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Summary of:  “What makes a leader?” Goleman, D. Harvard Business Review, 1998. - CARTER 
Article 1 - What Makes a Leader?

· Everyone knows a story about a highly skilled executive that failed in a leadership role.  Likewise, everyone knows a story about someone without extraordinary ability who soared in a leadership role.  Thus, identifying individuals with the “right stuff” is more art than science. 

· Different situations call for different types of leaders.

· Mergers require sensitive negotiators to heal wounds; turnarounds require forceful authority.  

· The common link between all effective leaders is emotional intelligence (“EQ”).

· Components of EQ are – self-awareness, self-regulation, motivation, empathy, and social skill.

· When comparing the importance of technical skills and EQ on performance, EQ proved twice as important for jobs at all levels, with increasing importance as you move up the ladder.  

· Research suggests that people can develop their EQ if committed to doing so.

Self-Awareness

· Self-awareness is a deep understanding of one’s emotions, strengths, weaknesses, needs, and drives.

· Self-aware people recognize how their feelings affect them, other people, and their job performance.

· Self-aware people will admit to failure and often have a self-deprecating sense of humor.

· They have a firm grasp of their capabilities and are less likely to set themselves up for failure.

· Self-awareness doesn’t always get the respect it deserves from companies because some executives mistake candor for “wimpiness”.  However, that’s naïve because most people respect candor.

Self-Regulation

· Self-regulation is the inner conversation with ourselves that frees us from being prisoners of our own feelings.  It allows us to manage moods and overcome emotional impulses.

· People who are in control of their feelings and impulses are more reasonable and are able to create an environment of trust and fairness.

· They don’t panic with change, but rather suspend judgment, seek out information, and listen.

· Signs of emotional self-regulation are comfort with ambiguity, integrity, and thoughtfulness.

Motivation

· The one trait virtually all leaders share is motivation; they are motivated by a deeply embedded desire to achieve for the sake of achievement (not financial reward).

· Signs are passion for work, love to learn, restless with the status quo, and persistence with questions.

· They are also forever raising the performance bar and like to keep score.

· They also are able to remain optimistic even when the score is down.

Empathy

· Empathy means thoughtfully considering employees’ feelings, especially when making decisions.

· Story:  article mentions a story about a merger between two giant brokerage firms.  One division manager paints a gloom and doom scenario to his team while another tells his team that he’s not sure what’s going to happen but promises to be upfront, honest, and fair to everyone.  The end result is that the gloom and doom leader who was too worried about his own fate ended up losing team members and was eventually laid off, whereas the other team remained completely intact.  

· Empathy is very important because of increasing use of teams, globalization, and need to retain talent.

Social Skill

· Friendliness with a purpose; moving people in the direction you desire.

· Social skill is the culmination of the other dimensions of EQ.  Awareness, regulation, empathy and even motivation contribute to social skill and the ability to effectively manage teams.

· Socially skilled people build bonds widely because they realize that at some point, they’ll need help from people they don’t currently work with.

· A leader’s task is to get work done through other people, and social skill makes that possible.

Conclusion

· Technical ability and IQ are important in strong leadership, but recipe wouldn’t be complete w/o EQ.

Summary of: “The better boss.”  MacFarquhar, L. The New Yorker, 2002. - ANDRE 
Marshall Goldsmith is an executive coach who trains executives to behave better in the office. Goldsmith first solicits 360 degree feedback from colleagues to assess the strengths and weaknesses of the executives and then asks them to apologize and ask for help in improving.

· Goldsmith seems so happy (if he were shorter he’d look like a Leprechaun) that executives find him disarming and he has had luck helping even the most surly and disagreeable of bosses

· Started coaching in the 80s when HR started to realize how costly it was to lose employees (1 to 2 times the employee’s annual salary and benefits) and that hating their bosses was one of the 2 main reasons people left.

· The executives are taught a speech that basically says, thanks for the feedback, I’m good at x and x but seem too focused on x and x, need to listen more and need to come to you more for help. There are no excuses and I’d like your help in the future and am anxious to improve our relationship. By putting the power in the hands of the executive’s colleagues, Goldsmith believes success is more likely.

· When an executive is listening to a colleague’s ideas, don’t critique, even positively. If you say one idea is great, and don’t say anything about a second you’re implicitly evaluating the ideas and saying the second one isn’t so hot.

· When receiving ideas never start a sentence with “no,” “but,” or “however.” Sometimes Goldsmith uses cash fines to enforce this.

· Coaching has as much to do with changing the perception of the client’s behavior as well as changing the behavior itself, so getting colleagues attention is crucial. Without this the client needs to change 100% to get 10% credit. By constantly asking for feedback from the colleagues he forces them to pay attention. Nifty trick.

· Goldsmith’s Buddhist approach to individuals, not worrying about the past and characters, but rather, focusing on how you are behaving now, also makes sense from a business strategy perspective, “The rational business person, like a good Buddhist, considers each moment afresh, unencumbered by old frameworks and asks himself what he should do based on the evidence rather than on a sense of how a person such as him usually behaves.”

· Rather than focusing on the whys of how someone got screwed-up, as psychologist executive coaches try to do, Goldsmith focuses on just getting execs un-screwed up. Rather than empathizing and hearing about the executive’s mother and father, he just says, “Here’s a quarter call someone who cares” They don’t need empathy they need someone to look them in the eye and say if you want to change do this.”

· Goldsmith’s life story is pretty interesting. He grew up on the wrong side of the tracks, has a unique approach to raising his kids, “when his daughter went off to college he advised her to, ‘take easy classes, get good grades, and party a lot – you’re not going to remember half of what you learn anyway,”  is not a big fan of guilt, did the hippy thing, got in trouble at church as a child when he mapped which religions they said were going to hell against the populations of those religions and then compared God to Hitler because they essentially were saying 95% of the world is going to hell, etc. etc.

· As we were told with our evaluations, it doesn’t really matter whether we think they are fair or not and it’s very difficult to change absolutely everyone’s perceptions. When a CFO client got positive feedback from 25 out of 26 and was worried about the one that got away, Goldsmith replied, “ Not only did you do well- you were lucky. Let’s get real. Imagine you were working at McKinsey. Shit, God wouldn’t get 25 out of 26 at McKinsey.” Ouch.

Summary of: “Making Multirater Feedback Systems Work” Church & Waclawski.  Quality Progress, 1998. - LUCIA 
“Making Multirater Feedback Systems Work”

Allan H. Church and Janine Waclawski

This reading discusses recent trends in organizations to implement multi-rater assessment, as well as the benefits and challenges of implementing such a system.

Generally, the authors emphasize the usefulness of 360-degree feedback as a tool in helping individuals and organizations become more self-aware, ultimately leading to improved effectiveness and performance.

•
Trend toward multi-rater assessment (a.k.a. 360-degree feedback) vs. the more traditional one-on-one performance appraisal review (PAR)

•
Feedback leads to an enhanced level of self-awareness which leads to enhanced effectiveness and performance

•
Multi-rater feedback (from clients, peers, direct reports, supervisors, and self) forces individual into process of reflection – leads to great levels of awareness of one’s own actions and those actions’ consequences on others.

•
The more perspectives collected, the more accurate the feedback – can incorporate feedback from external clients, even.

•
In today’s competitive environment, sales are not enough of a performance yardstick. Consulting firms in particular are beginning to use this kind of feedback to work on loyalty, repeat business, and added value to the customer. 

•
There is often a push from the top of organizations for the use of this kind of feedback.

•
This can result in resistance from the organization and its members, particularly with organizations with unadaptive cultures. 

Implementation

•
Organizations must build support and commitment for the process.

•
Integrate the feedback initiative within the larger organizational context  - why is it relevant? Link it to other development initiatives.

•
Senior management must be highly enthusiastic and visible supporters of the process.

•
Build grass-roots support from influential members of cross-function groups.

•
Must protect confidentiality of raters to remove the element of fear of identification.

•
Must ensure accuracy of measurement – eliminate any vagueness in wording

•
Possibly tailor the content of the survey/questionnaire to your organization specifically

•
Create a formal structure for employees to process the information to ensure that the process is meaningful for all involved. (Consider discussing assessment with various raters to share insights.)

Organizational Impact

•
The process can identify individual and organizational strengths, weaknesses and developmental needs

•
Can contribute to staffing decisions

•
Can be a useful measurement of managerial performance when used with financial performance measurements.

•
Not always easy to demonstrate direct link between implementation of multi-rater feedback and bottom line.

