problem Solving 

Situation Allalysis Problem Analysis Solution Analysis Implementation Analysis 

Visioning/Exeloration Information Gathering ·\: I Idea Getting 1 7 l Participation 

let's not discuss solutions until we 
thoroughly understand the· 
problem . . 

-" let's try to put our biases aside and - How could we make this change? '-" Who would be affected by the 

What do you think about the 
situation? 

How do you feel about it? 
' 

What opportunities do you see in 
this situation? 

What do you hope is the outcome? 

Is there something else we should be 
looking at first? 

What's working well? 

What do we want to change? 

What values ore involved in thls 
situation? 

take an objective look at the let's brainstorm possible solutions to implementation of this solution? 
situation. What do we know so the problem, but let's not evaluate Whose commitment is needed to 
far? them until all the ideas have been successfully implement this 

What do we need to know before heard. solution? 

we can really define the problem? Who hos the most at stoke or the 

Who else should we talk to? most energy to get this 

What's preventing us from reaching accomplished? 
the desired state? How con we involve them in 

planning the implementation? 

Pri~rity Setting ~ ' ) Problem Definition d :>Decision Making fl >.J Planning -
What's the most important ·problem Do we hove enough information to Are we reody to evaluate these 

that, if resolved, would cause other put together a model of the suggestions? 

things to fall into place? Why? problem? What criteria should our solution · 

What do others in the organization Can we draw a model of the meet? 

and external stakeholders think problem? Do these solutions get at all the 
about this? What factors caused the problem? causes in our problem definition? 

Do we all agree that this is the most What are the symptoms of the Which solution would hove the 
important problem or opportunity? problem and the results? biggest payoff and be the easiest 

What other factors influence these to implement? 
relationships? Which of these solutions meets oil 

Have we identified and verified the 
key cause? 

the criteria? 

Are there any unintended 
consequences that might result 
from this solution? 

What tasks need to be done to 
implement this solution and when? 
By whom? 

What deadlines are we facing? 
What constraints? 

What potential implementation 
problems might arise? 

What should be our contingency 
plan? 

How will we monitor the progress of 
the implementation? 
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While sorne types of cor1flict cn11 be d.etrimental ton ten111 's success, 
other forn1s create a »zore ope11, ,norc creative., and ultin1ately 1110, c 11rodt1ctivc tea111. 

The key is knowing /1010 lo s.teer t}ze te1im toward c-1Jnslrur tir•e conflict. 

Conflict: 

Important Dimension in 

ALLEN C. AMASON 

WAYNE.A. BOCHWARTER 

T he use of teams ttas becotne ''the solution" 
of the 1990s for many of the ills of the 

work-place. Cross-functional teamsr rontinu-
0\1$ improvement teams, tea:ms con1posed of 
only organizational membets, and teams tl1at 
include customers or supplie~ aJJ are at
tempts to get closer to the CU$lomer and im
prove employee involvement. This broad de
ployment of teams emerged as a natural and 
major oompo.nent of work environments 
geared to support i;otal quality management 
(TQM). lncreasingly;leaders are waking up to 
the notion tliat broad participation i:n the de
cision process is -necessary, not only for quali
ty improvement, but also for the very urvival 
and growth of the organization. Creative so
lutions can come from many different ourc:es; 
leaders recognize the need to establish t·he 
structure to facilitate the proces . 

\.Vith the use of teams, ho)>vcver, has 
come the concern that efficiency and produc
tivity may actually falter. Experience validate~ 
the e concerns. Team meetings can lead to 
poor decisiot\S, lower productivity, member 
dissa tisfaction, and heightened frustration. 
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Some have actually called the tcan1 (-oru:-tpt 
the Achilles.' heel of TQM 

Tl$ article examines severaJ important 
dimensions of tean, effectiveness, w jth par
ticulilr attention to the management of con
.01ct. Conflict is a naturaJ part of the tea11, en
vironment But to be effectiv~ teams must be 
abJe to ,nanage that conflict-and how they do 
sa brings out tt,e best or the worst of employ
ee invoivement. More specifically, we focus 
on two t}'Pes of conflict that teams must man
age to enhance their vaJue to the organiza* 
tion. 

TEAMWOlll<- THE PROMISE 
AND TIIE REALin' 

As an organizaHonal tool, lca1ni. can expantl 
the role of the employet! beyond t11e level of 
"tasks to be performl'd ." J1\stead of having 
only responsibility for tl, e specific duties, the 
employee•as-tea1n-n1embcr becomes in
volvedjn the larger 0~1erations of tJ,e organi
zation. A ~cam environment prompts the em-



ployee to spend more time considering his or 
her role in relation to the organization' s goals. 
Consequently, teams can be looked upon as a 
means of foettsit1g en1ployees' attention be
yond narrO\V duties to the broader role of 
meeting external needs, sud, as tl1e needs of 
the customer. 

Tean,s h.1vl! also proved usl.!fu l in itn
pro\'ing the quality of decision making, help-
ing to build consensus 21nd support for action. 
and helping to build a CC)Oper-ative, goal-O.Ji
ented culture. Team interaction helps to build 
tl,e consen..~us that is so essential to tl1t~ exe
cution of a decision. In theory, by having ev-
e.ryone participate in a dec»lon, a better deci¥ 
sion sl1ould resu.lt-one that ~veryone will 
accept and work toward. 

Tt, is is critical \vhen tht? coordinated t!f
forts of key employees are e:-se.1\U.al to re,1ch
ing organization~goals. Wl,en creative solu
tions are needed, teams are especially 
beneficial because their diverse membe.rs can. 
evaluate ne,v and.different jdeas. Everyone 
can be called upon to suggest a.-eative w ays tu 
better serve th~ customer With new prod:udi 
or improve,d processes. The_, fdutions may 
be n10dip~tions to e.ideti,t\g p~es or 
could involve a total "rethink" of the problem 
itself-- what is sometimes called •finding a 
new paradigm." 

The reality, however, is often different 
from the proouse. As a result, we are begin• 
ning to hear manage.rs v<>ice d.iscourag,e~ 
n1ent even cynicism-with thl~ use of teams,. 
While tean,s ofkr the po.tential o£ tot\jOl,' 
breakthroughs, too often they slow the ded
sion -making process. Moreover, the r:esult:ing 
decisions are not much different from what 
the team leader might have concluded alone. 

Decisions over important iuues can 
breed a win/lose mentality, with "political 
gamesmanship" overpowering a vie\v o f 
what is best for the organization. Team meet
ings can drag on forever. ''Con1pron1ised" de
cisions, sacrificing good busir1ess judgnlent 
for the sake of ''total agreen,ent/ ' fuclfrustra• 
tion among organizational leade..-s and te~ 
members alike. This blight is .known as 
"grouptl1ink," and it infects any group that 
fails to critically evaluate its O\.Vll ideas, choos-
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ing instead to "get alo11g" rdtl1er tha n cJ1aJ
le11ge tl1eir a.ssun,ptions and per~pectives. 

WHAT, EXACJ'L~ 
MAKES THE DIFFERENCE? 

On one hand, teams holli true po te ntial fo r 
improving a,, organiz-ation·s culture. On th ~ 
other ha.nd , teams caJ, be a source of prol:i
le.n,s that ltinder or even prevent tht? organi
zation·s advanoen1ent. 

In an \?ff'O:rt to get to Lhe heart t)f the mat
tcr--thl' ~,ivota1 issues on \vhjch a team's ef
fective11ess or ine.ffectiven('f.S hinges-we 
cgnduct:e1..i on,,,site inter\'iews \.\'tth teams from 
ten diverse <>rgll.niz@tions, Jn each case, these 
teams were responsible for making important 
strategic decisions £or their companjes. 1n 
-each case, we ft)Und that Juno the ten111s tn.an
agctt conflict was tl\e crux of team t'fft>ctive
nes.s. Th~ proved true in inqw;tries as varied 
as seafood processing and furniture manufac
turing, and in cpn1pa11ie!> ran:ging in size from 
$3 million to $300 millio11 in sales. 

The succssful teams used con{Uct to their 
pdvantage to arome diseussj(1n ar,d stimulate 
ct.eative thinking. ~ less successful teams 
dt.4 a poor job of i;nannging and resolving 
ih.dr differences. They found conflict to be a. 
burden--so1r1ething to be avojded. 'fhis 
avoidanse led to poor decisions and a poor 
use.of the team as a way to improve both de
cision making and acceptance of the decisions 
that were made. 

Conflict i.n Teams 

Confilct is central to team effectiveness be¥ 
cause conflict is a n atural part of the process 
that m:akes team decision making so effective 
in the .first place. Effective teams know how to 
manage conflict so that it mak.cs a positive 
e<>ntrlbution. Less effective teanlS avoid con
flict altogether or allow it to produce negative 
consequences that hamper their effectiveness. 
Tlus is one of the paradoxes in und.erstanding 
the role of teams in organizations. Wl'lile a 
number of s tudies have found that conflict is 
im·portan.t to a team's effectiveness, just as 
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many studies h ave concluded lhdt conflicl can 
h arm a team' eff ectivene s. 

A re there different types of confli c: t? T-.. 
some conflict good and some conflict batl? 
Over and over d uring our intt?rvie\\'S v.1ith 
tean1 members, \-·\'e heard tl1at conflict can im
prove decision making and enhance a tcan,'s 
performance. We also h eard, howe,·cr, thnt 
conflict can create more problems than it 
solves and thus should, i11 many in lances, be 
avoided altogether. 

Understanding ho\v tean,s manage con
flict fi rst requires understanding that not oil 
conflicts are created equaJ. The co1\Sequcnccs 
of conflict, whether positive or n egative, arc 
la rgely dependent upon the types of diff~r
en ces that lead to the disagreen1ent. ',Ve found 
that teams generally experien ce two types of 
conflict-one that improves team effective
ness and one that is detrimental to tenms. 

C-lype Conflict 

ln essence, while disagreements among team 
members are bound to occur, so long as they 
focus on substantive, issue-related d ifferences 
of opinion, they tend to improve tea,1, eff cc• 
tiveness. Conflict theorists call these types of 
disagreen1ents cognitive conflict, or what we 
call C-type conflict. 

While conducting our interviews, jt be
came clear to us that this type of disagreement 
is a na.tural part of a properly functioning 
team. Natu.ral, because as team members 
gather to make important decisions, they 
bring different ideas, opinions, and perspec
tives to the table. C-type conflict occurs a.s 
team members examine, compare, and recon
cile these differences. This processis key to the 
team's ability to reach high-quality solutions 
that are understood and accepted by all team 
n1embers. Thus, most of the mnnager \\11th 
whom we spoke believed that C-type conflict 
improves overall team effectiveness. 

In one con1pany, a $15 million processing 
company, the vice president of operations un
derscored this point by n oting thnt "everyone 
can' t be an expert on everything.* Conse• 
quently, he explained, di.ffe:rent team men,
bers are going to have different opinion s 



about how best to do their work. C-type con
flict occurred as this tean, confronted and re
solved these differences. Sinillarly, a vice pres,. 
ident in o $50 mil.lion import/export firm 
stated that "n,ultiple opinions n1ake for better 
decisions." Of course, before a decision can be 
acted upo11, those differences must be exa.m,. 
ined and resolved. In another instance, the 
president of a $42 million wholesa le ,iistribu
tion company stated that his tean, men,bcrs 
needed to be "empowered \viU1 undcrsta.nd
ing" to be effective decisio.n makers. In his 
opinion~ empowerme11t occurred w l,cn ev
er,•one had an equal opportunity to "speak 
their minds." 1'his open airing by the team 
n,e1l1bers brougl\t to the surface disagree
ments about tt,e relative stre11gths and weak
nesses of the different positions and ideas, 
Onceidentifkd, these disagreements could be 
thoroughly considered And resoJved. 

C-type conflict is beneficial because it re
quires teams to enga,ge in activities that are es-
ential to a team's effectiveness. C-type. con

flict focuses attention 011 .the all-too--o~ 
ignored ~ssumptioos tl1at may und.erlie a par
ticularusue. By facilitating frank communica
tion and open consi<kration of different alter
natives, C-type conflict encou rages:.innovative 
thinking and promotes creative solutions to· 
problems that otherwise might seem inst1r
mountable. As a consequence, C-type conflict 
improves the quality of ·team decisions. In fact, 
without C-type conflict,·team decisions are lit
tle more than the dedslons of a t.eam's most 
vocal or iniluentia.J member. 

1n addition to improvmgdedsion quality, 
C-type conflict also see.ms to promote accep
tance of the decision ltself among the team 
members. By encouraging open and franl<. 
cQ.mmunicafionand byinteg:ratingthe•arious 
skills and abilities of the team's members, C
type conflict builds undt??$tandit,g and com
mitment to the team's goals and de.cisions. 
Team members told us that, as they engage in 
C-type conflict they tend to "buy into11 the de
cision. The result is not only a better decision 
but a decision that can be n1ore effectively im~ 
plemented throughout the organi:r,aHon. The 
president of the wholesale distribution com
pany mentioned earlier explained that C-type 
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conflict wa a learning process Ulrough w}ucl, 
team members co,ne to understand how a de
cision will work and what role t.hey will pl,,y 
in .io1plementing tl,e ded ion. 

To illu ti·ate just how essential C-type 
conflict can be to a tea.m's effectiven1.: s, co11-
sider the example of a $20 lnillion import an"t 
whole. ale distribution cori1pany \-Ve visited. 
So important ,va · C-type conflict in tl,e mind 
of lhis con,pa11y' · p:re >ident thal 1,e cited it 
absence a the primary rea on fc>r a p<.X>r deci
sion that the management team had n,adc. 
The pre ident tated that, had tJ1at decision 
been "seriously debated," the learn would 
l1ave recognized tl,e flawed a umptions on 
which the decision was based. Because the 
team accepted tho e as umptions without 
challenge, the company built a larg~ state-of
the-art warehousing facility, only to find that 
they were unable to attJact enough new busi
ness to make full use of tl1e additionnl space. 
ln retrospect, the company pre ident believed 
that some a.dditional conflict wouJd have dis
rupted the atmo phere of Hgrouptl1ink" that 
seemed to characterize the team' meetings. 
Because there was so little C-type confllc~ tJ,is 
team made a mistake that very nearly cost this 
company its existence. 

A-Type Conflict 

We also heard frequently that conOlct can be 
harmful. Our study participants explained 
that conflict can provoke so much animosity 
among a team's members that ded ion quali-
ty actually declines alo:ng with the commit~ 
ment and understanding necessary to get the 
decision successfully implemented, 

Unlike disagreements over substantive isw 
sue-oriented matters, whjch seem to be large
ly beneficial, di agreements over per onal
ized, individually oriented n1attersart: largely 
detrimental to team perfonnance. Conflict 
theorists collectively call the e type of dis
agreements nffeclit:e coufiict- what we call A
type conflict. A-type conflict Jo\>vers team effec
tiveness by provoking hostility, distrust, 
cynici n1, and apathy among team me,mbers. 

The descriptions we heard of A-type con
flict all focused on personalized anger or re-



sentment, u ually directed at specific individ
ttals rather than specific ideas. We found it es
pecially interesting that these A-type dis
agreements seemed to emerge when 
instances of C-type conflict somehow became 
H corrupted." For example, a vice pTesident at a 
$300 milllonintemational food processing and 
distribution company told us that when team 
·members challenge on.e another about their 
different opiruons, nsometimes they get an
gry." This individualized a11ger can persist 
\-V~ll beyond the boundaries of the t-ask at 
hand. 

Unlike C-type conflict,A-type conflict un
dermines team effectiveness by preventing 
teams from engaging in the kinds of activities 
tJ1at are critical to team effectiveness. A-type 
conflict fosters cynicism, distrust, and avoid
ance, thereby obstm.cti.ng open communica~ 
tion and integration. Wl,en that happens, not 
only does the quality of solutions decline, but 
commitment to the team itself ~des because 
team members no longer associate themselves 
with the team's actions. 

Effective teams learn to combine the di
ver e capabilities of their members. ln con
trast, team members who att distrustful of or 
apathetic toward one anothe.r are not willing 
to engage in the types of discussions neces
sary to synthesize their different perspectives. 
As a consequence, the creativity and quality of 
the team's decisions suffer. 