Summary of: “Pinto fires and personal ethics: A script analysis of missed opportunities.” Gioia, D. Journal of Business Ethics, 1992. – ROSS
The author was involved in the infamous Pinto Fires case that took place in the 1970s.  The article is an This reading details the personal involvement of the author in the early stages of the infamous Pinto fire case.  The paper first gives an insider account of the context and decision environment within which he failed to initiate an early recall of defective vehicles.  The main thesis is that script schemas that were guiding cognition and action at the time precluded consideration of issues in ethical terms because the scripts did not include ethical dimensions.

Story of the Pinto

•
Dennis Gioia joins Ford in 1972 after getting MBA.  He went into job opposed to ethical lapses that often plagued corporate America, and hoped to affect positive change

•
Promoted to Field Recall Coordinator in 1973, where he was in a position to make initial recommendations about future recalls

•
Case history on Pinto: Introduced in 1970, in very short amount of time; strict weight and cost measures set in place; 

o
Routine crash testing showed that fuel tank often ruptured when struck from the rear at slow speeds (31 mph)

o
Fixing problem would cost $11 per vehicle, but when Ford conducted cost-benefit analysis, it appeared to cost more to fix each vehicle than it would cost society to lose human life – they put a value of $200,000 on each life lost, as a “cost to society;” They decided not to fix the problem

o
Reports of Pinto fires began trickling in, but at a slow rate, so they did not capture much attention; the problems did not fit the pattern of recallable standards, and since the problems were not much worse than their competitors, a group of decision makers, including author, voted not to recommend a recall to the higher levels of the organization

o
After his departure from Ford in 1975, reports of Pinto fires escalated, public outrage spread; In 1978, the National Highway Traffic Safety Association issued determination that Pinto (1971-1976) was defective, and Ford launched recall; 

o
After 3 girls died in 1978 in a crash, Ford was tried for reckless homicide (unprecedented); Ford won the case, but ceased production of the Pinto 

Analysis of what happened

•
Gioia writes that even the best-intentioned organization members organize information into cognitive structures (schemas) that serve as (fallible) mental templates for handling information and as guides for acting upon it

•
His thesis of why he did not speak up about the Pinto problems: His own schematized (scripted) knowledge influenced him to perceive recall issues in terms of the prevailing decision environment and to overlook key features of the Pinto case, because they did not fit an existing script.  The scripts upon which he operated did not include ethical dimensions

o
Schema is a cognitive framework that people use to impose structure upon information, situations, and expectations to facilitate understanding

o
He believes scripted decision making saves people time, but does not encourage moral or good decision making

•
As a result, he ignored many of the bad fires that had erupted in Pintos because they were infrequent, and did not fit his normal guidelines for recommending recall

•
His decision making was clearly affected by organizational culture; even if before and after Ford he would have pushed for a recall, while he was there, he did not perceive a strong obligation to recall; it was a straightforward decision, driven by dominant scripts for the time, place, context

•
To prevent the ethical nature of decisions from being overlooked,  Gioia advocates ethical training, and the inclusion of training examples that focus squarely on ethical issues

Summary of: Russo, J., & Schoemaker, P.  Chapter Four, Avoiding Distortion and Bias, from their book, Winning Decisions, 2002.  – LOUIS-SIMON 
Article discusses the effects of distortions and biases we have when gathering information.  We tend to be overconfident and then interpret information to support our hypotheses, rarely asking enough questions to prove our theory wrong.  Overconfidence, wishful thinking, and a preference for confirming evidence can foster undue optimism or bias the information we seek.  Decision-makers must learn to create intelligence, which is done using three steps:

· Ask the most appropriate questions.

· Interpret the answers properly.

· Decide when to quit searching further.

A.  Overconfidence

· Overconfidence (an exaggerated belief in what one knows) distorts decision-making

· Best quotes exemplifying overconfidence:

· “I think there is a world market for about five computers” – Thomas Watson, chairman of IBM, 1943

· “They couldn’t hit an elephant at this dist___” – General Sedgwick, Union Army Civil War officer’s last words

· Be a realist when deciding; but when implementing, overconfidence can be an asset

B.  Confirmation Bias

· Confirmation bias is “seeing what you believe” or “seeing what you want to see”

· Example of company who felt that the flower business would be successful, and all the information they gathered supported their belief

· Lesson: Make it a habit to seek evidence that disproves your theory; always consider and test multiple hypotheses

· To avoid confirmation bias:

· Ask disconfirming questions

· Entertain and test multiple hypotheses

· Engage in contrary analysis

· Assess other people’s metaknowledge (too often in group decision-making, the person expressing the most confidence drives the process)

C.  Availability Bias

· Results when judgments are based on evidence that comes readily to mind; television, newspapers, and other readily available information sources skew views of reality

· For example, Columbine shootings often in the news, so people assume violent crimes committed on school grounds has increased; in reality, it decreased

· Our perceptions of the facts are often distorted by the most available, most recent, or most vivid information

· To avoid availability bias:

· Use representative data

· Modify procedures to compensate for information biases

D.  Anchoring

· Anchoring distorts decision-making

· Readily available (but not necessarily relevant) numbers or ideas distort our final judgments because people fail to adjust away from them sufficiently

· To avoid anchoring:

· Be aware of the anchoring effect

· Provide a range first, not a single-point value

· Work with multiple anchors

· Avoid considering only incremental solutions

· Remain open to new information

Summary of: “The set-up-to-fail syndrome.” Manzoni, J.F., & Barsoux, J.L. Harvard Business Review, 1998. - GREGG 
The article describes what the set-up-to-fail syndrome (SUTFS) is, its costs, how to break out of it and prevention techniques.

What is it?

· It is the reverse of the Pygmalion effect in that subordinates who are perceived to be mediocre or weak performers live down to the low expectations their managers have for them.  

· Triggers for this symptom could be subordinate starts in a new division and is given a lukewarm recommendation from his former boss or poor personal relationship with the boss 

· Syndrome is set in motion when boss believes subordinate’s performance is not up to standards

· The boss will then increase the time and energy he spends on the subordinate (e.g., subordinate must get approval on things, asked to see paperwork, boss critiques more)

· These steps in the view of the boss is supposed to encourage and help the subordinate to perform better but instead the subordinate sees this as lack of trust and confidence. This makes them start doubting their own work and ability and they lose motivation

· This is starts the cycle since now the boss sees these new attributes of the subordinate as proof that he/she is a poor performer and therefore tightens the grip even more ( and therefore the subordinate withdraws even more, and perform worse.

· Overall SUTFS is self-fulfilling and self-reinforcing

Good quick overview on page 71-72 (shows the whole cycle)

Causes of SUTFS

· Bosses tend to put subordinates into two groups: in-group (90% of subordinates) and out-group

· In-group members receive more autonomy, feedback and confidence from their bosses, while out-group members have more emphasis on rules, policies and authority

· Can get labeled as early as 5 days into relationship

· Bosses due this because it makes their lives easier to have categories: they can quickly figure out which tasks should go to which people (more important go to in-group members)

· Downside of this is that it leads to premature closure: making up mind early on about the ability of the subordinate will have the boss only notice the negative performances while ignoring the positive ones (or calling it a one off)

· Subordinates know which group they belong to

COSTS

· When subordinates are in the out-group and treated that way they tend to shut down

· Disconnecting intellectually and emotionally: stop giving their best

· No longer engaging with boss

· No longer speaking up so as to not taint their image any further

· Becoming more defense: coming up with excuses before you need them

· SUTFS leads to emotional costs paid by subordinates and organizational cost associated with the firm not getting the best out of the subordinate

· Boss pays in several ways:

· Takes up a lot of energy to either pretend that he/she likes the subordinate or to try to fix the problem. This also takes away attention from bosses other activities

· Hurts bosses reputation because other employees can see how the boss treats his weaker subordinates

· In-group members suffer

· They end up getting all the important work and end up getting overburdened

· Hurts team spirit

· Team members can feel strain of out-group members

· Out-group members complain to colleagues, wasting their own productive time and others

· Hurts out-group subordinates

· They will replicate the behavior their bosses show to them to their subordinates

HARD TO BREAK CYCLE

· Since out-group do not get important tasks it is hard to show competence to boss

· Boss is also using selective observations and recall (only remember the bad things and ignoring the good ones)

· To try to impress their boss the subordinate will set lofty goals or extremely fast timelines, which are doomed for failure further reinforcing the fact to their boss that they are poor performers

· Suggestion to break the SUTFS is to have an intervention with the boss and subordinate: first step is to know a problem exists then have one or more candid conversations meant to bring to the surface the untangle the unhealthy dynamics that are causing the problem

· Keys to successful intervention:

· Boss must create right context for discussion: it must be at a neutral location and subordinate must be invited with affirming language and that it is not a feedback discussion but rather an open dialogue to discuss the relationship and performance of the subordinate

· Must come to agreement on the symptoms of the problem: come up with mutual understanding of the specific job responsibilities in which subordinate is weak; must be based on facts not feelings

· Figure out what is causing (reasons) the weak performance in certain areas: reasons, could be bosses behaviors

· Agree on performance objectives and on the desire to have the relationship move forward: treatment for root problems they have identified and what type of future supervision there will be

· Agree to openly communicate in future

· Interventions do not take place often because people feel threatened or embarrassed

· Instead bosses might try to encourage their poor performers which does have short term benefits but major disadvantages

· Only focuses on one-symptom of problem: bosses behavior

· Limits what both parties could learn from more up-front handling of problem

· Boss sometimes goes overboard giving too much autonomy and when the subordinate fails they see more proof that they are a poor performer

· Another solution is to fire the subordinate or relocate to another position

· In order for intervention to be successful boss needs to overcome his/her own mindset

· Cover up own feelings, separate emotions from reality

· Might want to mentally play out part of conversation before hand

· Make sure open to subordinates views

CALCULATING COSTS AND BENEFITS

· It is costly hire and train new subordinate so it sometimes pays to intervene instead to create a healthier relationship

· Two outcomes:

· Best case scenario: leads to mixture of coaching and training that will make the subordinate more productive

· 2nd  best scenario: performance improves slightly but relationship between two becomes productive; explore how they can develop better fit between job and subordinates abilities

how to PREVENT: Best option

· Bosses should first be actively involved with all their subordinates and then ease off based on performance (early monitoring will not be looked down upon by subordinates)

· Helps set-up early guidelines and expectations

· Bosses should challenge their own assumptions and attitudes about subordinates on on-going basis: don’t always categorize

· Set up environment where subordinates can discuss their performance and relations with the boss.
Summary of: “The New Boy Network.” Gladwell, M. The New Yorker, 2000. - DAN 
This reading profiles a Harvard student (Nolan Myers) who was a technie and was deciding between jobs at TellMe and Microsoft. Malcolm Gladwell met with him and was instantly drawn to him, just as both companies were. TellMe decided they wanted to hire him after 45 minutes and Steve Ballmer from Microsoft wanted him after he asked insightful questions at an information session.

The overall topic of this article is about the way we can make quick judgements about people and how interviewing can be changed to get beyond the initial biases we create.

Psychological Experiments

· Two experiments were cited that addressed the point that impressions gathered in the first few minutes generally match ratings provided over longer periods of time.

· A video of teachers was shown with ten seconds of video and participants rated the teacher on a 15 item checklist. The psychologist compared these ratings with the full semester rating of students in the class and the results matched closely

· A similar experiment was done with interviewing. The psychologist compared results provided from participants watching 15 seconds of videotape to evaluations from the full interview and they closely matched. 9 out of 11 participants predicted the outcomes of the interviews accurately.

· Conclusions: 

· Human beings have a prerational ability for making searching judgements about others.

· Those initial impressions matter too much – they color all the other impressions that we gather about that person over time. The first impression becomes a self-fulfilling prophecy and we then hear what we expect to hear.

· By doing this, we underestimate the large role that context plays in people’s behavior. (The article gave an example of a teacher who taught psychology one emester and statistics the other – his ratings for statistics were uptight and rigid while the psych was warmhearted)

· The Fundamental Attribution Error – the tendency to fixate on supposedly stable character traits and overlook the context. 

Menkes Solution to This Problem

· Gladwell met with Justin Menkes, an HR consultant, who discussed how interview questions can be rephrased so that answers weren’t obvious and matched to your initial judgement.

· Instead of, “What is your greatest weakness?”, which can always be turned into a strength, ask “At your weakly meetings, your boss unexpectedly begins aggressively critiquing your performance on a current project. What do you do?

· Instead of, “Tell me about a time when you had to do several things at once.” To which you would answer that you would prioritize, multitask, and delegate, you should ask “ You’re in a situation where you have two very important responsibilities that both have a deadline that is impossible to meet. You cannot accomplish both. How do you handle the situation?”

· This is known as cataloging or structural interviewing. Questions are scripted, the interviewers are carefully trained, and each applicant is rated on a series of predetermined scales.

· If we let personability and the Fundamental Attribution Error bias the hiring process, then all we have done is replace the old-boy network (where you hire your nephew) with the new-boy network, where you hire whoever impressed you the most when you shook his/her hand.

Summary of: “The necessary art of persuasion.” Conger, J. Harvard Business Review, 1998. - RANDY 
The Necessary Art of Persuasion

· Being an effective manager in an environment with today’s work force requires use of effective persuasion.

· Persuasion involves careful preparation, the proper framing of arguments, all in order to find the right emotional reaction from your audience. It is really the language of business leadership.

· Effective persuaders can take weeks, even months to prepare for a persuasive conversation:

· Pre-persuasive conversation you use dialogue to learn about your audience’s opinions.  

· Invite people to debate the merits of your position, this way you can keep coming up with alternative solutions that will be acceptable to the audience.  The goal is to come up with a shared solution.

· Enter the persuasive process with an open-mind, prepared to adjust your viewpoint.

· Subordinates respond favorable to a boss who is open to hearing alternative solutions from colleagues.  This way subordinates don’t feel as if they are being manipulated into something.

· Four crucial steps to effective persuasion [Most important take-away from article]:

· Establish credibility: For example, in a new product launch, you would need to have a history of successful product launches on your resume, or in promoting a decision to enter a new market, you should be able to demonstrate either experience in or abundant knowledge of that market.  Credibility can be bought (hire consultants) or you can gain it through experience.  

· Frame goals in a way that identifies common ground: You must describe your position in a way that illuminates advantages for your audience.  To do this effectively you must know what is important to your audience, which requires good questions asking and good listening.  Example is a mother persuading a child to come with her to the grocery store by telling child they sell candy at the grocery store.  
· Provide evidence to reinforce your position: This requires more than market research and financial projections.  Instead overlay numbers with language.  When trying to get an investment approved, cite examples of other investments similar to the one at hand that were successful.  Vivid analogies are also effective.  

· Connect emotionally with the audience: Without a demonstration of feeling people may wonder if you actually believe in the position you’re championing.  You don’t want to over do it, because then people question your stability (i.e. Howard Dean during primary).  Emotional appeal must match what your audience is already feeling or expecting.  Good mgr’s know how to anticipate the emotions of subordinates, this often requires talking to a sample of team members before the big mtg. to find out how people would respond to a big announcement.  Showing too much emotion can be as unproductive as showing none.
Summary of: “Fair process: Managing in the knowledge economy.” Kim, W.C., & Mauborgne, R. Harvard Business Review, 1997. - MADELAINE 
This article basically explains why it is important as a manager to apply “fair process” with your employees and what fair process really means:

· the basic of “fair process” is that people care as much about the fairness of the process through which an outcome is produced as they do about the outcome itself

· Fair process responds to the basic human need of being valued as a human being and have others respect our intelligence

· The basic principles of Fair process are:

· Engagement: 
Managers need to involve individuals in the decisions that affect them by asking for their input and allowing them to refute the merits of one another’s ideas and assumptions

· Explanation: 
Everyone involved and affected should understand why final decisions are made as they are. Employees want to be confident that their opinions have been considered and that they can therefore trust the decision making by managers. 

· Expectation Clarity:

Once a decision is made, managers need to clearly state the new rule of the game. Ex: Employees should know what the new standards are by which they will be judged; what are the measures and implications of failure…etc.

What happens if fair process isn’t applied?

If people don’t feel treated fairly by their boss they will often fall into “retributive justice”: Not only will they want fair process to be restored, they also seek to visit punishment and vengeance upon those who have violated it in compensation for the disrespect the unfair process signals. 

Obviously, if you don’t apply fair process there are certain costs associated with it like distrust, limited cooperation with ideas…etc

Why is fair process not applied more often?

· Lack of understanding

· Some managers still believe that knowledge is power and that they retain power only by keeping what they know to themselves.

· People still belief that other people are only concerned with what’s best for them. But there is sufficient evidence that if the process is perceived as fair, the majority of people will accept outcomes that are not wholly in their favor. 