Likewise, team members who are hostile 
or cynical are not likely to understand, 01uch 
less commit to, decisions that w.ere made 
largely without theiI participation. Thus, in 
the befit case, these members are unable to car
ry out the decision because they do not un
dersta.nd it. In the worst case, these- disgn.1n
tled tean, members are unwil)jng to ~-vork to 
implement the decision a intended. A-type 
conflict also undermine a team's ability to 
function effectively in the future. Team mem
bers who have been bun,ed by A-type conflict 
are less likely to participate fully in future 
meetings. 

For example, another vice president at the 
proce ·ing firm mentioned earlier stated that 
"vhen differences of opinion turned into per
sonalized disagreements, some men,bers of 
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the team would imply"throw up their hnnds 
and ,valk away (Tom the decision." Tho e 
fru t.Tated tean, n,embers ceased l'o be active 
participant in the decision process. N()t only 
did the team lose the value of tl,eir input, but 
the member Jost the desire to work vigo.r
ously fur the accon,plishment of whatever de
cision was reached. 

There was wide agreetni?nt an,ong the 
team members ~vhom we int:ervie,ved thatA
type conflict adversely affoo:s the willingneas 
of tcan, members to support the team' deci
sions. Thus, as the pre1,ident of the food dis,. 
tribut:ion company .noted, "'If peoplc- are on• 
gry, th.ey are not goirtg to work for you no 
matter what you decide.N 

We heard this sentiment repeated in di£ .. 
ferentways by nearly all of the team members 
,,ve interviewed. Basically we were lo1d that as 
tean,s experience greater A-type conflict, they 
tend to become Jess effective. They make low
er quality ded1,ions, lltcit members be.come 
Jess comrrutfed to seeing the decisions imple
mented, nnd their nlen1bers beco111e less ac,. 
cepting of the team and its goals. The impli
cation is that for all the different measurea of 
team effective,tess, C-type conflict ilnproves 
team performance and A-type conflict curtails 
team peifonnance. 

These observations are consistent with 
other research suggesting that conflict can be 
both beneficial and detrimental to team effec
tiveness, depend.tog on whether it i C-type 
conflict or A-type conflict. As ffiustrated in Ex
hibit 1, C-type conflict enhan ces team effec. 
tiveness by improving both decision quality 
and the chances that decisions will be sitc
cessfully implemented. At the same lime~ A
type conflict reduces team effectiveness by 
decrensing quality and undem,ining the un
derstanding and commitment necessary fo r 
uccessful implementation of a decision. 

HOW TEAMS MANAGE 
"C" WITHOUT GE'l"J'1NG 
TRAPPED IN "K 

On the basis of our· experiences, the n,ost ef
fective teams are those that seem to be i11tt1-
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itively aware oi the two types of conflict. 
Teams that understand the importance of C
type conflict, and that con u e C-type conflict 
without provoking A-type conflict, eem to 
develop attributes or abiliti~ tl,at other teams 
do not have. 'fhese nttributc or abilities arc 
fundamental to learn effecti,,cnes . And while 
they seen, to flnu rish it, the presence of C
type conflict, tl1ey all but di ,1ppear in the 
presence of A-type conflict. We JnbeJed these 
attnbutes focused aclit,ily, crc11tit1ity, integration, 
and open a:m11nu11icatio11. 

FO(used Activity 

Effective groups are focused. Focused groups 
get to the core issues of the problem and stay 
close to tl,c core. They stick closely to the task 
at hand and rnake (fecisions quickly and effi
ciently. Less effective groups allo\v is ues to 
wander. They labor over trivial points and al
low task goals to take a back seot to social fn. 
cilitation. As a conset1ucnce, focused groups 
define problems and develop w lutions n1ore 
quiddy than less focused groups. 

For example, in a large acaden,ic depart• 
ment of II Midwestern university, departmen
tal meetings would regularly last three to four 
houTs. Conversation ,vouJd drift to 1natters 
not relevant to the issue at hand. Tl,e end re
sult ~vas a high degree of frustration by rnem
bers of the team that meetings were a ~vnstc of 
tinte; nothing ever seemed ·to get do1,e. A ne'-v 
department chair wa.s hired, one who .rar1 a 
more focused meeting. To keep the team on 
track, he would publ ish an agenda with max
imum discussion times indicated for each 
agenda topic. After the agenda time expired, 
the team vo1ed on whether to continue on the 
same topic~ vote on theissu_e at hand, or table 
tht: issue for a future meeting. The end r . ult 
,vas a higher degree of satisfaction by most 
tearn members that their meetings were more 
prcxiuctive, and significantly shorter. 

The president of anoth.er organization, a 
$100 million furniture manufucturing com po
ny, stated that the ability to remain focused 
and thus n1ake d-ecis:ions quickly hod given 
h is company a distinct advantage over its 
competitors. The president stated that ''one 



E:Qmm:·1 
THE OUTCOMBS O'F C-'l"WJi AND A-TYPE CONFLICT 

Deciston ... ,n,tkt,ig 
Interactio11 Flow 

A-type conflict 

Dfftructiw conf!tc1 
RedUa!d prog,.ess 
Poorer tlecJsin,,s 
Decreased ,·u,,u11 it 111t!1U 
Decreased cobesivene$S 
Decreased en,pathy 

thing that wf!Te able to beat our co1npetitors 
with is that we c..,n make a decision." His CQm
pany was often able to ta~ ad.van~ e of op
portunities while conlpetil'l)ls \\i'Qre still busy 
trying to define the probletn and l'larrow the 
alternatives. 

T earns that are ·comfortable witl1 C-type 
confllct can quicldy identify <lnd a,ldress th;e 
problem a1,d its possible soltttions. They can 
ev~uate <Wferent alternative$ qtUcldy end ef
ficiently w.lthout worrying about the political 
ramitications of their choices. Thue; dley can 
move quickly to closure -and 01, to 0 th.er n,at
ters. Team.s that are uncomfortable with con
flict tend either to avoid it altc;>getl,et or allpw 
the conflict to drl!t onto any n.uJ:nber <,f unre
lated. issues. Both produce lon& me.arungiess 
d.lsc\JASions that seem to go .everywhere ex
cept in the needed direttlon. The end results 
are frustration and cynicism. 

Creativity 

Effective teams encourage thinking beyond 
nonnal options. Creativity comes from get
ting the group to think of problems different
ly and finding solutions that approach the 
problen\ from a totally 11ew perspective. Bob 
GaJvin, former CEO of Motorola, stressed the 
importance of "listening to the minority re
port." He particularly wanted to heat opin
ions that were out 0£ the mainstream. The 

231 

C-type ct»ifllct 

Better declsrons 
Increased commftm,e1tt 
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.I.Jit·,-eased empathy 

& 1,1iderstl#1dfng 

goal was to generate as many ideas as possiWe 
and approach each with an open mind. 

CSX. lYlilroad encoungee creativity 
through the use of "stretch goals" that force 
teams to look for innovative solu tions. The 
only way to read\ these types of goals is to re
.think tJ,~ enti~ sy~ Teams have the po
tential abillty to sy.n.ert{U. the thoughts and 
~')ersp ectives of their differen t m embers, ex
tracting-and combinu,g the strongest parts of 
each member's ideas. As a ccnsequence,, 
teams are often able to produce lmlovative so-
1 u tions to problems that seem insurmo\,lnt
able to single mdlviduals. 

C~type coNlict is at the very heart of team 
creativity. By e11couraging dissenling opin
ions and promoting innowtive suggestions, 
Galvin wns cultivating C-type conflict. As the 
president Of the a),ove-mentioned furniture 
manufacturing c-ompany said, ttW e don' t 
need people who just agree," One of.the ben
efits of l1aving djverse team mem.bers is tltc\t 
the teSUlting co1ulicts will inspire creativity 
and .inno'lative solutions to problems tha t, 
from the perspective of any single individual, 
looked hopeless. A vic.e presideI1t at a $15 mil
Uo·n processing firm told us that "sometimes 
one of us "viii see something that the othe-r 
ones do not see." 

How.ever, conflicts that arouse per onal 
animosity and that strain the interpersorlal re
lationships among the team members obstruct 
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creativity. ln the Motorola exc1111ple, for in 
stance, if soi-ne team men,bers felt threatened 
by other menlbers of the team, they \VOuld no-t 
likely b ,'\Tilling to offer their creative jdea.s. 
1--Ience, the fruits of A-type conflict-anger, 
apatl,y, and avoidance-ca1, undem,ine a 
teani 's abilit)' to produce innovative solutions. 

Open Communica.tions 

Fff •cliv<• te,1ms have r11orc open commun.ica
tio11 lha.n lei.c; effective tean,s. Effective tea1ns 
enjoy a culture that .illows their n,embers to 
peak freely a11d chaU~nge the .premises of oth

er members' viewpoiJ1ts, \Vithout the tlu-eat of 
anger, resentment, or relTibuti(>n. Open cotn
rnt1nication are centt'cll to getting sincere ln
volveo,ent from team 1ne.mbers, which en
ha1,ces decision qualily and rt.'infol'C~ tea1n 
consensus and acceptance. Less effectiye teams 
seem to have lessope11 con,n,u1tlec,tion . l 'eall\ 
members offer only guarded responses and 
are fearful of expressing their b·ue opinlOl\S. 
Often, tl,o e in less effective teams feel the 
need to be politically sensitive 1-vith Ule!lr com
ments. This lead to Jess communication and 
resuJts in less effective teams. 

Open con1munica tions are central to 
team effectiveness and conflict is a key to 
maintaltung open commutiica tion.s. As one 
vice president at that food proce sing plant 
expressed, "I have a graduate degcee in:food 
engineering; another VP's background is in 
·ale . When we make a decis ion he speub 
from his expertise and l spe~k from mi~." 
Team, men,bers overcome this :functional 
speciatir.ation by aslting one another que~ 
tion and challengjng one another's sump
Hons. Tl,e vice president caJled this proces:s 
an "exercise" that facilitated undentanding 
r1nd ltncovered flawed logic and outright 
mistakes. 

Naturally, this sort of frank, open, and 
lto11est comn1unicatiQn prod;µ_ces some dls-
agreement and conflict:. Again, however, i£ 
team members recognite that the conflict is 
task-oriented and designed to improve their 
overall effectiveness, they tend to respond to it 
positively. lt i when the conflict appeare to 
have unhealtl,y motivations tha t it begins to 
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und "rmine t am ron,munica tion. When dis
agreemmts seem to be c;elf- erving, p romot
ing the intetests of one at the expen e of an~ 
other, team members adopt a def en~iv stance 
that preve11ts open nnd l,on st con1n,unica
tjon. 

For instance, the I'rrsident of th ,vhole
sale d.istn'bution company related the follow~ 
ing $tory. While con~idcring wJ,eth r to en• 
ter a new line of busi11es.,, thi con,pilny's 
ma,,agement tean, l>ecnn,e e,nbroill?d in ., 
dispute that pitted tvvo VP again t OJle <1n-
0U1er. Ovez the course of evcr<1l meelings 
at,d everal week , the d isagrceme11t be~ 
tween the two beca1ne o inteme tl,at they 
quit speaking to one ai,other at learn meet
ings, choosing instead to go to the president 
on their own to pron1ote their positions. The 
S<>ur~ c>f this bitter dispttte was the co,npa
ny' s bonus sy tem, which would have given 
a disproportionately high reward to one VP 
and a disproportionately lo\.v reward to the 
other. Neith.er wanted to adroit being 
trapped. In a self-centered concern, so each 
found other way to criticize the decisior, and 
the other person. \-Vhen the president real~ 
ized the problem and corrected the Inequity 
in the bonus system., the learn was able to 
openly discu the n1atter and niove forward 
on the dedsion. 

The message is clear: Teams that can 
manage conflict can keep the lines of comm.lt· 
nication open. In theory, ope,n communJca
tion and C-type conflict are two side of the 
same coin. Each should flourish in the pre -
cnce of the other. When teams do not manage 
th.eir conflicts well, however, A-type conflict 
erupts and tean, communica tion jnevitably 
suff~ 

Integration 

Effective tean1s make the fullest po Ible u e 
of all their men1bers. Effective teams are con
sdou of U\e need to include and get the be l 
fr()m All of the n,eo,bers of the team. In lo ef
fective group:,, there is Qften a {iisproportion
ate contribution betweei1 n1embers. 1 he val
ue of using a te.im is lost if only a minority of 
t~am meu1be.rs play d n active role iJl the d >ci• 



Effective teams enjoy a culture that allows their 
nie'lnbers to speak.freel3, and challenge th-e 
premises of other members' viewpoinQ, wtthout 
the threat of anger, resentment, or retribution. 

sion-,nalJng proc~ss. Leader.a of effective 
tl'ams, more nften than not, help to .integrate 
oil team n1en,ber by seeking out opinions of 
those who are less dClive ond attempting to 
moderate the contribution of those member 
who monopoliL:e the discussion . Integration 
is particularly important to obtaining a ron,
n"litment to tl,e decisions being made. 

For exan1ple, the president of a $35 million 
c11air and beddu,g manufacturer ~ tee;), "You 
can'tsimpJy tell people that tbisis the,,1ay it's 
going t:o be aJ1d then expect them to go c.)u t 
and do it tl,c way you'd like fhem to. 1f tl1~y 
don' t buy into it, they' re not -going to do ,l 

gOQd job." This company l1ad just decided to 
completely reorganize its tlvo facto.ries. The 
president believed that con,plete commitn,ent 
ro this decision by all the managers involved 
would be essential to the decisio1i' s success. As 
such_, several rounds of meetings were l,eld , 
where every tean, member was encouragt.•d to 
voice his or her opinions, concerns, and objec
tion , before the decision to move forward 
was made. Tii.e president believed that what 
he lost in speed while making the decisio,,, he 
gained back in commitment for ultimately set>
h,g the decision implemented. 

Teams that encourage discussion, debate, 
and integration can gain higher levels of sat'
isfaction from their members than tean, that 
ignore their differences. The ability t(> n,anage 
conflict o that team members feel free to state 
Lheir concerns or opinions, even wl,en those 
concerns or opinions counter tl,e ,najority, is 
key to achieving integration of the team 
members. Obvlously, the role of the team 
leader is central in getting eacl"1. member of the 
team involved, a.s well as building the sort of 
culture that will improve the tean,·s effective-
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ne~s. To that end, ,ve no\v focus on how to 
build that sort of culture. 

MAKING CONFLICT 
WORK.IN TEAMS 

Th.e question for teams is not o much a m,lt
ter of whether to allow conflict, but ho,iv to 
cl,annellt wl,e.n it exists. The research on the 
subject1 supported by Oltr own experie11ces, is 
clear: conflict con improve team eJfectivenebs. 
The proble,n is t.hat, once aroused, co1\flict is 
rufficult to control. Sometimes it remains taS:k 
focused, facilitating creatiV1ty, open cornmt,
nication~ and team lntegration. ln olher in
·tances, it lose its focus and undermine cre
ativity, -open com1nunicatio11, and integrated 
effort. 

Teams must accept conflict if they are to 
reach their full potential. But, by allowing 
conflict, tean1s _run the risk of provoking de
structive., A-type conflict. As Exhibit 2 illus
trates, team-s become more effective only 
\.-v.hen they encourage the good conflict and 
res-train the bad conflict. The real issue is haw 
to do th.is so as to get the m.ost beneficial as
pects of coilflict -to improve teom perfor
mance. 

One theme that surfaced repeatedly in 
our interviews held that the responsibility for 
managing conflict ,vitlun the team falls dis
propor.lionately 01, the tean, leader. The f al
lowing eigl,t steps provid e a set of strategies 
fort:'he tearr1 leader to use to buUd llJ1 effective 
culture before, during, and after the team in
teractions. Developing tl1e appropriate cul
ture must be the central focus of the leader's 
responsibi!Jtics. 

29 



EXHIBIT 2 
TliB 0 trrCU~1.ES OF "ENC<)URAGING 1..1R SUC'l'Rf.SSING CONFLICT --------------,--··-·--·-----~------------

Co1-,jlict 
Encout•aged 

... More a-co,,jlict 
More t -c01iflict 

lndtvldual clt1sbes 
a1J.d perso,1al 1c,1sfon 

little cutisenst,s 
' 

01· acceptance --.._ ~ 

Compkte disetLs..-.lo,i of 
pt'OUletn. wuf er(J1i11,1( 
~ . a ltet.,1ativct ~ 
so!mlotJS, ltr1 ,I 
C(Jnsequer1ces <if the solutions 

Pomblv better 
• decisions 

Conflict 
Dlsoouraged 

Little discussion 
~ ~f differences 

Less a •co'1ffllct 
· ~ Less c-COft/Ut:t ....._... ih Incomplete airing of 

problt.>t11s, cau.M.S, 
,,lternatwes, (ffld. 

comeq"mus 
Poore,· 

dcdslom 

------------- ··-----------------------
1. DI~JlNATlt A FUU AC:ENDA llAJU, Y. . . 

An effective meeting ~oesn"t just happen; it .is 
pia,.me.d. A t-ean\ leader needs to bw1d a posi
tive focus to the meeting and oteate a full un
derstanding. of the team's purpose in· the pro., 
cess. Th~ an agenda is critical. An agenda 
provides fucut and can do much to md.uce A
type conflict. For exan1plc, the leader can Qrder 
the. agenda to discuss the lest COl'ltroversial. 
ltems first. This n1ay encourage.participation 
while desensitizing the team mm,bers. to ·the 
more emotional issues -to come later. 

If me.ettngs begin w.i.th ·a highly. contro.. 
versial issue tn which team men1bers have a 
personal stake, C-type conflict may quickly 
erode into A-type conflict. 111 other words, a 
tean'l that gets off 011 th-e wrong foot n1ay find 
it difficult to ~t back on track. Making lees 
sensitive decisions first may also gtve th.e 
team momentum for making n1ore controvce:r~ 
~ial decision later. Or1ce they have achieved 
early successes, team members may begin to 
£eel more Jike men,bers of an effective tt-am. 

It may be helpful to require that the agen-
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dn not only l'Ulve an itemized list of proposals 
to cor\sider, but also include the proposals 
ail.ti their rationales. This-has the advantage of 
allowing members to consider proposnls 
ahead of time an<l get clarification if need.eel. 
ln addition, team members will have a sense 
that all the i-ssut!s are aboveboard and that 
eacl1 tea.m.mernbez is coming to the meeting 
witi1 full .knowtedg~ of the issues to be cov
ered. This will sav.e. time in the meeting, in 
that p~ will not have to be fOl'!l'lula:ted, 
only modified through the tenn1's discus
sions. 

Also, allowing the team members to con
sidf.'s the proposals before the meeting gives 
thet11 the time to car~fully formulate their 
own reactio.ns. This will improve Lhe quality 
of the dlt;cussio1\ and the resuJting decision . 
Presenting surprise proposals at ·n1eetings is 
not a good strateh'Y to build trust 

2. STATH THE PHILOSOPHY FOR TH11 
TEAM ANO .8ACKUPTHATJ'HILOSOPffi.$tat
ing the phUo ophy behind team decision 
making wtlJ be helpful. A discu ion of the 



importance of C-type conflict to the process, 
combined ,¥ith cautions about the dangers-of 
A-type confljct, sl1ould be a part of this dis
cussion. The team hould openly con&i(ler 
how the team leader should act wher1 A-type 
con flict begins to /ilri$e. The road n,ap that 
evolve· from this discussion ,viii help the 
group understand the positive and negative 
aspects of confil(:t and what ,/\lays might be 
used to ensure that the process s tays 0 11 track 
toward C-type conflict. 

Th~ key, however, is not ju~ to OP1?.nly 
discuss how best to structure the team's eJ;1vr
ronment, but to back up that discussion with 
concrete actions that produce the desired en• 
vironment. Discussion ""'ithout action Will not 
be sufficient. 

3. PROVIDE TIIE RJGHT13NVfRONMENT 
FOR TI-lE MEETING. l'roviding the appropriate 
environment -ca n increase the team's perfor
mance and reduce A-type conilict. For exam
ple, seating location at the meeting 1night be 
assigned in advance so that there are no ap-, 
pearance of coalitions. Having team n1em
bers seated in a neutral order that keeps 
members from the same department separate 
may foster the development of networks and 
friendships within the total team. The goal is 
to focus on the group as the- center of rela
tionships, not the various organizational de
parbnents that team members represent 

Finally, even the shape of the meeting 
table can help red\1ce the potential for affec
tive conflict. Round tables neutralize stal'Qs or 
power. Rectangular tables accent status or 
power, giving the person at the head of the 
table the appearance of greater comn,ru,d~ 

While these sorts of details n1ay seem pet
ty to some, remember the kind of envi ron
ment that needs to be created. Men1bers with 
negative dispositions are likeJy to read th.e 
worst into every situation a.nd thus may rt• 
spond to the perception of A-type conflict, 
even wl,en none is present, 

4. HA VE BEHAVIORAL STD.A TnGJBS TO 
RUN THE 1t11ffillNC TN MIND BIPOl'lli l l1£ 
MBETING 81:GJNS. Whilestru.ctu.dngthetearn 
meeting is important, the behavior of the 
team leader i central to keep1ng the meeting 
productive. What kinds of traits should the 
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team leader exhibit? There i a great deal of 
research indicating that openness and coop-
erati,,ene s are necessary for the effective use 
of conflict. Increasing the level of openness to 
diverse and disse11ling opinio11S can stimulate 
C.-type conflict where none pceviou ly exist
ed. Si1nilarly, encouraging and re,,varcling c-o~ 
operativeness-can avert some of the personaJ 
insecurity and distrust that prompt A-type 
conflict. I.n our 0\,-Vn experience, ,\Te found 
that teams whose interactions ,vere open to 
and tolerant of criticism and dissent experi
enced more positive C~type conflict. We also 
found that m.ore cooperative teams experi
enced less negative A-type conflict. For exam
ple, the president of a $42 1niJlior1 wholesale 
disbibution firm we interviewed stated that 
rus prin,ary responsibiljty was to "initiate a 
cooperdtive decision-making system" where 
openness and cooperation are encouraged. 

Openness and cooperation do not just 
happen, however. The leader has to have 
strategies to ensure a climate of openness-and 
coopera lion. This is difficult because the lead
eris also concerned with proceeding with the 
·stated agenda. Sam Walton, founder of Wal
Mart, w<>u ld often appoint someone eJse to 
lead the team throu.gh the agenda during the 
company's Saturday morning corporate gen
eral meetingt;. Walton would then be free to 
.focus on the process aspects of the meeting, 
observing ele11'lents such as, "Are people un
derstanding what the organization is trying to 
do? Do people agree witl, what is be-in$ said? 
ls there commitment toward the goals? Is dis
sent being shared o that it can be dealt with 
openly?"' He would interject in·to the meeting, 
asking questions, validating acceptance of 
\4.1h at was being said, or challenging team 
.members to become the devil's advocate. Ob
viously, to fulfill this role the leader must 
"read "' 1he verbaJ and non-verbal cue fron, 
the team, "~hich is hard to do when the lead
er is also directing th agenda. 

S, 10:EP A S£NSB OP WHERE THE DISCUS~ 
SIONS ARE GOING. To further encourage co
operativeness and openness, the team leader 
n1ay need, at least initia·uy, to facilitate and 
strictly monitor lean, discussions in order to 
li111it personaliz.ed statements made during 
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heated d ebate. Personalizcd statcn1enr- suet, 
as "your idea," or "my department," or "you 
don't know \.Vhat you arc talking about," or 
"you don' t understand our situation,"' place 
emphasis on the individual rather than the 
idea. SucJ, indjvjdual en,pha is may detract 
from the collective group nature required to 
n1ake effective d ecisions. n,csc types of state
ments would move conflic l lO\vard A•type 
and away from the C-typc. 

Personalized or individuaJized sla te
ments ma.y also anger :-.ome individuals, fur
tl,er reducing opennt."Ss and cooperativeness. 
Por exan,ple, the VP of marketing nlay sug• 
gest to the VP of operatiot\S th.at he or she al
ter the p.roduction schedule to nieet a u1,ique 
den,and in the marketplace. If the VP of n1an
u facturing responds, "You don't know ,,vhat 
you are talking about because you don' t w,
derstand our operation," the VP of marketing 
will probably respond as thougl1 perso'nally 
attacked. Such an attack would likely result in 
hostility and anger, ,vh.iclt lvould likely 
prompt a personal counterattack. Once 
aroused, this groundswell of A-type conflict 
would ut1dermine the chances of reaching 
any sort of solution that would be satisfactory 
to botl1 parties. 

6. CHANN£L DlSCOSStON FROM A-TYPE 
CONFLICT TOWARD C~TYPB CONFI.ICT. The 
tean, leade r needs not .only to monitor team 
discussions, but also to channel discussion 
from A-type conflict back toward C-type con
ilict. It is not sufficient merely to monitor the 
process-the leader m"5t also act to keep the 
group focused on the positive a'$pects of open 
disct1ssions. It takes particular skill for the 
leader to be sensitive to the behavioral dy
nan1ics of the meeting. The leader must bal
ance the goals of ope:n and frank discus ion of 
the issues \,vhile also trying to reduce the te.t,
dency t(,wards A-type con.Oict. ln essence, Ult? 

lead er .i try i11g to draw people out to get their 
opinions, but also lryingto g t tho e opiniot'\S 
by a n1eans that will not personally attr1ck oth
ers in the process. 

However, when the tealier suppresses A
type conflict, he or she runs ,, risk: might tl1e 
re t of tt,e group read u,to lt that the leader re
ally only wants to hear one side of an argu-
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ment? 'Iha! possibility make:, the leader's jt)b 
doubly di fficult and it lak~. a weU-focttsed 
leader to encourage a full di.scu~ion of the 
topic in a C-type m.1nner wlille making it 
cltlar that A-l'<>nflict ,vill not be tolerated 

1:he te,,n, leader m ay need to hoJd an 
open disru:, ·ion on why he or she wt1nts to 
cha1,ge the clirection of the discussion . Tl,is 
otay be n ec~sary to help team m embers un• 
derstand how to focus their com1111:nL~ S<l 
U1ey are di_rected towam the issues and not 
tO\.\'ard u,e individuals. lnitially at least, it ,,rill 
likely be ha rd for team members to see the 
difference. Re earch has shown that nios l 
people cannot readily djstinguis.h between 
the different types of C(lnflict. As children, we 
learned to think of ou rsetves as "'ba(lll' when 
·we'\vere couected for acting in n certain way, 
ratherthan to see the action as ,. not appropri
ate." Hence, the leader has quite a1, education 
job to do. 

7. SUP}10RT THE TEAM. A leader n,ust 
continually exhibit behavior that sh ows su p
port for the team. As discussed above, tl,ere is 
a need to focus the team so that it is function
ing as a team and not a collection of individu• 
als. This tean, focus increases the caring na
ture of each member toward each other and 
bu:Uds support for the team dcd ion. Support 
for the team is important o_s it tends to replace 
rnuch of fhe "you versus n,e" mentality of in
dividual group members with an "u s" n1en
tality, which is essen tial for trus t a1,d confi. 
dence to develop. A stronger sense of id·entity 
will strengthen the group's ability to wrestle 
with n1eaningful, positive conflict \,vithout the 
destructive nature of negative conflict 

For example, part of Wal-Mart's difficul~ 
ty is bringing a sense of family into a very 
large organization. Yet i t is important lo have 
people work for WaJ-Mart as an organizotion; 
not for tl1emselves or their d.epartmcnts. Wal
Mart, under Sam Walton, wanted each asso
ciate to care about serving the ct1ston1ers and 
looking toward improving the organization. 
At weekly 11,eetings ii, Be.11.tonville, Arkansa:s, 
Walton wouJ<l ask people for tl,eir comments 
on issues being discussed. I-Ie honestly ,vant• 
ed to know \.V)1at each person' s feelings were 
on the issue. At times he wouJd cl,atlcnge the 



group to n1akc tl,e :,i tuJtion better. Walton 
wanted to upport tht! notion of the Wal-Marl 
"family." Tl1ere \~as a higher purpose in an 
a:,sociat~' life at Wal-Marl than just doing his 
or J1el' job. Creating thi grea ter pttrpose i be
hind n,uch of the employee empowern,ent is
~ue:, in the total quality n1anagemcnt ap
proacl,e ad ocated by such expert a 
Oen1iJ1g, Juran, and Crosby. The individual 
employee i ll,e key to making the orga1,lza
tion suci:eed tluougl, involvement in decision 
mak.if\g and iJ, the organization unlocking the 
indivlduaJs' crea l1vity whilt• building commit-
01ent to the organization. 

8. BE PROACTIVE AND .8.EACTlVE, NOT 
PASSIVE. To take many of the concepts above 
and roll them into one set of actions, the lea11, 
leader mu.st actively support a positive cul
ture for the team. The development of this 
cuJture is done before, duriJ1g, and after each 
team interaction. The leader' behavior needs 
to focu.s on building the team and the cul~ 
that ..,,vilJ support active debate that is positive 
and constructive. The leader need to be sup
portive of group members to bring them into 
the decision process and to ensure that they 
believe that their views are being heard and 
acted upon. 

The practice of distributing a full agenda, 
with proposals attached, before the meeting,, 
demonstrates that each member is.impor.tant 
to the team. This action in1plies that each 
member should have an opportunity to con
sider the agenda ln advance in order to de~ 
velop their own opinions. In addition, the 
leader should contact team members in ad,. 
vance to see that U,ey understand the issues 
that will be co1lsidered m the meeting. This 
reinforces the importance of each men,ber to 
Ule process. 

During the meeting, the leader continues 
the job of reinforcit1.g a cijmate that is sup
portive of the group and the group's work. 
Again, the goal i to build a team-centered de
ci ion-making body i11 which every member 
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i!> a valued and in,l:>ortant contributor. 
After the meeting, the leader c..,n do 1nuch 

to furt:J1 r reinforc tl,e tean, and build a per
formance-centered culture. Minute that re
flect the issues and thinking of U,e meeting can 
be shared and the Jeader can thaJ\k each n1em
ber personally for their contributions. The 
leader can all,o reward the team a a whole for 
their efforts rather than try to single out indi
viduals for particular praise or attention. 

CONCLUSION 

Our i11vestigation ha shc>,vn that tl'\e ability 
to discourage A-type conflict ,vhile encourag
ing C-type conflict I!, critically important to 
the overall team success. Unfortunately, the 
task js no t at all simple, and many tedn\S per
form well below their potential. However, by 
focusing on critical, fund,,mental issues- not 
the personalities of the participants-teams 
are, at Jeast, pointed 1n the right direction. 
This discussion can best be sumrned up by the 
CEO of a petroleum firm who stated, "Our 
biggest problem was that we found that we 
were making lou y decisions. Basically, "°"e 
found tJ'lat we had two groups left landing at 
the end of our meetings, those who won and 
those who lost." Not surprisingly, this team 
experienced a great deal of A-type conflict. 
However, whet\ it adopted techniques that 
nurtured only issue-related conflict, the focus 
cha.t\ged dramatically. 'We found that ow.de
cision.s were cf hi:-gher quality," note.d the 
CEO, "and we had only one group stand.Ing 
at the end-all winners." 

If you wtsh to make photocopies or 
obtatn reprints of tbfs or other 

artlcles iti 0RG,'\i'llrLA110/IIAL D'lNIU«CS, 

please refer U> the special reprint 
servtce fnstn,ctto,1s on page 96. 

33 



-♦-
SELECI eo BIBLIOGRAPHY 

Team decision making has become increa~ 
ingly popular in today's organizations be
cau e teams have the potential to produce 
high quality, innovative solutions to complex 
problems. For further reading on the subject, 
ce O.C. Hatnbrick, "TI,e Top Management 

Team: Key to Strategic Success,'' California 
M,rnageme11t Review, Fall 1987, pp. 88-107; L.G. 
Bolman and T.E. Deal, "What Makes a Team 
Workr ' Organizational Dynn111ics, Vol. 21, 1992, 
pp. 34-44; J.R. Katzenbach and O.K. Smith, 
The Wisdom of Tenms (Bo ton: Harvard Busi
ness Sc.hoot Press, 1993); and KA. Bantel and 
S.E. Jackson, "Top Management and. lnnova
tion in Banking: Doe the Composition of the 
Top Team Make a Differencer Stn,tegic Mnn
age"thtt Journal, Vol. 10, 1989, pp. 107-112. 