Some more information:

· The article describes the typical example, where consultants are brought in into a plant and the employees are not informed about it. After a while the employees start wondering and making up all sorts or reasons for the consultants being in the plant. Management somehow looses control of a plant that worked perfectly well before and it takes them a long time and a lot of apologizing before they can gain the trust of their employees again


· Fair process is sometimes called procedural justice. Don’t mix this up with distributive justice: “when people get the compensation (or place in the hierarchy) they deserve, they feel satisfied with that outcome.”  Procedural justice and distributive justice are two complementary paths to performance. (see page 108 for an overview chart)

Summary of:  “Interpersonal influence” Cialdini, R. Book chapter, 1993. – MARK M 
This article analyzes the most powerful psychological pressures that get people to say “yes” to requests.  The author’s research, targeted heavily toward “compliance professionals” (e.g. salespeople, fundraisers, con artists, etc.), investigated the ways in which one individual can influence another individual’s attitudes, beliefs, perceptions, and behaviors.  The author discovered six main principles:

(1) Reciprocity – People tend to say yes when they feel obligated to a requestor who has previously provided them with some service or concession.

a. Example of Reciprocal Concession – Ask for an unreasonably large donation; when rejected, ask for smaller donation.  Very often, the smaller average size donation will be granted because people feel bad refusing repeatedly

(2) Social Validation – People view behavior as more correct in a given situation to the degree that we see others performing it.  People will be more wiling to comply if others are also seen complying.

(3) Commitment/Consistency – People like to appear consistent.  Get someone to commit, they will stay consistent.  For example, a home insurance salesman might start out stressing that the new homeowner’s enormous commitment to the new home and well-being of the family.  Then they argue that it is consistent to take out a hefty insurance policy to protect that investment.  People want to stay consistent with people’s impressions of them, so they buy the insurance.

(4) Friendship/Liking – This is a no-brainer.  People are more willing to comply with the request of friends or other liked individuals.  Tupperware parties are prime example.  Physical attractiveness, similarity, and compliments are also met with tremendous compliance to requests.

(5) Scarcity – When something appears unavailable, we want it more.  Hence salespeople are always talking about limited-time offers, limited number of items remaining, etc.  There appear to be two major sources of the power of scarcity.  First, we know that very good things are often difficult to possess, we can quickly judge the goodness of an item by the difficulty of possession (scarcity).  Second, people just hate to lose freedoms… they always want what they can’t have.  I would also argue (although the author does not) that people may also recognize that scarce items tend to appreciate in value more than commodity items.

(6) Authority – People are more willing to follow the suggestions of someone who is a legitimate authority.  Doctors, people wearing business suits, people wearing uniforms often receive undue respect and compliance even in unrelated areas.  Funny example… one doctor, when prescribing ear drops for an ear ache, wrote “place drops in R ear” to signify the right ear.  The nurse promptly deposited the drops in the patient’s ass.  Neither the nurse nor the patient thought twice about it.

Summary of: Gabarro, J. & Kotter, J. Managing your boss.  Harvard Business Review, 1998. - PATRICIA 
· It is important to be able to manage your boss just as effectively you manage your subordinates.

· The boss subordinate relationship is a relationship that involves mutual dependence of two fallible human beings, and recognizing this will allow for a more effective management style. People sometimes fail to realize the dependence of the boss on his/her subordinates for results, and their dependence on their bosses for information. A manager should not expect the boss to provide all information, one should expect modest help and seek out all other necessary information from the boss.

· Managing such a relationship requires the following:

· That you, the manager, have a good understanding of the other person and yourself, especially regarding strengths, weaknesses, work style and needs.

· That you use this information to develop and manage a healthy working relationship – one that is compatible with both people’s work styles and assets, is characterized by mutual expectations, and meets the most critical needs of the other person. This combination is essentially what we have found highly effective managers doing.

· Understanding your boss:

· Know your boss’s goals and problems and pressures

· Know your boss’s strengths and weaknesses

· Know your boss’s work style and preferences

· Be alert for opportunities to question the boss and others around him/her to test their assumptions

· Pay attention to clues from the boss’s behavior

· Seek out information instead of making assumptions about the boss

· Understanding yourself:

· Know your own needs, strengths, weaknesses, and personal style

· Become aware of what it is about you that impedes or facilitates working with your boss

· Use past experiences as a guide

· A counterdependent (consider boss as an enemy) or an overdependent (over compliance and inability to confront real differences) manager needs to recognize these behaviors and stride to anticipate their reactions and to attempt to moderate them. 

· Developing and Managing the Relationship:

· Compatible work styles

· Adjust your style in response to your bosses’ preferred method for receiving information 

· Bosses that are listeners – brief them in person and then follow it up with a memo

· Bosses that are readers – cover important items in a memo and then discuss with them

· Adjust to the bosses’ decision-making style

· Bosses that are hands on, keep them up to date and involved in the decision making

· Bosses that like to delegate – keep them informed of what is occurring

· Draw on each other’s strengths and make up for each other’s weaknesses

· Mutual Expectations

· The subordinate needs to find out what his boss’s expectations are. This can be done either through the form of a memo and a follow up, or indirectly through talking to other people and setting up informal discussions

· The subordinate needs to communicate his/her expectations to the boss, find out if they are realistic, and influence the boss to accept the ones that are important to you

· A flow of information:

· The subordinate needs to find out what their bosses need to know and make sure they find ways to keep them informed through processes that fir their styles

· Need to communicate failures as well as successes

· Dependability and Honesty:

· These are important qualities to have in order to maintain good working relationships with your boss.

· Good use of Time and Resources

· Time is scarce for you and your boss, so use it effectively. Do not use all of your chips on trivial issues

The Checklist:

1. Make sure you understand your boss and his or her context, including:

a. Goals and objectives

b. Pressures

c. Strengths, weaknesses and blind spots

d. Preferred work style

2. asses yourself and your needs, including:

a. Strengths and weaknesses

b. Personal Style

c. Predisposition toward dependence on authority figures

3. Develop and maintain a relationship that:

a. Fits both your needs and styles

b. Is characterized by mutual expectations

c. Keeps your boss informed

d. Is based on dependability and honesty

e. Selectively uses your boss’s time and resources

Summary of: “Six dangerous myths about pay.” Pfeffer, J. Harvard Business Review, 1998. - BETTINA 
Main Points

· Compensation is a concept and a practice very much in flux. 

· Managers always receive advice about pay, but much of the conventional wisdom about pay today is misleading and/or incorrect.  

· This article describes the 6 myths and details evidence of companies that have “fallen” for or have avoided them.

· If Managers seeking to improve performance or solve organizational problems use compensation as the only lever, they will get two results: (1) Nothing will happen.  (2) They will spend a lot of money!

Organizational leaders must decide: (1) employee pay rate, (2) how much emphasis to place on financial vs. other compensation, (3) should they attempt to hold down pay rate, and (4) should they implement an individual incentive system to reward performance differences, and how much emphasis to place on this?

The Six Myths:

1. Labor rates and labor costs are the same thing.

a. Labor rates are (straight wages/time) (e.g., $5.15/hr, $2000/day)

b. Labor costs are how much a company pays its people and how much they produce (e.g., wage/time may be different, but costs reflect production rates within that time)

2. You can lower your labor costs by cutting labor rates.

a. To lower labor costs, you must address both rates AND productivity.  

b. Lowering rates may increase your cost if you lose too much productivity.

c. For example – outsourcing.  You may have lower labor rates, but you must measure the success of an outsourcing agreement using labor costs.

3. Labor costs constitute a significant proportion of total costs.

a. This is true sometimes. This varies by industry and company.

b. Labor costs are only the most visible and malleable expense, therefore the easiest to slash when needing to lower overall costs.

4. Low labor costs are a potent and sustainable competitive weapon.

a. In reality, this is the most slippery and least sustainable way to compete.

b. Competitive advantage best achieved through product, process, or service innovation, etc.  But, this is more difficult than to merely cut costs and it may require changing culture.
c. E.g. Men’s Wearhouse – Have relatively high labor costs b/c of salaries, training costs, etc., but, they sell very effectively b/c of product knowledge and sales skills.  by keeping inventory losses and employee turnover low, they save money on shrinkage and hiring.