While the conOicl literature is a rich and 
multifaceted as any in the field of social sci
ence research, here we deal almost exclu
sively ,vith intragrollp connicl. For n,ore de
tailed discu sio1,s of the n,ultidimensionality 
of intragroup conflict, see A. Rahim, "Mea
surement of Organizational Conflict: ]ournnl 
of Ge11eml .Psychology, Vol. 109, 1983, pp. 189-
199; R.L. Pinkley, "Dimensions of Conflict 
Frame: Disputant Interpre ta tions of Con
flict," ]011r11al of Applied Psychology, Vol. 75, 
1990, pp.117-126; B. Brehme.r, "Social Judge~ 
ment Theory and. the Analy is of interper
sonal Conflict✓" Psychological Bulletin,, Vol. 83, 
1976, pp. 985-1003; M. Deutsch, HConfficts: 
Productive and, Destructive," jo,~rnnl of Social 
Issues, Vol. 25, 1969, pp. 7-41; and K.A. Jehn, 
"Enhancing Effectiveness: An Inve tigation 
of Advantages and Disadva11tages of Value
based lntragroup ConfUct," International 
Journal of Conj1ict Mn11nge111e11/1 VoL 5, 1994, 
pp. 223-238. 

For more specific discussions of the ef
fects., both positive and negative, of co1tllict 

34 

238 

on decision-making learns, see R.A. Cosier 
and R.L. Rose, "Cognitive Conflict and Goal 
Effects on Ta k Performance," Orga.nia1tic111nl 
BelurtJiorand Human Pl?'jon11a11u, VoL 19, 1977, 
pp. 378--391; D.M. Sch\.-veiger, W.R. Sandberg, 
and P.L. Rechner, "Experiential Effect· of Di
a1ectica1 Inquiry, Devil's Advocacy and Con
sensu Approaches to Strategic Deci ion Mak
ing," AClldemy of Mt1nnge111mt ]011rt1t1I, Vol. 32, 
1989, pp. 745-772; C.R. Sch\.venk, "Conflict in 
Organizational Decision Making: An Ex
ploratory Study of lt5 Effect in For-profit and 
Not-for-profit Organii;ations," Mnnageml'nf 
Science, Vol. 36, 1990, p p. 436-488; R.A, Cosier 
and C.R. Schwenk, " Agreement and Thir,king 
Alike: Ingredients for Poor Decisions," Acnde
",y of Managnnent Executive, Vol. 4, 19901 pp. 
69-74; A.C. Amason and O.M. Schweiger, "Re
solving the Paradox of Conflict, Strategic De
cision Making and Organizational Perfor
mance," lnternatio11al Journal of Co11flict 
Management, Vol 5, 1994, pp. 239--253; F. 
Gaenslen, "Democracy vs. Efficiency: Some 
Arguments from the Small Group,'' Political 
Psychology, Spring 1980, pp. 15-29; and V,D. 
Wall and L.L. Nolan., "Small Group Conflld, a 
Look at Bqujty, Satisfaction, and Styles of 
Conflict Management," S111nll Group Behm,Jor, 
Vol. 18, 1987, pp. 188-211. 

The effects of conflict, or the absence of 
those effects, can also be seen clearly in some 
fine qualitative studies that have been written 
on team decision making. Particu1ar1y inter
esting among lhese are G.T. Allison, Tlie 
Esse11ceofDtcisio11: Explaining tlte Culxin Missile 
Crisis (Boston: Llttle, Brown & Co., 1971); I.L. 
Janis, Gro1'pthink: P ycltologictll Studies of Policy 
Decisions and Fiasco , 2nd ed. (Boston: 
Houghto11-Mi£fiin, 1982); K.M. Eisenhardt, 
"'Making Fast Strategi.c Decisions in High Ve,. 
locity Environn,ents," Aazderny of Manage,ttettl 



Tot,rnal, Vol. 32, 1989, pp. 543-576; and D.J. 
Hirkson, R.J. BuUer, C. Gray, G.R. Mallory, 
and D.C. Wilson, Top Decisions: Strategic Dt'ci
sion Making in Orgat1;zations {San Fra1,ci!>co: 
Jo ey-Bass, 1986). 

For further readil,g on tcn1n interaction 
nom,s and their effect on conflict in team d\!
cision making, S(!(' M. Deut -ch, ''Th~ Effect~ of 
Cooperation and Cornpetilion upon Group 
Proce es/' in D. Car,,·rigl-i t and A. Zanli tr 
(eds.), Group Dy11a111ir:- (N~w York: Haipcr & 
Row, 1968); O. l 'jo.;vold and O.K. Dee.n,cr, 

239 

''Effects of Con troversy Within a Co()perative 
or Competitive Context on Organi7ational 
Decision Making," Jofln1nl of AJtpl icd Psycl,ol<>
gy, Vol 65, 1983, pp. 590-595; M. Pinto, J. Pin
to, and J. Prescott," An tecedents and Con5e
quences of Project Team Cross-functional 
Cooperation,·· Manage111cnt Science, Vol. 39, 
1993, pp. 1 l l-12l ; and K.L. "6etten1,~u en and 
J.K. Mul'11igh,,n, "The Emergence of Non,, in 
Compe titiv1: Det; ion Making Group ," Ad-
1ui11istrali11(! S(ir>nce Qtfflrterly, Vol. 3(}, 1985, pp. 
350-371.. 

3S 



:~_~t t ~t :~ t 
' 

Harvard Business School 9-487-020 
Rev. February 5, 1996 

Harvard business revie w by HARVARD UNIVERSITY Re produced with pern1ission of HARVARD BUSINESS REVIEW 
in the forn1at Photocopy for a coursepack via Copyrig ht Clearance Center. 

Karen Leary (A) 

It did not surprise Karen Leary that her lunch with Ted Chung had turned into a somewhat 
uncomfortable experience. Although a year had passed since she hired Chung to be a financial 
consultant (FC), Leary sensed that there was a wide gulf between them. She had tried to get to know 
him better, but Chung had always distanced himself from her and the other FCs in the office. Leary 
had hired the Taiwan-born Chung to attract customers from the thriving community of Taiwanese 
entrepreneurs that had sprung up around Elmville, a 01icago suburb. In his first year at Merrill 
Lynch, Chung opened the $6 million account of a Taiwanese industrialist and had traded the account 
actively, generating substantial commissions. 

Over lunch, Leary and Chung reviewed Chung's performance d uring the past year. Leary 
told him that she wa,; p leased that he opened such a big account. She reminded him of her concern 
about the appropriateness of some of his trades. The client was new to the American market, and she 
questioned Chung's investments in risky stocks and his use of margin. She also cautioned Chung not 
to spend all his time with thi,; ()ne account; she expected him to develop other Taiwanese customers. 

Chung explained that he had been actively developing relationships with vvealthy Taiwanese 
businesspeople and expected to bring in more accounts soon. He also reassured Leary that the 
Taiwanese industrialist was fully aware of how his accoLmt \-\1as being handled. Chung then said, in 
reviewing his own performance, that he vvas certainly going to be one of the most important 
producers in Leary's branch, and therefore, he deserved and needed a private office. 

Leary was taken aback by Chung's request. Of the 45 PCs at the Elmville branch, only eight 
had private offices and they were the best and most experienced brokers. Even FCs doing substantial 
business in their twentieth year sometimes did not have private c>ffices. Although Chung appeared 
headed toward a successful career at Merrill Lynch, several elements in Chung's performance over 
the past year worried Leary. Given her expectations of the Taiwanese market's potential and her 
aggressive goals for the office, Leary wondered how she should respond to his request. 

Merrill Lynch Background 

In 1985, Merrill Lynch, one of the nation's largest wirehouses, found itself in the mjdst of a 
fiercely competitive battle in the retail financial services industry. Government deregulation of major 
financial institutions and increased innovation in financial instruments had unleashed a head-on clash 

Research Assistant ]nan Elias prepared this case under the supervision of Professor Linda A. Hill as the basis for class 
discussion rather than to illustrate either effective or ineffective handling of an administrative situation. The circumstances 
described in this case are reported primarily fron1 Karen Leary's point of view. Although the corr1111ents of others have been 
incorporated, the case does not necessarily reflect all of the perceptions of other participants. It has been made available 
through the cooperation of both the individual and the cornpany involved. So,ne na,nes and places have been disguised. 

Copyrigh t © 1986 by the President and Fellows of Harvard College. To order copies or request permission to 
reproduce materials, ca U 1-800-545-7685 or write Harvard Business School Publishing, Boston, MA 02163. No 
part of this publication may be reproduced, stored in a retrievaJ system, used in a spreadsheet, or transmitted in 
any form or by any means-electronic, mechanical, photocopying, recording, or otherwise without the 
permission of Harvard Business School. 
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among a diverse group of players. Merril l Lynch, Citicorp, Prudential, American Express, and Sears 
had built up impressive arrays of consumer financial services through expansion and acquisition . 

From the 1940s when Charles Merrill had pioneered the concept of bringing "Wall Street to 
Main Street," Merrill Lynch had been in the forefront of bringing one-stop financial shopping to all 
Americans. The core of Merrill 's approach to providing financial services had always been the tight 
bond that brokers formed with their clients. The company had set up a large network of branch 
offices and supported its brokers with extensive training and topnotch research. Through its efforts, 
Merrill created the mold for the modem professional broker.1 FCs responded by showing fierce pride 
in the company. Most of the senior management, including many of the past CEOs, had started ou t 
as brokers. 

The increased competition, however, had Merrill's top management leading its brokers in 
new djrections. The decision to retitle account executives financial consultants was more than 
cosmetic; it reflected a transition in the way Merrill marketed its services. (Brokers at Merrill Lynch 
were first called account executives by Charlie Merrill in the 1940s. In 1983, they were retitled financial 
consultants.) According to the Merrill Lynch 1985 Annual Report, the company had been moving 
toward a customer-oriented rather than a product-centered structure. Services were to be "wrapped 
around the customer." Accordingly, the compa,ny introduced a menu of new products, ranging from 
real estate investments and insurance to centralized cash management accounts. Salaried product 
specialists had been dispatched to branch offices to aid FCs in pinpointing the proper mix of financial 
instruments to respond to a client's needs. The new lineup of products necessitated additional 
training in financial planning practices and profiling the customers' long-term financial goals. 

Increased competition and consumer sophistication had also meant smaller margins, and 
concern about the high fixed cost of operating a large brokerage system. (Merrill Lynch estimates that 
it takes $100,000 a year to support one broker.) Upper management had targeted goals of cost control 
and increased productivity per broker while continuing to offer the most professional financial advice 
possible to the client. The compensation system was restructured to reward asset gathering and top 
brokers. To be profitable, Merrill's management believed the company must enhance an FC's ability 
to add value by recognizing and properly satisfying a customer's long-term financial objectives. 

Some industry analysts, however, provided a sharp counterpoint to the new strategies being 
employed by financial service firms. One commented, "People still do business with brokers because 
they like them. You need the entrepreneurial type of guy. What happens if some of a firm's big ideas 
don't work?" Another observed, "For most brokers, trading remains the most glamorous part of the 
business; it provides the high-stakes financial rewards and excitement that motivated them to become 
brokers." Many thought trading would always be a broker's bread and butter. One broker 
commented, "The industry is always restructuring. It' ll probably happen again in a few years, but the 
bottom line will still be how much you can bring in with commissions."2 

1Business Week, January 16, 1984. 
2At large wirehouses, brokers received between 30% and 45% of the business they generated. Branch managers 
were compensated as a percentage of what the brokers they managed p roduced . Brokers prized relationships 
with large customers since over 80% of the commission dollars were produced by 20% of the customers. 
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Taking Over the Branch Office 

Leary's Background 

Leary joined Men·ill Lynch as a fina.ncial consultant in 1975, after having managed a family 
business for several years. Besides quickly building her own client list, Leary took on various 
leadership roles, such as product coordinator, in the San Francisco branch where she worked. 

I truly e11joyed working with my clients and helping them fulfill their 
dreams, such as getting the money for a new home or funding the investments that 
would make it possible for a child to go to college. But I always knew that I wanted 
to go further in the industry. 

After s ix years as an FC, Leary went to the Merrill Lynch assessment center and passed the 
grueling set of exercises designed to evaluate management skills. She was assigned to a downtown 
Chicago branch as sales manager. In 1983, she became resident vice president and general manager a t 
the Elm ville branch, a substantial office for a first-time branch manager. 

When I took over the office, there was a large group of people h ere who had 
been in production for maybe 10 years or more. Many were average producers who 
did a lot of options and small trades. A few were oriented toward jus t getting a 
commission dollar and were having difficulty implementing a financial planning 
approach. I felt I would have to cl1ange this, that the culture was one that would not 
allow growth. I knew that even ii I brough t in new, good people their growth would 
be inhibited by the prevailing culture. . . . Some managers have the philosophy: "If a 
person is moderately profitable for the firm and no trouble, then fine. " I'm not 
saying that is a bad approach. The firm makes money, the FCs make money, and the 
manager makes money. l t is just that I am more aggressive and my goals are higher. 
I wanted to build a winning team that would be recognized for the quality and 
professionalism of its people, that would excel in matching clients with the products, 
and that would utilize the full range of Merrill Lynch services. I d on ' t want to be a 
little country office out in Elmville. 

Leary terminated eight of the FCs that she inherited, some of whom had been with Merrill 
Lynch for over six years. She believed that these were people w ho could not follow the firm's 
s trategy. In many instances it was a difficult decision , and Leary helped some FCs find positions with 
otl1er brokerage houses. 

Leary initially focused on hiring experienced brokers to fill the vacancies. 

I interviewed some younger people who had been brokers with other firms. 
They were al.ready fully registered and for one reason or another had not fit into their 
firms. To train a person with no experience, it cost Merrill Lynch $30,000, and it is at 
least six to eight months before an inexperienced person is a t all productive. So it is a 
long-term, expensive proposition. The people I interviewed were fully registered 
and knew a little about the business. So I took a risk. It was a business decis ion; it 
cost Merrill Lynch little. I hired four or five of them and two made it. . . . But I 
learned you really can' t do it that way and build what I want. It exposes the rest of 
the office to unsuccessful people and the office needs to view themselves as a 
collection of successful professionals. So, while it did not cost the firm financially, I 
think it cost the firm in other areas. 
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Leary's Management Style 

Leary made a point of getting out of the office and on to the floor of the boardroom as often 
as she could. For at least two hours every day, she navigated among the cubicles, where the FCs were 
talking with clients on the phone and monitoring market indicators and current events on Quotron 
screens. 

I d o a lot of coaching and counseling informalJy. I find it's effective and less 
threa tening than to be called into the manager 's office and asked to explain yourself. 
So, I 'll frequently sit down at a person's desk and just say "Hi . How's it going? Let 
me see what you're working on. That looks interesting. Have you seen the new tax
free bonds up on page eight of the Quotron?" or I will ask them about a problem they 
had or a s tock that they are watching. 

"Karen is by far the most sales-oriented manager I've ever seen," a veteran Merrill Lynch FC 
commented. "Literally every day, she finds just the right investment for a client. Now a good broker 
can get on the pho11e and use that immediately .... Some managers are content to just check the mail 
and do the adminis tration. Not Karen . She really is very aggressive in trying to motivate the FCs." 

Leary's superiors praised her development of innovative sales and training programs. She 
created a voluntary program of partnerships/ internships for FCs both to motiva te top, older 
producers and to help young FCs get started. 

Some of these older people are doing five or six hundred thousand a year in 
production and have their business set. They get kind of complacent. At that point 
in their career, it is very difficult to get these people to prospect or develop new 
business. On the other hand, younger people need strong role models who are 
willing to teach them more about the business. I think this program provided a 
unique opportunity for less experienced FCs to learn firsthand about superior 
customer service and prudent money management. 

Leary persuaded a few of her more experienced FCs to take on younger brokers or trainees as 
junior partners. The young brokers agreed to make the cold calls and draw up the client profiles 
needed to gather more assets, while the older FCs helped with the clients and with servicing the 
accounts. Leary hoped that the program \¥ou1d help reinvigorate the careers of some of her older 
producers while giving younger ones much-needed experience and supervision. 

Leary stressed training her corps of younger brokers. She often cam e in before the market 
opened or on Saturdays to lead seminars designed to familiarize young PCs with financial planning 
techniques. Through case-by-case review, Leary led spirited discussions of Merrill Lynch products 
and techniques for profiling customer needs. She also leaned on her young PCs, keeping tabs on their 
cold calling (they were expected to make 200 calls a day) and overseeing the development of their 
own customer s trategies. 

Overseeing brokers' trades was an important part of a Merrill Lynch manager's 
responsibilities, and many of the FCs in Leary's office gave her high marks for staying on top of 
compliance issues.3 Th.e branch manager was considered the key to a brokerage house's compliance 
effort, since he or she was in the best position to monitor brokers. Branch managers were charged 
with guarding against a wide range of broker malfeasance, including churning (doing more trading 
in an account than warranted), misrepresentation (failing to properly convey the risks of an 

3Co,npliance is the name given to surveillance against broker fraud and to the maintenance of integrity in the 
brokerage industry. 
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investment), unauthorized trading, and unsuitability (recommending investments not in keeping 
with an investor's financial position). 

One of Leary's first moves on taking over the Elmville office was to bring in a new chief 
compliance officer, one she felt would get to know brokers better and evaluate their trades. Daily, 
Leary reviewed all of her FC's account activity and often questioned FCs abou t their trades. Leary 
observed, "There is a great deal of concern about protecting our customers. So it is very important to 
me that we do quality business for them and make sure their investments are right and proper. We 
deal with money and are very tightly regulated." 

Leary's aggressive approach to sales and compliance appeared to have paid off. During her 
first year, business increased by 30%. Ho\vever, her style had some FCs grumbling. "She rides all the 
FCs hard," one commented. "She is always pushing you and looking over your shoulder." Leary 
hoped her innovative approach to management would be beneficial to and recognized by Merrill 
Lynch. From the Elmville office, her specific goals in 1985 included completing an office renovation, 
opening an other satellite office, and developing the small business trade. Generally, she wanted to 
build "a high-producing, successful group of professionals who help one another and work together 
to provide clients with complete service in meeting their Jong-term financial goals. All recognizing, of 
course, that we're dealing with egos and that it takes a very strong ego to be successful." 

Developing the Taiwanese Market 

Hiring and Training Ted Chung 

Leary hired Chung to develop the Taiwanese marke t for Merrill Lynch. "The Taiwanese are 
.not really assimilated into the American system, so we needed a person with a Taiwanese 
background who spoke Chinese to begin to develop this market. I put some general ads in the paper, 
and Ted Chung was one of man y who answered the ad and one of several Taiwanese." Numerous 
Taiwanese-owned and -operated businesses had sprung up throughou t the Chicago area during the 
1970s. Unlike other waves of immigrants to the United States, these Taiwanese had a strong network 
of contacts and sufficient capital to set up businesses. Through hard work and determination, family
run, first-gen eration Taiwanese businesses had built up substantial positions in a relatively short 
time. Many active Taiwanese community organizations had formed, and businesses tailored to the 
Taiwanese had opened tl,eir doors. 

The other Taiwanese applicants were young, and Leary felt she needed a more experienced 
broker to work with Taiwanese businesspeople. 

Chung was in his early forties and he appeared mature, stable, and 
responsible. He was married with four children, and his wife was a computE;r 
programmer. In his seven years in the United States, he h ad been a very successful 
salesman for a real estate company and had owned his own moving business. He 
was independently wealthy. He had been born in Taiwan, yet he was westernized in 
many ways. 

Leary described hiring new FCs as one of the most important functions of a branch manager. 
She frequently interviewed people three or four times before making a final decision. She met with 
Chung eight times in various settings before hiring him. 

I felt I didn't really know the ,,vhole person, but I wrote that off to the fact 
that he was Asian and I was not, or maybe there \.Vas some concern over my being a 
woman (though he never expressed any concerns). So after a period of time where I 

244 
5 



487-020 Karen Leary (A) 

could not put my finger on anything that was wrong, I made tl1e decision to hire him 
because I felt there were so many areas where he fit. I knew h is wife, met his 
children, knew where he lived, and investigated his background, and there was 
nothing there that appeared negative. 

Newly hired FCs went through an intensive four-month training program. During the first 
two months, they prepared for the rigorous General Securities exam, and in their third month they 
learned additional subjects such as portfolio management and selling techniques. The first three 
months of the program were spent in the branch office, and Leary saw this as a time when trainees 
could learn how the office operated. Trainees were often asked to fill in for sales assistants or to help 
in operations. 

Chung s tudied hard and did well on his test; however, Leary noticed that he bristled and 
found other things to do when staff members asked for his help. 

I called him in and said, "You were asked to sit a t the sales as.sistant's desk 
this morning, and it appeared that you were uncomfortable with this request, and 
you found some way not to fulliJl it . Let's talk about that." He then d escribed how 
his feelings were hurt. It came out that he didn't like to do those thi.J1gs; that he 
frankly considered it to be beneath him, particularly if an underling asked him. He 
told me that if I asked him he would d o it for me. I said, "Well, Ted, this is an office 
and a business. As a trainee, you are here to learn and to develop, and I would like 
you to do that." 

In their fourth month of training, PCs \-\Tere sent to the Merrill Lynch training center at One 
Liberty P laza in New York City. (Merrill Lynch opened a training center in la te 1985 in Princeton, 
New Jersey.) 

When Ted went there, he was very well prepared. He had received excellent 
scores on all of his tests. Before he went, he and I discus.sed s trategies. 1 told him 
there were very fine research people there and gave him names of those people and 
told him he sh ould d evelop re lationsh ips. And he did. 

Leary noted that Chung was very good at estab lis.hing contacts with the Merrill people in 
New York: 

Whenever he would go in to meet with a research person, he would bring 
them someiliing to eat, coffees for both of them, and a doughnut or a bagel. He 
always made sure to call the person's secretary to find out how they took their coffee 
and any other preferences. After the meeting, he would send a note along with a 
little gift, such as a Merril) Lynch pen or cup. He had gone out and bought a whole 
s lew of Merril) Lynch paraphernalia, and he used it effectively. 

Bringing in the Big Account 

After four months as trainees, FCs began the often arduous process of gaining clients. Most 
FCs spent their first months back from training making up to 200 cold calls a day. They also gave and 
attended seminars on personal investing, identifying clien ts who could benefit from their expertise. 
01ung, however, felt that ilie Taiwanese market had to be developed differently. 

6 

Ted felt that he could develop ilie Taiwanese market, but that it was a 
differen t market and had to be approached according to Taiwanese tradition. He 
assured me that in time he would d evelop very substantial accounts, but that he 
wouldn' t do a lot of busines.s in the beginning, open.ing what he called "chicken-
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feed" accounts. I said fine. This is a responsible person who wants to be successful . 
This is the game plan he wants to use, and it makes sense to me. 

487-020 

Unlike his peers, Chung did not make cold calls and spent much of his time outside of the 
office, attending events in the Taiwanese commW1ity. He felt that the way to develop the Taiwanese 
market was to increase his own visibility and prestige. In the firs t three months after he had 
completed his training, Chung had yet to open his first account. Leary became increasingly 
concerned about his lack of prospective clients and business. She met with him occasionally, and he 
reassured her that he was developing relationships that would lead to substan tial accounts. 

Over time, Leary was becoming more aware of Chung's "stiff" formality and need for 
privacy. Leary noted : 

Everything about his desk was spotless. He brought in all kinds of items 
from past lives, framed pictures of himself from magazines and other displays of his 
importance. No one was allowed to use his desk. People here can be a little touchy 
f about their desks], but he was really excessive. He didn't want people using his 
phone, he d idn't want people working at his desk. Normally, an FC will have his 
desk the way he wants it, and if we are going t(> have someone else sit there, we 
usually do the person a courtesy and ask them. But sometimes you just can ' t. 
Nob(>dy usually minds. . . . Once you sat at Ted's desk, nothing was an informal 
meeting. If I sat down there to chat with him, he'd get up and clear all of his papers 
away and arrange his coat and get everything a ll set before he would start to talk. 

In his fourth month after training, Chung set the office buz7.ing by bringing in a $6 million 
account. 

I congratulated him, and we made sure that the account was set up properly. 
I then made ca lls to New York to three very good Merrill Lynch analysts and set up 
some private meetings to support him. I talked to him about the possibility of having 
the account managed by Merrill Lynch Asset Management, a Merrill Lyi1ch 
subsid iary that manages substantial amounts of money. I was very uncomfortable 
w ith the idea of <1 brand-new FC hand ling that kind of money. He insisted that the 
client only spoke Chinese, that there ,-vas no way he would allow anyone else to work 
with him. Chung said he had come to Merrill Lynch only because of him and the fact 
that they were from the same village in Taiwan. Chung insisted that he could do it. 

Leary and her administrative 1nanager, Fred Lewin, began watching the account closely. 
(The administrative manager is also the chief compliance officer at the branch.) At Leary's request, 
Chung w rote a letter, in Chinese, to the investor detailing a financial plan that Leary had approved. 
Chung proposed a conservative stock purchase plan and option-writing program with n1oney (which 
was coming out of CDs [certifica tes of deposit] held at a local bank) equally distributed between 
equities and a conservative fixed-income strategy. Leary commented: 

Initially, the investments were pretty good. His first five or six investments 
were appropriate: they were fixed income and good quality s tocks. Then he began to 
get into takeover s tocks. It was an explosive time in the market when takeover 
rumors about many stocks were booming. While most of the s tocks he was 
purchasing had takeover rumors circulating about them, he initially made sure that 
the s tock was s till a Merrill Lynch-recommended security. The stocks Merrill 
recommends are fundamentally fine, well-managed companies, and have nothing to 
do with the rumor mill. But the direction he was going in was becoming clear. I'd 
see his purchases show up on the computer screen and call him in. He would swear, 
"No, no, no, he's buying it because it's good quality s tock, love the earnings," et 
cetera. 
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More and more of the account was being invested in equities, and Chung actively used 
margin borrowing. H e also began purchasing stocks not recommended by the Merrill Lynch research 
deparltnent. FCs were not allowed to recommend these stocks to their clients and could not buy them 
unless the purchases were unsolicited. After making non-Merrill Lynch-recommended purchases, 
Chung presented typed, signed, certified letters to Leary from the client attesting that Chung had not 
suggested the stock and that the purchase order had come at the customer's insistence. 

When Chung's handling of the account departed from the initial strategy, I 
told Ted I would need to meet the customer. The customer, a Taiwanese 
industrialist, spoke little English. Chung brought the customer in, but it was a fairly 
uncomfortable meeting because our communication was limjted. The customer 
smiled and indicated that he was pleased with Chung's work. Ted interceded after 
about five minutes and said the industrialist had to catch a p lane. Translating for 
him, Chung told me the client had enjoyed meeting me and thanked me for my 
hospitality. 

Leary was now checking Chung's trades every morning. The account was trading actively, 
and Chung had generated a substantial amount of commissions. Chung was careful to document all 
of his trading act ivity formally and to fu lfill standard compliance procedures. As time went on, 
however, Chung became more annoyed with Leary and Lewin's monitoring. He resisted questioning 
and occasionally became angry at Lewin's inquiries. 

The other FCs were very impressed with Chung's achievement. In handling the account, 
Chung had made some good trades and had followed compliance procedures. Although he had not 
brought in any other accounts, Chung hinted that additional substantial accounts were on the way. 

Leary commented: 

When the trades were good, l would call him in and tell him he was doing a 
good job. I also kept urging him to try to develop other areas. I was always available 
to him if he needed consultation, and I got him through to people in New York who 
could help him with the account. These were people most fi rst-year FCs don 't ever 
get to sit down with. 

Back at Lunch 

Following Chung's request for an office, Leary mentally reviewed the situation. She felt 
uncomfortable with several aspects of his performance, and the lunch was doing little to ease her 
worries. She did not know how involved Chung's client was with the account, and because of the 
language bairier and Chung's close relationship with the client, she could not check w ith the client 
more directly. Ch ung's growing displays of "ego and temper'' also worried her. His request for a 
priva te office was totally inappropriate. Leary observed : 

It usually takes a person a substantial amount of time to get a private office 
here. They go to very special people who have really earned their spurs through a lot 
of good quality business and longevity with the firm. So while the FCs in the office 
were amazed by the business Ted was doing, they also needed to think of the office 
as their family, where things were basica11 y fair. 

FCs frequently stated that they considered a private office an important success symbol an d 
worked hard to achieve it. One private office was a\railable, and Chung clearly had his eye on it. 
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Leary talked with Chung on numerous occasions about her expectations and about her views 
on how FCs should build their business. Chung never openly disagreed with her, but it was difficult 
to gauge exactly what he was thinking. Although she once had some qualms about Chung's slow 
start, he was now a strong producer (with this one account), and Leary knew that the Taiwanese 
market could be further developed. Leary wondered how she should respond to Chung's request, 
and what impact her answer would have on the rest of the office. 
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Learning Points 

How do I: 
• Determine what I want in a negotiation and make a plan to facilitate 

achieving it? 
• Determine my best alternative to that goal if I don' t get all that I want in 

a negotiation? 
• Understand the other party's wants and needs in a negotiation? 
• Involve the other person in a collaborative and interest-based negotiation? 
• Know when to walk away from a negotiation if a resolution doesn't appear 

possible? 
• Utilize agendas, questioning, framing, scripting, and other negotiation 

strategies to increase my effecti veness as a negotiator? 
• Identify unethical negotiation behaviors and determine the motivation for 

engaging in such behavior and strategies for dealing with it? 
• Increase my comfort and skill with special situations in negotiation, such 

as multiparty, virtual, and global negotiations? 

John Monroe is a senior vice president for one of the country's largest hotel chains. 
Given his 1vell-earned reputation as an industry leader in i,nproving customer focus and 
saris/action, it 's nor surprising ro learn that a co,nperitor based in the United Kingdo,n 
is mrempring ro Lure John a1vayfro1n his company. In fact, the initial contact with Rupen 
Kingston, the CEO, progressed ro r1110 additional phone conversa1ions, and most recently, 
n face-toface visit 1vhere Rupert and 1ne1nbers of the senior management ream wined and 
dined John and ended 111itl1 "an offer he can 'r refuse." Wh ile John has had so,ne con• 
cems about his present e,nployer, he hadn 'r been actively looking for an or her position. 
In addi1ion, he is concerned about ho1v his 1vife and 14-year-old daughter 1vould react to 
a 1nove. They ,noved 800 n1iles a1vayfrom 1heir hon1e 111hen he took his cullenr posirion 
five years ago, and both Indies had a rough 1in1e making ne1v friends and adjusting to a 
ro111n rhar 1vas substantially larger (i11 size and population) than •11har they 1vere used ro. 
After his visi1, John found hi,nself siuing on the plane, co1n1e1npla1ing 1vherher he should 
accept rhe offer. 
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l . At this point, ,vhat should John do? What, 1f anything. should he refrain from doing? 

2. What kind of preparation should John do prior co his negotiation about the terms of 
the offer? What kind of data should he gather, what people should he talk to, and what 
decisions should he make? 

3. What are some specific arguments he could use 10 improve his chances of getting the 
opportunity package in which he is interested? 

4. Even if he decides not to take the offer from the UK, how can John use this situation 
to address and improve the "concerns" he has with his present employer? 

"You often get not ivhat you deserve, but what you negotiate. " 1 

John Mariotti 

veryone negotiates. Children negotiate to decide which games to play or which 
television show to watch. Students try to negotiate a higher grade from their 
professor. Employees negotiate for a certain salary, benefits, or perquisites. 

Corporations negotiate with other organizations on the sale or purchase of assets, 
materials, or operating units. Negotiations occur globally as in the case of the Mideast, 
the NATO treaty, and NAFfA. Whether you' re a diplomat or dignitary, spouse or sales
person, student or teacher, you negotiate almost daily. Sometimes the stakes are high, as 
in the case of a buyout of a firm; sometimes the stakes are low, as in the case of which 
movie you and your friends choose to see. In this chapter, we discuss the fundamentals 
of negotiation, benefits of doing it well, types and stages of negotiation, and principles 
and strategies for enhancing your skill in this arena. At the end of the chapter are several 
exercises to help you build your negotiating skills, as well as a list of references that will 
help you pursue this important topic further. 