5. Individual incentive pay improves performance.

a. In reality, this undermines performance of the individual and the organization.

b. Undermines team work and encourages short-term focus.  

c. E.g. Southwest Airlines does not use individual incentives, but they are the cost and productivity leader in the airline industry.

d. This myth assumes that behavior is rational and that people will exert effort in their jobs directly proportional to their expected financial return.

e. Many studies show that merit pay has no effect on office performance.

f. Mercer consulting concludes that most merit-based pay systems (1) absorb vast amounts of mgmt time and resources and (2) make everybody unhappy

g. Should organizations pay on a more group-oriented basis?

i. (-) encourages free riders, although studies show this is not a big problem

ii. (+) individuals are influenced by peer pressure and social relations they have with their workmates – therefore they will be more productive for the group.

iii. (+) Evidence shows that orgs that pay on a collective basis (e.g. profit sharing) outperform those that don’t

6. People work for money.

a. They do, but they work even more to have meaning in their lives. (Recall Intrinsic vs. Extrinsic Motivators)

b. Companies that ignore (a) pay the price in a lack of loyalty and commitment

c. E.g. SAS offers engaging work, opportunities to work with latest equipment, family-friendly environment, exceptional benefits,  etc.  Their key to employee retention is the culture, not the monetary rewards.

Authors advice about Pay

1. Keep difference btw labor rates and labor costs straight

2. De-emphasize pay; don’t portray it as the best thing about working at a particular company.
3. Realize that pay has substantive and symbolic components.  It reflects and helps determine the organization’s culture by signaling what and who in the organization is valued.  
a. For example, if you say that teamwork is important, make sure that pay has a group-based component.
b. E.g. Southwest Airlines – when pilots were asked to take a five-year wage freeze, CEO voluntarily asked the compensation committee to freeze his salary as well.
4. Pay systems that are more transparent send a positive message about the equity of the system and the trust the company places on people.
5. Use other methods besides pay to signal company values and focus behavior.
6. Know that pay is just ONE element in a set of management practices that can either build or reduce commitment, teamwork, and performance.  
7. Make sure that pay practices are congruent with other management practices and reinforce rather than oppose their effects.
Summary of: “Job design and productivity” Steers, R., & Black. Textbook chapter, 1997. – DAVID YANG 
Article focuses on redesigning the workplace so it is both more efficient and rewarding for its employees, helping organizations remain competitive.

I. 3 Early Approaches to Job Redesign

A) Scientific Mgmt

· Came about during the Industrial Revolution and assembly line technology (standardization)

· Advocates of scientific mgmt thought jobs should be characterized by machine pacing (speed of conveyor belt, not the workers), repetitiveness, low skill requirements, HIGH task specialization (workers not seeing finished product), limited social interaction, and the use of highly specified tools and techniques
B) Industrial Humanism (a.k.a. Human Relations movement)

· Came about as a result of problems that developed under scientific mgmt (boredom, workers’ non-compliance with management’s wishes)

· Efforts were made to make employees happier (e.g. awards, company social events), but basic nature of jobs remained the same

C) Herzberg’s Contribution to Job Enrichment

· He was the first to call for job enrichment
· Job enrichment consists of changing the nature of a job by increasing employee control over resources, accountability, feedback, and opportunities for achievement, personal growth, and development.  This is done primarily through vertical loading.

· Vertical loading closes the gap between the doing and controlling aspects of work, thereby increasing employee accountability and authority and providing employees with direct feedback on job performance, among others benefits

· Job enrichment differs from job enlargement

· Job enrichment tries to alter basic nature of production technology (the way a job is actually performed)

· Job enlargement simply adds a larger # of equally routine tasks to employee’s job

· Goal was to improve motivators (more than hygiene factors)

· Motivators = factors intrinsic to the job (responsibility, personal growth)

· Hygiene = non-job-related factors (company policy, salary)

· 4 Criticisms of Herzberg’s theory:

1. It ignores individual differences – assumes all employees want enriched jobs

2. Existence of 2 independent and unrelated factors (motivators and hygiene factors) had not been substantiated

3. Theory is open to different interpretations

4. Model doesn’t explain how factors influence motivation

II. How Job Redesign Works

A) Why Redesign Work? 

· So that organizations can challenge its employees and make better use of their human resources

1. It alters the basic relationship between people and their jobs

2. It directly changes behavior

3. It opens numerous opportunities for initiating other changes

4. If done correctly, it can ultimately result in organizations that rehumanize rather than dehumanize people at work

B) Job Characteristics Model – by Hackman and Oldman

· Has 4 parts: Changes in core job dimensions (1) alter critical psychological states (2), resulting in higher personal and work outcomes (3). The links between 1 & 2 and 2 &3 are moderated by an employee’s growth need strengths (4).
· Critical psychological states = meaningfulness, responsibility and knowledge of results
· Core job dimensions = Skill variety, task identity, task significance (lead to meaningfulness); Autonomy (leads to responsibility); and Feedback (leads to knowledge of results)
· Motivating potential score (MPS) represents the extent to which employees see their jobs as motivating.  MPS is calculated using a scale (1-7) by which employees rank different aspects of their core job dimensions on a questionnaire.

· Equation: MPS = ([Skill variety + Task identity + Task significance] / 3) * Autonomy * Feedback
C) Principles for Redesigning Work:

1. Form natural work units - assign workload based on pieces of work that logically fit together
2. Combine tasks

3. Establish client relationships

4. Vertical loading – see I-C above, 2nd bullet

5. Open feedback channels

D) The Social-Information-Processing Model
· Says employee’s perceptions of a job are influenced by objective characteristics, co-workers’ observations, and the employee’s own opinions.  The employee’s perceptions of job characteristics result in attitudes and behaviors.
III. Total Quality Control

Two methods of ensuring product quality:

1. Statistical quality control

· Is the application of quantitative techniques to measure and regulate standards of performance excellence
· Kaizen engineering is the process of making continual small improvements in both the product and production process
2. Quality circles (QC)
· Rationale: Floor workers know more about operations than managers do. 

· How it works: A small group of employees voluntarily get together to discuss problems that affect production and production quality, and come up with solutions.

· 4 objectives: Employee responsibility for improving quality; Employee awareness of production and production costs; enhance motivation; develop future management talent.

· 3 requirements for success: Workers must be trained in problem-solving techniques; workers must believe that suggested changes will not lead to their penalization; workers must believe that top management actively supports QC efforts.

· Example: Motorola Lightning, Inc (Oct 1991): 22 employees from engineering, marketing and manufacturing work together in one room on product design. Saved time and energy, and increased total product quality.

IV. 3 Approaches to Job Redesign

1. Technical Approaches: Using job technology and industrial engineering to modify how people perform their tasks and maximize production efficiency

· Ergonomics: 

· Redesigning machines people use, to create a healthy work environment and make employees physically comfortable, so that they are satisfied and productive.

· Examples: improving computer screen brightness and size, better chairs and desks

· Efficiency management programs

· Efforts to reduce waste and improve inefficient operations. Doesn’t change actual tasks people perform at work, but is important because it involves a different way of thinking about manufacturing. 

· Example: Boeing Aircraft’s waste and materials management program aims to cut waste by 80%. Employees rewarded for suggestions that lead to major improvements.

· Suggestion programs: 

· Employees are involved in efforts to improve productivity and increase product quality, which leads to improved profits and more secure jobs

· Japanese companies use this more than Americans, with great success and $$ saving.

· Robotics and expert systems

· Problem-solving by computer programs designed to imitate the behavior of human experts. Saves time and money.

· Example: Diamond-Star Motors’ technologically-advanced plant creates efficiently-produced quality cars.

· Computer-integrated manufacturing (CIM)

· Use of computer technology to automate and link all functions of a factory and corporate headquarters to turn out a nearly-perfect product at the lowest possible cost in the quickest possible time. As a result, the process is flexible and management can control every aspect of the design-manufacture-to market process.

· Example: Benetton adopts and combines the latest technological advances in production, telecommunications and distribution, eliminating filters between the factory and their customers, and create a new design in just hours.

2. Work-Scheduling Approaches: modifying work hours to meet employee needs
· Flex-time: Employees must work during certain “core hours” but select their own start and finish times. Makes it easier for employees with special needs (e.g., parents) to attend work on a regular basis.

· Compressed workweek: e.g., employees work 40 hours in 4 days instead of 5 days. Improves productivity and employee job attitudes. Especially useful in manufacturing.

· Job sharing: Multiple people jointly cover one job in a 40-hour week (e.g., part-time computer operators). Allows the company to tap previously unavailable labor markets.

· Job rotation: Rotate workers from one job to the next, to minimize job boredom. Should only be used as temporarily--does not solve the basic problem of unchallenging jobs.

· Telecommuting: Employees perform their work at home and use phone/fax/email to communicate with office. Offers many benefits to both employer and employee.