What Is Negotiation and Why Is It 
Important? 
Negotiation is a process in which two or more people or groups share their concerns 
and interests to reach an agreement of mutual benefit.1 It occurs when all parties have 
both shared interests (meaning they're committed to a resQlulion) and opposed interests 
(meaning they don't agree on everything). This definition implies that both parties have 
an incentive for devoting energy to the negotiation and that they are willing to collaborate 
on reaching a shared agreement_.3 Sometimes we use the terms bargaining and negotiating 
interchangeably, although most associate bargaining with the type of haggling that occurs 
over items in a yard sale and negotiating with a more formal process in which parties 
attempt to find a mutually agreeable solution to a conflict situation. 

We negotiate when what one party wants is not necessarily what the other party wants. 
The conflict of interests may be clear and simple. If the competitor offers John a sig
nificant increase plus a package th~t is attractive to John's wife and daughter, John may 
accept the offer. If the competitor doesn' t have the latitude to offer a significant increase, 
or doesn' t show an interest in the family's overall needs, John may tum down the offer. 
At other times, the conflict is more complex, consisting of multiple issues, competing 
interests, and unlimited potential solutions. Examples of this type of conflict include the 
mer~er or takeover of a company, a rift between a company's management and its union
iw:l employees, or a divorce. While some conflicts wind up in court, most conflicts of 
this-.type, even those that appear to be quite complicated, can be negotiated and settled 
before trial. 

Complex negotiation is a fact of life for anyone in business. Managers ensure work 
gets done on time and within a budget. To do this successfuJly, managers negotiate for 
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the necessary resources. As long as resources are scarce, negoliaLion will always be an 
essential skill for businesspeople. Another factor driving the need for negotiation skills in 
business is the increased use of teams in the workplace. As individuals from "competing" 
business units are brought together on projects, the abili ty 10 negotiate with others-both 
inside and outside the team- is critical for the ulLimate success of the project team. 
Global diversity is another factor motivating the need for acquiring skills in negotiation. 
As employees from a variety of countries and cultures are brought together to work on 
projects and joint ventures, an inevitable clash of customs and business practices results 
in almost constant negotiating that involves developing and modifying relationships and 
expectations over time. A backlash against the litigious tendency of our modem society 
is another reason why it is imponant for managers to develop skill in negotiating. As the 
court dockets fill with numerous (and often frivolous) lawsuits, the negotiation of differ
ences has become accepted and valued as a cost-effective alternative 10 litigation. Witness 
the growth of the number of organizations dedicated to helping individuals and compa
nies improve their negotiating skills. The increasing number and availability of books, 
audio and videotapes, and Internet sites devoted 10 this topic provide further testimonial 
to the importance of effective negotiating in today's world. All these factors build a 
compelling case for acquiring and enhancing your negotiating skills. 

Benefits of Honing Negotiation Skills 
Individuals who master the skill of negotiation can gain many benefits, among which are 
these: 

■ Increase your salary, profits, and marketability. Good negotiation skills lead to 
better deals in everything from your salary and benefits to anything you purchase or 
sell. Near the end of a positive job interview, a recruiter may offer a particular salary/ 
compensation package. An inexperienced or unskilled person ,viii see this offer as 
fixed-one to accept or decline. However. a good negotiator knows that this typicaJJy 
is an opening bid, and not a final figure. She or he has the experience and confidence 
to ask relevant questions, present compelling evidence, and request a beuer deal. The 
same is true ,11hen negotiating on behalf of your employer (or yourself, if you arc an 
independent contractor). Good negotiation skilJs breed confidence, which breeds suc
cessful outcomes, ,11hich leads to even greater confidence in yourself and your ability 
to succeed- in your current and future endeavors_ 

■ Sa"'e time, money, and grief, \\o'hile ensuring needs are met. Negotiation is a more 
efficient and effective \11ay to reach a solution than either a lawsuit or arbitration.• In 
a lawsuit, the adversarial nature of the environ,nent pits one set of interests against 
the other. Tile goal is a ",11in-lose .. situation, where one of the pan ics is clearly vic
torious over the other. In arbitrat ion. both panics agree 10 a settlement reached by 
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a third party, which n1ay or may not reflect the interests of the conflicting parties. 
Arbitration OC(:urs outside of the courtroom; however, the parties involved are bound 
by the verdict-one that may or may not bring satisfaction. Verdicts resulting from 
arbitration often resen1ble "win-lose" or even "lose-lose" resolutions, where either 
one party is victorious or both parties must compromise so severely that the final 
agreement is perceived as losing by both parties. ln contrast, negotiation, when han
dled properly, typicalJy results in identifying the pri1nary interests of both parties and 
generating an agreement that addresses key issues of both parties. This can result in a 
"win- win" solution where both parties feel their primary interests have been listened 
to, if not addressed. 

If a resolution can' t be reached, arbitration or litigation may be necessary. How
ever, these options tend to require tnore time and effort than negotiation. In a lawsuit, 
attorneys spend many hours doing research and preparing. In arbitration, an outside 
third party (an arbitrator) spends numerous hours getting up to speed on a case before 
being able to rule on it. All of this time is costly- hundreds of dollars per hour- to 
the parties involved. [n negotiation, both parties are involved from the outset. Each 
party serves as the chief spokesperson for her or his point of vie\v. Naturally others arc 
involved, principally the negotiator or negotiators. But they work in partnership with 
the two parties, not as surrogates. The principal work is performed by the two parties 
themselves, resulting in a saving of time and energy spent on the negotiation process. 

■ Improve relationships. Even something as simple as a disagreement or misunder
standing with a friend or neighbor can escalate to an ugly and consuming battle if the 
parties are unable or unwilling to negotiate to resolve their differences. Working or 
living alongside an "enemy" can be anything but enjoyable. Another benefit of nego
tiation is that when it works, it helps both parties not only to achieve a workable reso
lution, but also to help preserve and improve their relationship, reputations, and sense 
of professional achievement. Conversely, after an arbitration or lawsuit has concluded, 
the parties involved often experience lingering feelings of resentment and anger that 
preclude them from being able to continue working together. 

■ Reduce the number and severity of conflicts, thereby reducing stress. Studies 
show that those who have sound negotiating skills are able to maintain better control 
in business and personal situations.s Good negotiators can focus on identifying each 
other's key interests and viewing the situation objectively, while putting their emo
tions aside. Over time, those who practice negotiating find they are better able to resist 
responding emotionally to a potential conflict, and tend to experience a reduction in the 
number of potential future conflicts. Being able to surface issues, clear the air, and deal 
directly with all legitimate concerns during a negotiation results in a clean slate-a 
feeling that both parties have been fu lly listened to and understood. This reduces frus
tration and the chance that these issues will resurface and generate additional conflict. 

Integrative and Distributive Bargaining 
Strategies 
Once we decide to negotiate,6 our approach to negotiation or bargaining will generally 
fall into one of two categories or strategies: integrative, or "win-win," and distributive, 
or "win- lose."7 Both strategies have their benefits.and disadvantages and can be used de
pending on the needs inherent in a specific situation.8 

Negotiators use an integrative bargaining strategy when they believe that a win-win 
situation exists and can be reached. This means that there's a chance both parties can 
achieve their primary objectives, without either feeling they lost. In integrative bargain
ing, the goal is to collaborate and generate one or more creative solutions that are accept
able to both parties. A simple example would be a couple trying to decide on a movie to 
rent. Taking an integrative approach, they would begin the~r discussion by drawing up 
a list of only those movsies that were acceptable to both parties. They would discuss the 
available choices and choose a movie to see from th.at list, rather than arguing in favor of 
a movie that only one of the two parties wants to see. 
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A more complex example involves the creation of a "preferred supplier" agreement. 
Many finns seek to formalize the arrangements they may have with a particular supplier 
or vendor in order to reduce the uncenainty of changes in price and other market condi
tions. Should both organizations take an interactive approach to this solution, they would 
look beyond prico-after all, the supplier's likely interest to maximize price is at odds 
wirh the organization's need to minimize it-to understand both the short- and long-tenn 
needs of both organizations. Issues ·of availabiHty, reliability, quality, and prompt deliv
ery and payment aJJ enter into the equation in which price is but one factor. It's in both 
panics' best interests to find a workable solution, one that meets these multiple cri teria. 
The supplier wins because if has a consistent customer for its product, ensuring a posi
tive cash flow, steady employment, and predictable operations. The organization wins 
because it can rely on receiving the supplier's produc1 consistently, when it 's needed, al 
a fair price, and in the requested quantity. II doesn't need 10 search for additional options 
10 save a fe w pennies; when all factors are considered, a preferred supplier arrangement 
benefits both panies. 

Integrative bargaining only works when bo1h panies are commiued to preservi ng 
the relationship 1ha1 exists between them. ln1egra1ive bargaining requires a grea1 deal 
of creativity, problem-solving ability, and time, as well as a sci of uhimate goals on 
which both parties can agree. Arriving at a truly integrative or collaborative solution 10 
a conflict requires that those involved gain and use the necessary skills, knowledge, and 
altitude (including pa1ience). Another requirement for integrative bargaining 10 work 
is a climate that suppons and promotes open communication. Both parties need to be 
willing to change and to confront their conflict directly rather than run from ii, resolve 
it through brute force, or pretend ii will go away. The panies must be open 10 establish
ing longer-lerm goals on which they can both agree. For example, the couple choosing 
a movie must recognize that their relationship is more important than the choice of a 
movie and mus1 be willing 10 collabora1e or, if necessary, compromise for 1he sake of 
the overall relationship. 

A distributive bargaining strategy is based on an auempt to divide up a fixed "pie" 
or amount of resources, resulting in a ,vin- lose situation.Y Nego1ia1ors taking a dis1ribu-
1ive approach typically take an adversarial or competitive posture to dividing a fixed 
amount of resources. One improves ilS lot at the expense of the other. This scarcity 
mentality implies that only one of the 1wo parties can have 1he conflict resolved 10 its 
satisfaction. In distributive bargaining, the focus is on achieving immediate goals, with 
liule or no regard for building future rela1iooships. Little time or energy is expended in 
resolving the conflict in a dis1ribu1ive negotiation, resulting in 1he generation of few if 
any creative solulions. Generally, one or 1wo fixed solu1ions are presented and a decision 
or choice is expected almost immediately, with possibly some consequence if a choice is 
not made soon. If distributive bargaining were used to resolve the movie decision men
tioned earlier, the couple would likely not be very close, and one or both parties would 
nol care ,vhelher the relationship was a good one or lasted much longer. In 1his example, 
one 1nember of the couple would say something like, .. This is the movie I want to see. 
Take ii or leave i1." There would be no real discussion of 1he ,vants and interests of both 
parties. The "agreement" would be reached either by dic1a1e or after some fierce argu
ing. While win- lose is not a recommended strategy for resolving issues, it can be used in 
si1ua1ions where achieving short-tenn goals is more importan1 than main1aining or build
ing longer-term relationships. Dis1ribu1ive bargaining is also appropriate to use in situ
ations that are so contentious there is no possibility of a win-win solu1ion, \Vhen there's 
a sense of urgency and time is short, and when the relationships involved arc relatively 
uni mponant compared to the issue at hand. Forcing children 10 wear prolective gear 
when bicycling is an example of 1his. "Aw. Mom, do I have 10 wear my helmel? Whal 
if I promise to be really careful?" Allowing the child 10 negotiate on 1his issue is a waste 
of time, as his or her safety is paramount in this si1uation. Dcspi1e the intuitive appeal 
and apparen1 socie1al acceptance of 1he "winner take all" or "ends justify the means" ap
proach 10 nego1ia1ion, distributive bargaining generally lends 10 be ineffec1ive and coun
terproductive and should be used only in certain circumstances. Figure 9- 1 summarizes 
these I\VO approaches. 

253 



Rgure 9- 1 
Comparing Bargaining 
Approaches 

Interpersonal Skills in Organizations. Fourth Edition 121 .... _,.. ... ·-·- ----------

9 I Negotiation 189 

Considerations Integrative Bargaining Distributive Bargaining 

Likely solution or end result Win-win Win-lose or lose-lose 

Importance of continued 
relationship with bargaining 
partner 

High Low 

Goal Collaborate and generate Winner takes all (scardth 
multiple options or solutions; ~entality); distribute a ixed 
expand the pie pie 

Bargaining climate Open, communicative, Determination to win, 
creative, willing to change willin3ness to walk away, cards 

held c ose to the chest, ends 
justify the means 

Amount of time needed More Less 

Time horizon in consideration Current and future Immediate only 

Five Stages of Negotiating 
We've discussed \vhy people negotiate and Lhe types or negotiation. Now ,ve turn to 
1hc how, or the process of' negotiating. Keep in mind that all negotiations arc diffcrenr. 
Simple negotiations. such as choosing \vhich movie to rent. nt:ed not require an extensive 
negotiation procesl>. However, ,vhen negotiations involve significant or complex is ue . 
you should consider using the fi ve-stage process model depicted in Figure 9-2. As il
lustrated, negotiating consists of fi ve stages: (I) preparation and planning, (2) defining 
ground rules, (3) clari fying and j ustifying your ca e, (4) bargaining and problern solving, 
and (5) closure and implcn1cntation. 111 These stages an: described belo,v. 

1. Preparatio11 and planning. \.Vithout question, preparation and planning are the keys 
to sucet:ssful deal making. \Vhi le some n1ay think they can nt:gotiate effectively "on 
the fly," all negotiators benefit from thorough advance thought and preparation. Be 
clear about what you ,vant and ,vhy. Gather data to support your position. Consider 
ways to present your argu111cn1s persuasively. Consider ,vhat the other party \Yan ts and 

Figure 9- 2 
The Five Stages of Negotiation 

I . Preparation ~ 2. Defining k 3. Clarifying and Li... 4. O.irgnining ond k 5. Closure and 
and pl31lning grouod rules ,-v juSlifying your case --v problem solving --v iroplemcatation 

• Clonf y wh:11 • Sec an ogcnda • Clarify your • l'ocus on problems. • Verbally 
you wam nnd why • Agree on objec1i vc imercsts no1 people sum1n11rize wha1 

• Esmblish a criteria • Use a frame • l'ocus on imcrests, both p.'lrt ies O!Jl'Ced 
BATNA • Agree on whal 10 10 make your no1 positions to 

• Dc,dop n frjn>! do Ir an ngreemem case persunsi ,-e • Look forward. • Review key porn1s 
• Crc:icc :i is 110l reached • Use qucscion~ 10 nm bnckw11rd 10 en ore 

s1ra1egy/scrip1 • Discuss what is, underscand • Create opri ons for understanding 
is not acceptable othc~ · i n1erests rnutual gain: adapt • Drof1 agrcemem 
e.g .. yelling • Share relevant win- win nuitude in writmg 

infonnmion that • Select from • Have both panics 
supports your case options using sign agreement 

principles. or 
object ive criccrio 

Many of the scrategies or tips discussed in !he chapter th111 should ht! considered during each phase are lisced under 1he 
corresponding stage. 

254 



Management Skills ____ ,.., _________________ ,_.,_,_, __ ·--------·------

190 Ill/ Understanding and Working in Teams 

why. What data or tactics might they use? How will you counter? Answer these ques
tions when preparing your negotiation strategy. Understand your and the other party's 
strengths and weaknesses, and take these similarities and differences into account in 
your strategy. If negotiating is new to you, lea.m and practice the basics of negotiating 
well in advance of a planned negotiation. Build new skills that are appropriate to this 
particular situation. 

Another important component in preparing tor negotiations is detennining your 
BATNA, which, according to negotiation ex~rts Fisher and Ury, is the best al terna
tive to a negotiated agreement or the best outcome one party to a negotiation could get 
should the negotiation neither occur nor conclude.11 By identifying your BATNA, you 
strengthen-your bargaining position and chances for a positive outcome. For example, 
if you want to secure a position with a well-regarded firm in a panicular industry by 
June, ,vhat will you do if that hasn' t happened by then? Will you accept a lower salary 
at a lesser finn? Will you choose to go to law school? Would you accept a low-paying 
or nonpaying internship that provides marketable experience? The BATNA is not 
your bottom line, or the minimum you'd accept; instead, it's a desirable outcome that 
you've considered or arranged prior to the negotiation should the negotiation not take 
place. This alternative gives you flexibility and a sense that you don' t have to take 
whatever is offered.12 Lastly, prepare for a negotiation by learning as much as you can 
about the other party prior to the negotiation. 1n addition to the questions above, see 
what you can uncover about their negotiating style by talking with others with whom 
they've negotiated. If possible, try to become acquainted with the other pany before 
the planned meeting. By establishing your willingness to get to know the other party, 
you will be better able to begin the negotiation with a positive, relationship-based tone 
rather than on an adversarial note. u 

2. Definition of ground rules. Detennining your own guideJines or rules for the negotia
tion helps you plan a strategy that can be successful. •• Establish who will or should 
be present and al \vhal part of the negotiation. Decide where the meeting will be held 
and offer a possible agenda for how the time will be allocated and for which issues. 
1be location has implications in terms of who's in charge. While there may be a ben
efit to having the negotiation at your office-the home court advantage-agreeing to 
have the negotiation at the other pany's office might show flexibility and willingness 
to negotiate on your part. When the topic covered is potentially divisive or difficult, a 
neutral location might help level the playing field for both panics-an important con
sideration \vhen an integrative solution is desired. 

Set enough time in the negotiation to deal with the critical issues that are involved. 
Getting two opposing parties to agree, especially when multiple issues are being si
multaneously considered, requires more ti,ne than you might imagine. Shonening 
the time available for the discussion serves as a conversation stopper and is counter
productive. Prior to the negotiation, establish a flexible, reasonable plan that outlines 
what you hope to accomplish, how you intend lo talk about the topic, how you plan to 
introduce the topic, and how you will handle any responses from the other pany. Set 
clear parameters for the discussion and the process such as no name calling, il's okay 
for either party to call a time-out, additional issues may be set aside for a later discus
sion, and you both must agree. Finally, seek agree,nent on standards and criteria to use 
when discussing the various ahematives that the discussion gcnera1cs. 1l 

3. Clarification and justification. As the negotiation begins, state what you want and why. A 
key issue here is the difference bet,veen positions and interests. A position is a stance-
typically a firm one- taken by a negotiator. "I' ll give you 54,500 and that's my final 
offer." An interest is the explanation behind the position, need, or desire that expresses 
why a negotiator ,vants what he or she wants. " I'm asking for $5,000 because the car has 
low miles, an upgraded stereo system. and brand new, all-,veather tires." It 's irnportant for 
both parties to learn the interests behjnd the stated position. When you share your interests 
and expec1ations, you set the stage for the other party 10 bit: similarly open about their de
sires and reasons behind them. Doing so also allows thern to become fully engaged in the 
process. Clarifying 10 one another your proposals and the rationale behind them requires 
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Tactic OescrlpUon Example 

Self-disclosure I will tell you something about We have had to lay off 100 
mrcself or imporlant em~loyees this month. We 
in ormation. rea ly need to sign a ma~or 

contract by the end or t e year. 

Question I will ask you something about Can you tell me more about 
yourself. your foreign operations? 

Reward (unconditional, I will give you something Let's make It easier on you 
positive) positive now, on the spot tomorrow and meet doser to 

your office. I have appreciated 
your meeting at my building. 

Threat (conditional, negative) I will do something you do not If rou don't give me a good 
want me to do, if you do some- price, I'll take my business 
thing I don' t want you to do. elsewhere. 

Recommendation If you do something I want If rou give me a good deal on 
you to do, a third party will this item, I will get my f riend 
do something you want. to buy one too. 

Warning If you do som ethin~ I don't If you do not replace this 
want you to, a lhir party will item, the government will 
do something you do not want. Investigate your operation . 

. 
Promise (conditional, positive) I will do something if you will 

do something I want you to. 
I will lower the price b( SS 
If you will order In bul . 

Punishment (unconditional, 
negative) 

I will 9ive you something 
negauve now, on the spot. 

I refuse to listen to your 
screaming. I am leaving. 

Normative appeal I will appeal to a societal Eve~(o else buys oor 
norm. pro uct or SS per unit. 

Commi tment I will do something you want I will deliver 100 units by 
fune 15. 

Command I will order you to do something. Lower your price. 

excellent communication skills and enhances both parties' understanding of the key issues 
that are involved and the ability 10 collaboratively discover common interests. The first 
three verbal tactics included in Figure 9- 3 will facilitate this negotiation stage. 

4. Bargaining and problem solving. In the fourth stage, both parties are actively and 
constructively engaged in working toward solutions. Once the interests and criteria 
are clearly communicated, it is time for a creative, idea-generating process. This 
requires skill in finding solutions that might address one or more of the parties' col
lective needs, as well as "expanding the pie" and generating even more creative solu
tions that may not be readily apparent. At this stage, it is best to remain open-minded, 
considering options without making value judgments or critiquing them. Judgment 
curtails creativity. By exploring all possibilities for solutions, rather than trying to 
focus too quickly on one fixed solution, interesting ideas and combinations of ideas 
may emerge. 

Consider, for example, the aging patriarch who is looking for a potential suitor to 
~uy his company. It would be easy to argue over dollars and cents- what the company 
is wonh-'and never arrive at a mutually agreeable solution. First, the assumptions or 
models both part ies used to estimate the company's value are likely different. Second, 
there is a great deal of hidden "value." The business is not just a collection of assets, 
employees, customers, patented processes, and accounts receivable; it is, in the found
er's mind, a child he nurtured for years and years. Putting yourself in the shoes of the 

' . 
foun_der, think about what be really might want, besides money. Recognition for his 
business acumen? A position as chairman emeritus and consultant? A monthly stipend 
and benefit package? An opportunity to share in the profits for the years he remains 
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Scripting 

as a consultant to the new owner? When you look outside the box of the calculable so
lution, you might find something even better. 

Once a number of alternatives have been put forth, analysis and discussion of each can 
begin. Take the time to assess carefully how well each alternative meets the interests of 
both parties, the benefits and disadvantages, and its relation to the key issues involved in 
the negotiation. At this stage, it is appropriate to begin narrowing the options to the one or 
few that appear to best solve the initial problem in a way that is satisfactory to both par
ties. Don't worry about "dotting alJ the i's and crossing all the t's" at this point Details 
like the exact percentage of the profit-sharing plan described above can be worked out 
later. Structure a deal on which you can both agree by recording key terms of the agree-
ment and the steps necessary to complete the details and maintain the agreement 

Sometimes, you don' t have all the data available to finaUze a decision. For ex
ample, you might agree to provide a benefits package to the founder of the company 
for a period of no longer than three years and at a price no greater than 30 percent 
of his monthly draw. Determining which insurance company and whether it covers 
monthly chiropractic visits is more detail than is necessary at this point. Other times, 
you might have to end the discussion with some terms still up in the air. Perhaps a 
key piece of information will only be available at year-end. Record the terms to which 
you've reached agreement, and agree to postpone deciding on the remaining issues 
until a specified future date. This approach is generally preferable to one in which the 
last few details are quickly and perhaps forcibly pushed through. If the deal is likely to 
stipulate how two parties ,vill work together over the next 5, 10, or more years, isn't 
it worthwhile to invest a proportionately similar amount of time and energy to ensure 
that the partnership will be successful? 

5. Closure and i1nplen1entation. In th.is fi nal stage, the terms of the agreement that has 
been reached are formalized. Unfortunately, many overlook or ignore this step, think
ing that once an agreement is reached it will be implemented automaticaJly. Leaving 
out this step can lead 10 future misunderstandings. No two people will leave a com
munication with the same perceptions. The only way to ensure that both panics know 
what they' re agreeing 10 is to take specific steps: 

■ Document what you agreed on. 

■ Review the key points 10 avoid misunderstanding. 

■ Discuss issues that the parties hedged on, describing clearly aJl stipulations of the 
agreement. 

■ Get it in writing. 

■ Read the written agreement before signing 10 ensure clarity and commitment 10 

,vhat \vas oegotiated. 11 

Every negotiation is likely to present you ,vith different challenges and opportunities. By 
following these five steps and the advice contained therein, you can increase the likelihood 
of aniving at an agreement tJ1at meets the needs of all parties involved in the negotiation. 

Strategies for Negotiating Effectively 
The process model we described provides a helpful template for preparing for and par
ticipating in a negotiation. Within these stages, and as depicted in Figure 9-2, a number 
of tips and techniques can improve the likelihood of achieving success. Because of their 
importance in the negotiation process, three of these concepts-scripting, framing, and 
managing- are discussed in greater detail belo,v. 

'rherc is no substitute for adequate preparation in negotiation. Unlike other business 
interactions that can be bandied simultaneously. negotiation is a serious enterprise that 
requires focus , attention. ti1ne, research. and planning. The more prepared you are, the 
greater the chances that you'll get \vhat you deserve and bargain for. 
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Cools: 

■ Develop an interest-based strategy/approach prior to a face-to-face negotiation 

■ Identify potential options/ plans that can be proposed 

Topics to Consider: 
I. The other person's probable strategy. What do they want (goals) and why (interests)? 
2. My strategy. What do I want and why? What am I willing to accept (my BATNA---best alternative 

to a negotiated agreement)? 
3. How I'll begin the negotiation. What can I sc1y to position the negotiation positively and to express 

my desire to arrive at a solution that is mutually rewarding and satisiactory? 
4 . The core issues, and any assumptions about those issues, include the following (remember to 

focus on the problem and not the person): 
5. The primary focus or the real problem(s) to be resolved is: 
6. What might get In the way of achieving the desired outcome? How can I overcome this? 
7. How I'll react to .. . Oist several potential proposals that may emerge during the negotiation and 

how you feel about those proposals): 
(a) 
(b) 
(c) 

8. Potential creative options or integrative, win-win solutions that I might suggest: 
(a) 
(b) 
(c) 

9. Components of a plan and/or objective criteria on which we can both agree: 

One of the best ways to ensure adequate preparation time is to develop a script or 
strategy outline (see Figure 9--4). Take some time to think about the negotiation situation 
in which you find yourself. What are your interests and those of the other party? What 
would you each ideally like to see come out of the negotiation? How would you each like 
things to end up? What are some ways in which that might be possible? What can you do 
to make this happen? By thinking through the issues, objectives, options, and solutions 
from both your and the other's perspective, you are better able to handle almost anything 
that develops during the negotiation. Prepanng ahead doesn' t prevent surprises. But it can 
certainly lessen the number of surprises and make it more likely you can handle the unex
pected if and when it happens. 

Another important element to consider when preparing for or managing a negotiation is a 
frame. A frame is a point of view or perspective we bring to an interaction such as a nego
tiation. How we view a situation can affect how willing we are to engage in a negotiation 
and even our goals. Negotiation experts Margaret Neale and Max Bazennan offer the fol
lowing example. 18 You and a friend go to the beach. After a few hours, your throat becomes 
dry and you'd like a sparkling water-if the price is right Your friend offers to investigate 
the options, and you consider your limits. In one scenario, you're about a mile from town 
and notice a small, run-down market about a block away. How much are you willing to 
pay for a bottle of water? In another scenario, you and your friend are lying on the beach 
owned by a four-star resort. The waiter is about to approach and ask ifhe can get you any
thing. Now, how much are you willing to pay for that sparkling water? Chances are, you'll 
pay more in the second scenario-for the same bonJe of water. Similarly, if people are 
convinced they are getting a good deal, they are more likely to accept the offer presented. 
On the other hand, if they think they are being taken advantage of, they are much less likely 
to accept the offer even if it means they end up worse off. Indeed, the more negatively you 
frame a situation, the more risk you are likely to take, because you believe you have less to 
lose .. [magine you were working at General Motors in the summer of 2006 when the com
pany offered a·buyout-paying you to leave your job-{() a large number of employees. 
ff you hated your job or believed you would be laid off permanently, you would be more 
likely to-aecept the buyout, even if you didn't have another job lined up, than if you liked 
your job and believed you were unlikely to be laid off.19 
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Managing 

When we use frames in negotiation, we provide a perspective that helps others under
stand where we are coming from and manages expectations. When proposing a plan for 
downsizing an otganization to shareholders, one possibility is to frame this move as a 
means to minimize costs or losses. Another possibility is to frame this move as a means 
to maximize competitiveness. While both frames explain downsizing, the frames-posed 
as either losses. or gains-will likely have differing effects on the perceivers. SimiJar to 
_framing a picture, the frame highlights the points you want to make in negotiation and 
provides a filter for the other party to assess youi: position and supporting evidence. This 
is done by selecting a perspective believed to be credible, compelling, and appropriate to 
your intent. Fr,1mes ca_n also provide. a rationale for the evidence presented and a sequen
tial pattern for presenting the evidence. This is done by creating a structure for organizing 
and presenting the evidence.20 

Framing is beneficial in negotiation because it helps focus attention on the priorities 
you want to emphasize-the data and premises within the frame. It also establishes a "big 
picture" context for the listener to use in perceiving and sorting through various options. 

Framing can also save time and words. Extending the picture analogy, because a 
picture is worth a thousand words, a frame that paints a picture can efficiently and ef
fectively enliven the goals you are pursuing. Imagine two CEOs discussing a potential 
merger of their companies. One uses a metaphorical frame aod alludes to a "melting pot 
of employees" in describing his hoped-for outcome for the merger. This frame paints a 
picture that both parties understand. The second CEO is a bit more creative. She recasts 
the frame and refers to the ''mixed salad of employees" her plan is designed to create. 
Both plans highlight employee diversity, but the second frame recogni1.es the individual 
talents and skills of employees who can collaborate and work together while the first 
plan may be interpreted as a homogenization of all employees. As negotiators we can use 
frames to recast the othe·r party's notion of what is desired in a negotiation. We do this by 
refram.ing the discussion-describing it differently to ourselves. By reframing we're able 
to see it in a new light and approach the ncgOfiation in a different way. A frame can be 
used to sell a proposal and overcome objectives others might raise. To do this, 

■ Develop a frame based on both your needs and those of the other party. 

■ Construct a set of messages that influence the other pany·s perception of thse needs. 

■ Provide the other party with a filter to interpret your message-such as "half-empty or 
half-full," "good or bad," "profit or loss," "cost or benefit. " 

■ Think ahead about possible misinterpretations or negative twists on your frame, and be 
prepared to reframe as needed. 

The last strategy to consider when preparing for and in 1he thick of the negotiation is 
man.aging. Every negotiation is an opponunily for you to manage: yourself, your expecta
tions. the timing of the event, the way in which you approach the situation, your feelings 
coward the other person. The more you respond to a negotiation as a management chal
lenge, the more proacti ve you can be in looking at it positively. A nego1ia1ion can be a 
learning experience., a chance 10 acquire some new skills, and maybe even a way to get 
what you want! Or it can be something you dread, fear, and avoid if possible. 

The adage "practice makes perfect" really applies here. Negotiation doesn' t come 
naturally to most people. Practicing negotiation greatly improves your ability to man-
age a negotiation situation successfully. Stan small, wi1h minor events day-to-day, such 
as negotiating an earlier lunchtime wi1h co-workers. The more you negotiate-paying 
attention 10 your needs and speaking up for them- the belier prepared you will be for 
significant negotiations in business and in Jjfe. OnJy negotiate when you' re ready- when 
you have the time, have had the time to prepare, and are in an appropriate state of mind. 
Thorough negotiations can be exhausting; you have LO be ready 10 persist. You can ensure 
you're ready by managing the circumstances under which you'll negotiate. Only agree 10 
terms that are acceptable to you. For example, where, when, and with whom you ' ll nego
tiate are all things that make a difference and things over \vhich you have some control. 
Assert that control so that you are al your best a1 the time of the nego1ia1ion. For example, 
if your boss asks you if you ,vould delay your vacation by 1,vo ,veeks, and your plans 
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involve 01hers, respond with, "I'll have 10 get back to you in a day or two after I discuss 
this with my spouse.'' 

tvlanage your emotions. Demonstrate exceptional listening and clarifying (com1nuni
cation) skills. This helps you focus on the issues at hand, not on ho\v you are respond
ing emotionally. Plan to engage only in discussions or arguments that are constructive. 
Be prepared to walk away or 1.ukc a "time-out" if necessary. Somctirnes called a caucus, 
this time-out could be used alone (or "'ith a negotiati ng partner in a team negotiation) to 
gather your thoughts, adj ust your strategy. and discover ne\v frames or solutions. 