3. Sociotechnical Systems Approaches: designs jobs that are both productive and satisfying
· Autonomous work groups (aka, “self managing teams”):  
· Work is divided into large units and assigned to groups for assembly. Cohesive, committed work teams can successfully innovate and produce high-quality products. 

· Example: Volvo eliminated assembly line and divide facility into six facility plants, each of which has 8 self-managing teams. Increased product quality and employee morale because of improved job enrichment; decreased absenteeism and turnover.

V. Keys for Success with Job Redesign

Potential Problems with Job Redesign

· Individual differences among employees: some individuals respond more positively to enriched jobs than others.

· Technical constraints don’t allow for job enrichment or redesign

· High costs of work redesign

· Indifferent managers don’t fully commit and so jobs are not effectively changed

· Managers may feel threatened by the increased autonomy given to workers

Ways to Overcome Problems

· Diagnose the work system prior to changing it. Get the union involved in the diagnosis.

· Focus on the work itself, and prepare ahead of time for unexpected problems.

· Evaluate the redesign continuously.

· Design change processes that are appropriate to the specific objectives.

Summary of: Kitayama, S., & Burnstein, E. “Social influence, persuasion, and group decision making” Chapter from book, Optimizing Team Performance, 1993. – JEN M 
In this article, the authors discuss the influence and impact of groups.  Specifically, they focus on when (and why) we go along with our group, even when we really disagree.  They also analyze group situations in which we stand up for our opinions and beliefs, even though they conflict with those held by a majority of other members, resist influence from the group, assert our views and try to persuade others, in many cases, successfully influence the course of action the group eventually takes.

I. Majority Influence

a) Social Influence When Physical Reality is Ambiguous

· Social influence can be very strong when we don’t know what the “right” behavior is.  However, social influence can go much deeper, changing our private beliefs and even our perceptions.  In short, group norms can be internalized even when our own perception may tell us something completely different.

b) Social Influence When Physical Reality is Clear

· Individuals in a group have an appreciable tendency to conform with the majority, even though the position taken by the majority was patently incorrect.

c) Cognitive Conflict

· In a situation where individuals discover a unanimous yet seemingly incorrect majority, naïve subjects must ask themselves why everyone else in the group is making what appears to be a clearly incorrect choice.  It’s very difficult to discount completely the possibility that the majority position might actually be correct.  As a result, naïve subjects begin to question their own sensory experience and may turn to the majority for the “correct” judgment.

d) Informational and Normative Influence

· Individuals want to “be correct” and discover the correct solution to problems presented to them in a given situation.  If a unanimous majority endorses a certain position, it suggests to individuals that the position must be correct and they 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.

· Individuals also want “social approval” and feel well liked and approved of by others.  Individuals may adjust their opinions to those of others so that they can gain influence or avoid rejection.  When social influence stems from the need for social approval, it is said to be normative.

e) Critical Role of Perceptual Grouping

· A rather small majority has a much power over the individual as a quite large majority.

· Individuals are influenced more by two independent groups of two people than by one group of four people.  In short, it is easier to discount the opinions of others when we can perceive these individuals as belonging together, as being cliqueish or non-independent judges.

II. Minority Influence

a) Liberating Effect

· The influence of a majority can be greatly diminished if it is less than unanimous.  The presence of a small minority can greatly subvert the power of the majority.  The example of dissent frees members to express the correct opinion, as they would in the absence of an incorrect majority.  A minority breaks the unanimity of a majority and a minority can also provide social support for a naïve subject’s position.

b) Belief Conversion Effect

· Under certain conditions, a minority can influence majority members’ private beliefs even when the minority is publicly rejected or ignored.

· Minorities exert an important influence on majorities but only if they are consistent in their behavioral style.  If minorities are consistent, the inference is that minority members must be truly convinced their position is correct.  This will lead majority members to privately change their opinion.

c) Minority Influence vs. Majority Influence

· 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.

· Majority influence results mostly in public compliance without private acceptance.

· Minority influence, however, can lead to private acceptance in the absence of any noticeable influence in public.

d) The Active Minority and Social Change

· There is considerable evidence that minorities can influence majorities by inducing issue-relevant though congruent with the minority position.

· However, in real life, it is fairly rare that minorities have substantial impacts on majorities.  Even if majority members come up with relevant arguments in favor of the minority position, they must deal with another hurdle: pluralistic ignorance.  This phenomenon states that if everybody publicly maintains their old position, breaking the consensus can be quite difficult even when all of them have been privately converted to a minority position.

III. Group Discussion

a) Group-Induced Opinion Shift

· Individuals’ opinions become “riskier” after group discussion.  Discussion 

leads members to make more extreme decisions in the direction toward which they were initially inclined.

· Social comparison theory assumes that individuals shift their opinions so as to gain approval or accepted by other group members.

· Persuasive argument theory holds that group polarization is a necessary consequence of the argumentation that occurs in group discussion.

b) Groupthink

· A number of psychological factors can create a phenomenon called groupthink, which causes defective group decisions.  Groupthink occurs when members of a cohesive group have a strong desire to achieve and maintain consensus and unity.  The tendency toward concurrence seeking overrides the group’s realistic appraisals of their alternatives.

· One remedy for groupthink include bringing in outside experts who have no vested interest in the group to present a broad range of ideas and have members of the group debate alternative positions with the outsiders.  Another remedy is to have the leader establish a norm that encourages critical examination of all possible courses of action.  Third, the leader must remain impartial and avoid publicly stating his or her view during discussion.  Fourth leaders have to be clear that members have support and trust regardless of the position they take.  A final remedy is to form a subgroups that have no formal leader in order to discuss critical issues before they are raised formally in the larger group.

Summary of: “Managing your team.” Hill, L. Harvard Business School Publishing, 1994. - PALAK 

This article is basically about how managers can effectively build and maintain a well-functioning team. By “managing a team” the author means managing the group performance of one’s subordinates (especially one’s direct reports) as opposed to managing their individual performance. This is an especially pertinent skill to learn because in today’s competitive environment there has been a shift from dealing with problems on a 1-on-1 basis to solving problems collectively, hence the capacity to employ collaborative effort has become crucial. 

The article begins by describing what an effective team is. Basically there are 3 criteria in assessing overall team effectiveness:

1. Does the team’s output meet the standards of those who have to use it?

2. Does the team experience contribute to the personal well-being and development of the members?

3. Does the team experience enhance the capability of the members to work and learn together in the future?

The author then moves on to describe a framework for understanding what it takes to manage an effective team. There are two sets of responsibilities:

· Managing the Team’s Boundary. 

· Managers need to manage relationships with those who are outside their teams but inside their organizations

· Managers must make sure that their team can sufficiently leverage the resources that are available to them via the firm

· Managing the Team Itself:

· Designing the team:

· Set a clear and compelling agenda of what is expected of the team and how their efforts fit into the broader organizational mission

· What type of teamwork is needed:

· Three types of teams

1. Baseball – team has fixed positions and individual member can be clearly held accountable for their performance. 

2. Football – members have fixed positions, but the members play as a team and must follow a specific agenda together.

3. Tennis-Doubles – players have a primary rather than a fixed position. The team performs and individual members just contribute

· Team composition and structure

· Members who have complementary experiences, expertise and styles should be sought as homogeneity promotes trust and ease of communication. On the other hand, heterogeneous teams display more creativity and problem-solving prowess. So you must choose which structure best fits your goals for the team.

· Team organization, roles and responsibilities and coordination of activities must be decided upon.

· Facilitating team process

· How team gets its work done

· Shaping the team’s culture

· As norms are difficult to change once they are in place, managers should strive to encourage the development of productive team norms when they first take charge of their teams

· Teams that engage in self-monitoring and self-correction of their process and performance are more effective than those that do not

· Coaching the team

· Managers should provide timely and specific feedback to team members and hold members accountable for their behavior. 

· Team has to overcome 3 process hurdles:

1. exert sufficient effort to get the task accomplished

2. bring adequate levels of knowledge and skill

3. employ task performance strategies

· Goal should be to continuously improve the way the team functions

· Managing Paradox – there are five conflicting forces at the heart of team life. These paradoxes must be understood, accepted and balanced:

1. Embrace individual difference and collective identity and goals

2. Foster support and confrontation among team members

3. Focus on performance and learning and development

4. balance managerial authority and team member discretion and autonomy

5. Attend to the triangle of relationships

i. Managers have to concern themselves with 3 sets of relationships – their relationship to each of the team members as individuals, to the team as a whole, and the individuals’ relationship to the team as a whole:

Summary of: Katzenbach, J., & Smith, D. “Team basics: A working definition and discipline,” Chapter from their book The Wisdom of Teams, 1999. – JOE TREADWAY 

The word “team” conveys many different things to different people.  Accordingly, there are various views on the benefits and costs of teams.  Some consider them a powerful vehicle for performance, while others believe they waste time and squander resources.