Agree to disagree. Sometimes issues are unsolvable at 1hat 1nomcnc. It's better to quit 
while you're ahead and set another time to continue discussing remaining issues. Don't 
put anyone on the defensive. \Vhen we' re upset, we often blame or label others, causing 

Questioning is recommended in negotiation when it Is necessary to clarify communication. 
Manageable questJons start thinlting, get information, and prepare the other person for 
additional questions. Unmanageable questions cause difficulty by brin!)ing the discussion to 
a f11lse conclusion. Manageable questions can produce dialogue and creattve approaches, while 
unmanageable questions may produce defensiveness and/or anger. 

Manageable Questions 

Type of question Example 

Open-ended Could you explain the reasons for your decision? 

Open (to get the other person thinking) What is your feeling on the matter? 

Leadin!J (point toward an answt)r to the Do you feel our proposal is fair? 
question) 

Cool (without emotion) How much would be charged for the additional 
work? 

Planned (fol lows an overall sequence of After the additional work is completed, may we 
questions) begin our phase? 

Treat (flatter5 lhe opponent while soliciting You are an expert in this area; what is your 
information) opinion? 

Window (assists In seeing what the other person 
Is thinking) 

What brought you to that conduslon? 

Directive (focus on a specific point) How long.will it take to complete the job? 

Gauging (assists in determining how the other What do you think about our proposal? 
person feels) 

Unmanageable Questions 

Type of question Example 

Close-out (forces your opinion on the You wouldn't want to make us look bad, would 
opponent) you? 

Loaded (puts opponents on the spot regardless 
of answer) 

So, you are not willing to negotiate further? 

Heated (triggers an· emotional response) Haven't we spent enough time on thts aaz.y 
idea? 

' 
fmpulse (tends to get the conversation off track) While we are on the subject, Is there anyone 

else who might care about this? 
-

Trkk (aP,pear stralghtfoiward, but are actually 
Hloadedli) 

What are you going to do-agree to our 
position, or go to court? 

, 

Reflective Htrkk" questjon (directs-the opponent 
Into agr_eelng with your point of view) 

Here Is the way I see it, don't you agree? 
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them to strike back in kind. This kind of negotiation will go nowhere. Make statements 
that are factual and "1" based rather than "you" based. For example say, "I am upset 
about the amount of raise I got," rather than "You're unfair for giving me such a low 
increase." Other techniques for managing negotiations include the use of agendas, ques
tions, and summarizing techniques. A negotiation is a meeting and should be treated as 
such. If an agenda was not created in advance, and the negotiation is getting off-track, 
spend a fe,v minutes establishing an agenda. Decide key issues to discuss, and allocate 
time accordingly. Post the agenda and refer back 10 it 10 keep the discussion on track. 
Periodically summarizing what's been discussed and agreed upon not only helps to keep 
the discussion focused, but can also help reduce redundancy (i.e., beating a dead horse). 
Sometimes, negotiators revisit issues that have already been resolved because they forget 
or are unsure whether a point was resolved or deferred for later discussion. By saying, 
"Okay, let' s review. We agreed to points a, b, and d, but arc still working out the details 
on points c and e. Does that track with how you see it?" you can manage time and .stay 
focused on the negotiation. 

Finally, questions can be useful in many ways. Aside from helping you understand 
others' viewpoints and needs, questions can help steer the discussion toward desirable is
sues in a more subtle way. Depending on the goals of the negotiation, consider using vari
ous types of questions as appropriate from the list shown in Figure 9-5. 

Additional Tips for Effective Negotiating 
What else can you do to ensure that you not only reach an agreement but also maintain 
or enhance your relationship with the other party? The following principles of successful 
negotiation should help ensure that negotiations are integrative, objective, and potentially 
relationship enhancing. 

■ Deter,nine the itnportance of the outcome for you. What do you want and why? Only 
negoLiate when Lhe mailer is something you truJy care about and when you have a 
chance of succeeding. lden1jfy what you really need from the deal, not what you as
sume you need. ldenlify several items of interest 10 you and rank them in descending 
order of importance. 22 Do your homework. If the negotiation includes a financial out
come, consider several oplions or scenarios and the economic implications of each. 
This infonnation will serve to eliminate the guesswork and strengthen the ratjonale of 
your proposal during the negotiation. Will you lease or buy the car? What if you put 
10 percenl, 20 percent, or nothing do\vo? How does the financing rate change when 
the loan period changes or if you decide 10 buy a used instead of a new car? Calculat
ing the implications in advance can also increase your confidence and strengthen your 
position in the negotiation. 

■ Look fonvard, not back~vard. It's easy to gel caught up in \vho did \Vhat and who is 
to blame. We sometimes do Lhis to avoid having to resolve the problem or just out 
of habit While it may be easy lo get into long discussions about the past, it is clearly 
unproductive. Focus on where you want to be and not where you've been. There's no 
harm in brief discussions of the conditions lhat led to the current problem, but move 
on to what to do now and in the future.2> 

■ Separa1e people fron, problen1s. To negotiate effectively, separate the people in
volved in the di scussion from the issues that are being addressed. Remain objective. 
Avoid personalizing issues, and don' t allow yoursel f to be dra,vn into an emotionaJ 
dt:bate.24 If the negotiation veers in this direction, request a time-out. After you 
reconvene. remind the negotiators of the ultimate goal and the ground rules previ
ously set. If emotions are still running high, consider deferring the remainder of the 
negotiation 10 another time. Focus on the problem, the issue at hand. A void making 
personal attacks, criticizing style or personality traits. and placing blame. Negotiate 
in such a way !hat the people on the other side know they ,viii not lose face if they 
have to back do""" on something. For exa,nple. match the other s concession ,vith 
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one of your own. A good rule of thumb is to be hard on the problem, soft on the 
people. Throughout the negotiation conscancly ask, "Am l dealing with the person or 
the problem?'' Entangling people, issues, and relationships with the problem dooms 
the negotiation to fai lure.25 

■ Adopt a ,vin- ,vin allitude. Negotiation is a collaboration between parties with com
mon interests and objectives. Think in terms of helping, not hindering; of listen
ing, not ramming something down someone's throat; of a ceam and partnership, 
not competition. Take the perspective chac both parties can win and it's in your 
best interest to ,vant the other side to thrive, as future cooperative ventures may be 
possible.26 

■ Be clear about your best alternative to a negotiated agreement (BATNA). Fisher and 
Ury explain that results from a negotiation can be improved by identifying your best 
altemacive for each of your goals. Don.' L set your BATNA too low. When you go to a 
job interview ,vith no other offers or prospects, you go in with a low BA TNA-this 
job or nothing. Sometimes you have to do this. But whenever possible, it's better 
co have options in mind to avoid being or appearing desperate. For example, in the 
absence of job offers, you could consider living ,vith family for a while rather than 
taking a job you don't ,vant. This alternative gives you flexibility and a sense that you 
don' t have to take ,vhatevcr is offered_27 

Fisher and Ury argue that negotiators ought to be problem solvers who explore 
interests as opposed to refusing to change or compromising only slightly on their posi
tions. In fact, when you carefully listen to and help the other side get what it wants, 
you increase the chances of getting what you want.28 When a negotiation is a test of 
wills, ic is destined to Cail. By identifying compatible interests, you can build a bridge 
from your goals to the others.29 

■ Go into the negotiation with objective criteria. This leads Lo principled 
negotiation-negotiations based on principles, or objective criteria on which both 
parties agree. Bringing standards of efficiency, fairness, and scientific merit, for ex
ample, can facilitate agreement and final satisfaction with an agreement Rather than 
struggling for dominance, locate objective criteria both of you can agree to apply in 
detennining goals and actions. Sometimes objective criteria are readily available. 
Other times, the negotiators will have to research, present, and jointly decide on 
these criteria. 

Objective criteria should be independent of each side's will and should be legiti
mate and practical. For example, you can find published data on industry salaries, 
comparable house sale prices, and area bank or finance company mortgage rates. Once 
you have detennined objective criteria, you can frame each issue as a joint search for 
the solution that best fits the criteria. 10 

■ Respond, don 't react. When other parties throw their power around, don' t react 
negatively or emotionally. When this happens, Fisher and Ury recommend you 
invite feedback and input with regard to the problem. Ask them their opinion. You 
can also reframe or recast theiF objections as attacks on the problem, not on you
attacks that are understandable given the circumstances or pressure they might be 
experiencing. When the other party attacks, ask questions. Avoid getting bullied 
into battle. 

■ Us~ a third party-someone who is objective and has no vested interest in the 
outcome of the discussions. When two parties can't arrive at a mutually agreeable 
resolution, it can be helpful to involve a third party. Consider using the one-text 
procedure. Let someone draw up a plan that considers your interests and those of 
the other party. Then each of you does some editing. The third party redrafts it and 
perhaps requests additional feedback from both of you. By involving everyone in the 
development of a single text and having the parties involved edit it several times, at 
the cod both parties feel they have been included in the solution. At the end. all that 
is left to do is make a simple yes-no decision, not enter into a long discussion or 
argument over details.31 
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Integrity and Ethics in Negotiation 
So far, we've djscussed the process of, benefits of, and strategies for negotjatjng effec
tjvely. It all sounds straighLforward, and wilh practjce, negotiation is a skill that will bring 
personal and professional success. However, Lhere are times when others-or perhaps 
even you-knowingly or unknowingly use tactics that are questionable or unethjcaJ_ Per
haps this has happer,ed in the past, as in a time when you didn't tell the "whole truth,"32 

but managed to get what you wanted. Or maybe you were in a situation where you sensed 
your negotiating partner was lying,31 but you weren't sure, nor were you sure how best to 
deal with such behaviQr. The use of deceptive tactics negotiation, which can include wilh
holding information, stretchjng the truth, and bluffing, is risky, to say the least. In some 
cases, it may be illegal.14 While some negotiators engage in these activities and "get away 
wilh it," they do so at Lhe risk of bungling Lhe present deal and damaging olhers' trust in 
and cooperation with the negotiator and his or her organization. Let's start by clarifying 
what we mean by unethical behavior with some examples:3l 

■ Withholding information Lhat would alter decision choices. 

■ Disguising information so that it is more acceptable to the other pany. 

■ Manipulating the other party through emphasis on fal se deadlines. 

■ Makmg false statements about expertise or understanding about issues. 

■ Lying to mislead the other party. 

■ Using information gained through coven methods to create unfair advantage. 

■ Using bribes or kickbacks that are unknown to some of the negotiators involved. 

■ Insulting or demeaning the other party to inhibit confidence or judgment. 

■ Making promises Lhat can't be fu lfilled. 

The two questions these examples raise are why negotiators use such tactics, and more 
importantly, what we should do when we become aware of such behavior. Let's start 
wilh the first one. By knowing what motivates such behavior-ours and others-we may 
be better able to behave ethically and identify when others aren't doing so in negotiation 
situations. Why do people intentionally lie or deceive in negotiations? Two reasons seem 
especially important: 

■ Expected norms. In some situations, negotiators use a tactic because they believe 
"everyone does it."36 For example, the use of puffery or exaggeration in resumes and 
during interviews is widespread. In 2004, the outplacement firm, Challenger, Gray 
& Christmas, reviewed 249,000 resumes and found 52 percent had discrepancies.37 

You might also recall that Michael Brown, the infamous ex-FEMA director whose 
performance during the Hurricane Katrina disaster was publicly criticized, was found 
to have lied on his resume aod in his interviews about positions he'd held, degrees 
awarded, and awards hi.! supposedly received.31 

■ Pressure fro,n rnanage,nenr or others. As we've discussed in an earlier chapter, perfor
mance expectations from stakeholders, combined with the behaviors of top manage
ment, can set the tone for ends expected and means necessary to achieve those ends. 
Related to this issue, some negotiators use deceptive behaviors 10 gain an advantagel9 
and thus, "win" in the negotiation. Businesses re,vard the achievement of goals, and 
negotiators base their sense of self-worth on "winning" and achieving these goals and 
the rewards that go ,vith Lhem.40 

How do we deal with others' potentially unethjcaJ behavior? The first rule of thumb is to 
know as much as possible about the other pany's situatjon, goals. and approach. Is she 
under pressure to win, and to do so ,vithin a tight time frame? Is she, and does she view 
you as, trustwonhy? Will we negotiate again in the future?4' If you have done your home
work, you'll know what to expect and be ready to prevent unethjcal behavior from creep
ing into the negotiation. However, despite your best effons in preparing, you might face 

263 



- Interpersonal Skil ls in Organizations, Fourth Edition 131 

9 / Negotiation 199 

another party' use of unethical tactics. These suggestion can help you deal ,vith !>UCh 
behavior: 

■ Ask di reel q11e:;1io11s to reveal 1/,e trutli or 111issi11g i11Jor111atio11.42 This may include 
asking specific questions about thi ngs that might be pn:sun1ed to be "understood"' hut 
not con1municated. For exa,nple, you n1igh1 ask, "Is this piece of equipn1ent co"ered 
under v,arranty . .. and under ,vhat circumstances?'' even ,vhen you·ve purchased 
other equipment fron1 the same vendor. 

■ bifonn the olher party about the tactic bei11g used. Describe it using specific examples 
of what ,vas said or done and the impact it is having on you (e.g., "1'1n having a hard 
ti n1e trusting ,.,,hat you're saying is true and it's making n1e hesitant to c0n1inuc''\ and 
explain that such behaviur1, ,vi ii not be tolerdted. By dh,cu~sing the tactic you n:!n10, e 
its strength anti c,,u~c i ts user lo wotry about alienating you further. 11 

■ Request ll different party 1vith 11•/ro111 to i:onli11 11e negotiations.'14 If your a1tc1npt~ hi 

curb others· que.~tionable tactics aren' t succes~fu l, consider asking, " l 'rn concerned 
that continuing our conversation \Yon·1 get us sufficiently closer to an agrc1:1ncn1. Is 
there anyone else that I can speak 10?"' 

■ End 1he 11egotiatiu11s i111111ediately. It's bcncr tu end the negotiation without a re~olu 
tion or contr.:1ct than pa11icipatc in a negotiation that co111pron1i~e~ your vah1t", ,11 rcp11• 
tation, or causes you 10 be a vict i rn.4~ 

Resisting the Temptation to Lie or.Deceive: Three Suggestions46 

1. If you're asked about your bottom line and you're hesitant to reveal it, ask your 
opponents for their bottom line, or say that you are not ready to reveal yours at 
this point . .. but you will in due t ime. 

2. If you don't want to offer up other options or alternatives when asked to do so 
(because you feel that you'd be giving away too much), don't say that there aren' t 
any. Instead, ~sk.your opponent to suggest options to which you could respond, 
or engage your opponent in collaborative brainstorming or problem solving. 

,.. '1' - .~ . .. • .... ... • 

3. Don't lie abo1,1t your.intentions and only make promises you can keep. You could 
. ,.... ' .... ... ... .... 

say, for example, "I'm sorry, but that's not something I'm able to implement. We 
could consider . : . ",Related to this alternative, don't check with your manage
ment or other aulhority'figure.prior to a negotiation. This way, if you are asked, 
you can honestly say that you £fo not have the authority but will pursue it if an 
agreement on the issue can be reached. 

't \. ~ _,,r ~.~ "" • • .~ • 

In sum, behaving unethically in negotiations is a ri ky move. Thi! ends do not justify 
the n11!anS, and there's a good chance the behavior ,viii be discovered and the relationship 
\vi ii be irreparably dan1a£ed. Evt:n though you 1nay vie,v your ni:gutiating panncr a11 an 
opponent or even c(>1npelit.or. your goal- n1uch of tilt' 1in1e- should be about ..:,11.,1xn11 inf! 
to rind 11111tuully beneficial resolutions and not uhout winning al all co!>t, Don·L u11dc1-.:,1i 
111atl! tht: role of the rt:lationship- and thus, trust- in a negotia1ion. I\ !> ,ve' vc said earlier 
in the text. ,vhile it takes a long tin1e to build trust in a relationship. that trust can he bro
ken in the blink of an eye. And once broken. trust is difficult if not impossible to restore. 
It's best to put your ef fons into preparing thoroughly and negotiating ,.,,ith integri ty 

Special Situations in Negotiations 
Not all negotiation~ involve lV-'O individuals ,vho n1eet face 10 face in an effon to rl!ach a 
resolution or sign a con1ract. Some negotiations inYolve a third puny, 1ca1ns of individu
als (called n1uhiparty ni.:gotiations), virtual com1nunication (using tclcconfcri.:ncing, tele
phones, e-mails, and faxes), or globul ni.:gotiating partners. 
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