Our fundamental premise is that teams and performance are inextricably linked.  We believe that the truly committed team is the most productive performance unit that management has at its disposal- provided that there are specific results for which the team is collectively responsible.


Within an organization, no single factor is more critical to the generation of effective teams than the clarity and consistency of the firm’s performance standards.

· A team is a small number of people with complementary skills who are committed to a common purpose, performance goals, and approach for which they hold themselves mutually accountable.  Large groups of people find it more difficult to interact constructively, find enough physical space, and find common meeting times.

· All teams we have encountered have between 2 and 25 people, majority less than 10.

· Teams must have the right mix of skills:

1. Technical or functional expertise- example: a team of doctors would not try a case in a court of law, but a mix of doctors and lawyers would in malpractice cases.

2. Problem solving and decision making skills- identify problems and opportunities, evaluate options going forward, make necessary decisions.

3. Interpersonal skills- effective communication and constructive conflict are vital to a team.  Risk taking, listening, helpful criticism, support, etc. are all necessary skills

Skills can be overemphasized in team selection.  It’s more important that the team can develop necessary skills over time.  A balance must be struck between selection and development of skills.

· A team must be committed to common performance goals.

1. A common, meaningful purpose sets the tone and aspiration.  Teams develop direction, momentum, and commitment by working to shape this purpose.  Direction from management gets the team started by broadly framing the performance requirements of the company, but a purpose is a joint creation that exists only because of the group’s efforts.

2. Specific performance goals are an integral part of the purpose.  Define a team work- product that is different from individual job objectives and organizational mission.  Specific goals help the group to maintain focus, have a leveling effect on behavior, and help members communicate clearly.  “Small wins” from meeting team goals are essential to build commitment.

3. The combination is essential to performance.  A team’s purpose and goals have a symbiotic relationship.  Each depends on the other to stay relevant and vital.

· Teams are committed to a common approach- how will they work together to achieve a purpose? Through mutual understanding of how to apply all its human resources to a common purpose a team can agree on how to reach its goal.

· Mutual Accountability- no group ever becomes a team unless it can hold itself accountable as a team.  Accountability is a litmus test of a team’s purpose and approach.

Six basic elements to consider when thinking about teams:

1. Is your team small enough?

2. Do you have adequate complementary skills and skill potential in all three categories (see above)?

3. Do you have a meaningful purpose that all group members aspire to?

4. Do you have a specific set of performance goals that all members have agreed to?

5. Is the working approach clearly understood by all?

6. Do you hold yourself individually and mutually accountable for the group’s results?

Summary of: “Managing Your Career.” Hill, L. Harvard Business School Publishing, 1994. – MIKE TIGER 
Managerial careers today are no longer straightforward or predictable.  Managers must adapt to changing demands by becoming self-directed learners who can reinvent themselves time and again.

How Managers Learn and Develop
· Task learning – Technical, Conceptual, Human arenas

· Personal learning – Adapt to psychological perspectives, attitudes, and values consistent with roles and responsibilities 

· Self-knowledge is a key characteristic of effective managers

· Priority must be placed on developing leadership talents as organizations become leaner and flatter

· 3 Critical Leadership Functions: 

· Establishing Direction – develop a vision of the future and related strategies

· Aligning People – Communicating direction and encouraging cooperation

· Motivating/Inspiring – Energize people to overcome barriers

· Managers should seek diverse experiences to enable them to grow from divergent challenges and situations, developing a broad repertoire of strengths – introspection and reflection on lessons and experiences is essential, preferably at times when they have developmental relationships with others (mentors and sponsors)

Choosing the Right Positions
· How good is the fit between who you are and the position (and organization)?

· How good is the fit between who you are and who you want to be (i.e. learning opportunities offered by the position)?

Special Dilemmas of Early Career
· Be aware of strengths, limitations, motives, and values to make the appropriate tradeoffs between fit and learning opportunities

· Experience will help show who you are and who you want to be, clarifying what is important to you

· Learn by reflecting on bad choices from jobs early in your career – introspection towards your motives can shed light on future career moves

Creating a Success Syndrome
· If you choose the appropriate position, you will be able to convert competencies into company- and job-specific expertise, allowing for you to develop relationships and make contributions to the organization performance

· People will seek you out more, you will gain a reputation, and a cycle of success which is self-reinforcing will enable you to flourish

Landing Stretch Assignments
· Stretch assignments are not a perfect fit, but ones in which individuals have significant learning opportunities, often to contribute to overall corporate performance

· These can create visibility within an organization allowing you to work on highly relevant assignments, enabling opportunities to have more flexibility within the organization

· The most effective and successful individuals pursue or create opportunities, often by taking risks – they do not wait for them to be offered to them

· Set goals and think strategically about your career within the organization, allowing for lateral as opposed to vertical moves when appropriate

Building a Network of Relationships
· Helps manage risks associated with creating opportunities within the organization

· Do not look only for a single “perfect” mentor – cultivate multiple and diverse developmental relationships

· Create a mutually advantageous web of influence

Developing Ethical Judgment
· As you acquire more power, be vigilant in not abusing it; while you may have more rights and privileges, you also have more duties and obligations

· Sound moral judgment – have a keen sense of all people or groups affected by the firms’ decisions and operations

· The higher up you go in an organization, the more perplexing the ethical challenge, due in part to complex interdependencies

Assessing Your Career

See a list of objectives and questions (page 238 of the Readings & Cases)

Summary of: Surowiecki, J. “Committees, Juries, and Teams: The Columbia Disaster and How Small Groups Can be Made to Work,” Chapter 9 from his book, The Wisdom of Crowds, 2004. (In-class Handout) - HOZEFA 
The article, written in the aftermath of the Space Shuttle Columbia’s explosion on reentry on February 1st, 2003, discusses of the pros and cons of small groups.  The Mission Management Team (MMT), a small team, was tasked to look at the potential problems that could result on reentry from a large debris strike on launch.  The article implicates the team’s faulty decision making as a major factor in the explosion, saying “the team had an opportunity to make different choices that could have dramatically improved the chances of the crew surviving.”

Small groups have an identity of their own and the influence of the actors on each other is palpable.  This has two consequences for small groups: (1) influence is more direct and immediate, leading to judgments that can be more volatile and extreme and (2) they can engender an atmosphere where everyone works harder, thinks smarter and they collectively reach better conclusions.

Committees are often viewed as small groups that are more akin to “obstacles, cluttering the way of people’s time who could be better spent alone” finding the “lonely insight” that may solve the problem.  Why? MMT, instead of beginning with evidence and working towards a conclusion, worked to justify the conclusion they had started with.  This presumption led to squelching of discussion or further evidence gathering.  This was an example of Confirmation Bias, which causes decision makers to unconsciously seek information that confirms their beliefs.

Juries take two approaches: (1) Evidence Based Juries don’t take a vote till they have discussed the case and (2) Verdict Based Juries take a straw poll and try to focus on quickly reaching a consensus.  MMT was a verdict based jury.  Furthermore they dismissed their ability to obtain evidence and had very little follow thru because they were already (1) convinced that did not need it and (2) because they believed there was little they could do anyway.

Small groups can dangerously emphasize consensus over dissent and can exacerbate our tendency to prefer the illusion of certainty to the reality of doubt.  MMT continually had these problems and in meetings showed an absence of debate and minority opinions.  Not one of them asked questions of the Debris Assessment Team (DAT) or seeing their work.

MMT’s decision making discussions were too structured (because Ham, the head of MMT, asked questions while the group answered) and not structured enough (no effort was made to involve everyone).  Group deliberations are more successful when they have clear agendas and leaders take an active role in involving everyone.  They also started with a conclusion, so all new information was either used as confirmatory information or was rebutted.  When conversations are free and unstructured, they tend to revolve around the information everyone already knows.  Even when new information is introduced, it is modified to fit the established picture or fit old statements (regardless of the fact that unusual info is usually the most informative).  MMT also suffered from a lack of cognitive diversity, which is important because it is a guarantee that the group will reap the benefits of discussion as the minority viewpoint will make the decision more nuanced and the process more rigorous.  Confrontation is useful in that it makes everyone reflect harder and makes a group wiser.  

Group Polarization is inherent and a product of group decision making where deliberation instead of moderating, radicalizes people’s points of view.  Discussion tends to move the group and the individuals towards more extreme views.  Social Comparison happens where people are constantly comparing themselves to other people with the point of maintaining their relative position.  This is a problem where the majority believes one thing and most of the arguments will support that opinion, uncertain people will be swayed particularly by people with extreme positions (who generally have cogent strong arguments and vocally voice them first (remember that arguments voiced first are generally more influential)).  Status also affects speaking patterns allowing them to sway opinion also.  In a small group a strong advocate that is chosen because of status or talkativeness (there is no correlation b/w talkativeness and expertise) instead of perceptiveness and insight can lead bad decision making.  Studies have found that as groups become less polarized, they become more accurate about facts and make better decisions and better answers.

Groups can make intelligent decisions quickly, doing better than their smartest members - because deliberation, if done well, can be valuable.  They should also be able to make decisions, as opposed to disseminate advice.  MMT never actually made a decision - nor were their opinions or analysis aggregated and insightfully conveyed.
Summary of: “Making rational decisions in negotiations.” Bazerman, M. From Chapter 8 of his book, Judgment in Managerial Decision Making, 2002.  (In-class Handout) - EMILY 
A framework for thinking about two-party negotiations through a decision-analytic approach: Rather than thinking of negotiations as game theory, where everyone is rational and smart, think of them as a series of decisions by the parties involved

· To succeed, ensure that you have three sets of information (explanation of why they are critical are below each):

1. Each party’s alternative to negotiated agreement (BATNA)

· This is critical in assessing whether to accept or reject the other party’s final offer; without knowing this, your emotions can get in the way

2. Each party’s set of interests

· Each party will tell you their position, but this is just the claimed requirements that they are demanding

· Interests are what lie beneath the position and can allow for negotiations to get to a productive place (example used in paper: if a firm wants to buy all of a particular ingredient from one producer to make a new healthcare product, but the producer wants to retain rights to sell to others, you might dig deeper and find out that the producer just wants to sell 100 lbs/year to some cousin, and you can include that in the agreement but not have a broader allowance) 

3. Relative importance of each party’s interests

· Determine most important issues to know what to give on and how to make tradeoffs

· Claiming value in negotiation

· Use the “bargaining zone” concept, which states that each party has a “reservation point” below (or above) which the negotiator would prefer impasse to settlement (example from paper: you ask for a salary of $100K but will settle for $93K; your future employer suggests $90K but will settle up to $97K. $93K - $97K is your “bargaining zone” and that it overlaps makes it a “positive bargaining zone”)

· A key skill, then, is figuring out the other party’s reservation point and aiming for a resolution that is barely acceptable to the other party

· Creating value in negotiation

· When the reservation points do not seem to overlap, you need to find other things to include in the negotiation (example from paper: Camp David negotiations where Israel and Egypt each wanted total control of the Sinai and Israel ultimately agreed to giving back the Sinai for assurances of a demilitarized zone and new Israeli air bases)

· This is an example of realizing others’ interests and not just positions

· Extended example: El-Tek

· This is a long example that illustrates points. The summary of the example is that the company is an electrical industry conglomerate. The Audio Division (AD) developed a new magnetic material but doesn’t have a great use for it. The Magnetic Division (MD) does, so they negotiate over how to best transfer it. The rest below is about the lessons from the negotiation.

· Entering into a negotiation with a target outcome is good, but reservation prices (theirs and the other negotiators’) are more important (this is CLAIMING VALUE)

· By identifying and adding additional issues, the parties have the potential to create value and increase the “size of the pie.” In this situation, AD introduces a prohibition against MD selling to competitors for a certain amount of time (this is CREATING VALUE)

· An agreement is defined as “Pareto efficient” when there is no other agreement that would render both parties better off or one party better off while keeping the second party at the same level

· Creating value through bets: often negotiators spend time arguing about conflicting predictions about future outcomes

· So, create an agreement that allows parties to bet on their predictions (example from paper: if MD thinks it will do very well with the product, they can agree to be restricted but take 80% of profits in excess of $9M; AD doesn’t think they will so will take 50/50 on the first $9M and the restrictions)

· Similar: create a contingency like paying more after a certain threshold (e.g. buying a sitcom and paying more if advertising revenue goes over a certain point)

· Key things to know about how bets help:

· Bets build on differences to create joint value

· Bets help manage biases

· Bets diagnose disingenuous parties (ones who are exaggerating something)

· Bets establish incentives for contractual performance

· Using risk, temporal and other differences can also create value

· E.g. AD can take more $ up front and give MD the up side

· E.g. Take payoffs on different time tables (AD gets 25% of first-year profits and 80% of second year; MD vice versa)

· Gathering information to create value in negotiation. How to:

· Share information about preferences to build trust

· Ask lots of questions and listen

· Make multiple offers at once and ask for their favorite to gain information

· Search for post-settlement settlements (once you have an acceptable agreement, ask a third party to find a Pareto-superior agreement)

Summary of: Al Kelly Guest Speaker Appearance – CABE F
Becoming a Leader:

· Comfort with self: what are you good or bad at – what can you hand off that maximizes others and completes the team?

· Character: moral excellence.  Have an air of being trustworthy.

· Confidence: an air of not being afraid.  (But don’t be fearless or stupid.)  Make people feel confident in a tough time.

· Composure: Stable, steady, viewed as approachable.  Ability to calm others. Predictability.

· Courage: This is what leaders really get paid for.  Ability to make tough, unpopular decisions.

Being a Leader:

· Caring: if you think of people just as employees, you’ll fail as a leader.  Earn their respect.

· Communications: be effective at all times in all forums.

· Coaching: be honest with people about what they need to work on.  Help them learn the unwritten rules.

· Curiosity: Ask why.  Asking good questions is a better leadership trait than answering them.  Al’s favorite question, when he has been presented with a ratio or percentage: “What’s the numerator and the denominator?”

· Conviction: Passion, commitment, energy, real beliefs.  Be your team’s number one cheerleader – show fire in the belly.  Anything less than #1 is visible and negative.  BUT it’s ok to change a decision based on new facts – you just have to explain why you changed.
Outcomes of leadership: 

· Earn Followership.  People want to be on your team; want to help you.  They will bring you to the mountain than then go up it with you.  Make them want to be on your team again next time.

· Deliver Results.  Get more from your team – they will focus on solving business problems rather than on office politics and figuring you out.

Decisionmaking – make the right amount of decisions.  Don’t overlead or underlead.  

· Is it your decision to make? Push back if people aren’t making their own decisions.

· Learn to ask good questions.  Simple and early is good.

· Think deliberately, act quickly.  Walk around and look at the green, but when you get over the ball, hit it.
· Determine what is required to make a decision.  Apply the 98% rule – the last 2% of information will be almost impossible to get.  So: learn to decide with 50%+ of the information.

Networking is binary.  It either helped you or it hurt you.  Go in with a thoughtful question about your career.  Don’t force it.  Make a connection.

Study leaders.  In every meeting you’re in, study the way the person runs it, what’s effective, what’s not.

Don’t underestimate the notion of teamwork.  The higher you get, the more your colleagues determine your career.

Any strength on steroids becomes a weakness.

Summary of: Pete Slosberg Guest Speaker Appearance – ANDY

Background:

Columbia Undergrad 1972, Engineering; CBS Alum, Finance 1974

· Xerox (Rochester, New York).  He worked three years in manufacturing followed by stint in Corporate Strategic Planning.

· Transferred to California. Worked for telecom company in Pasadena.  Worked in finance and marketing as a product manager.  Headed up strategic business development group.

· IBM

· Convinced to leave company by friend.  Took sabbatical at company to talk about ideas.  Met at restaurant.  Founded the company in 1986.  Has not worked a day in his life since.

Pete’s Wicked Ale

Used to hate alcohol, but his wife got him into it.  Served alcohol cold because he did not want to taste it.  He met someone who made wine and made a decision that he wanted to make wine at his home in the future.  Once in San Francisco he made efforts to create wine, but did not want to wait the ~10 years (start to finish).  He alternatively tried brewing beer, microbrews.  The turnaround time on beer is only ~1 month.  His love of Microbrews came from the taste of Malt, which he had loved as a kid in candy.

Big companies chose not to use the barley malt as it was more expensive and added too much flavor to beers for the masses.  This left an opportunity for him to take advantage of.  Beer business was a $50 billion a year business, had zero growth, but the Microbrew business had the opportunity to take a slice of this.  At this time there were only 10 primary Microbrewers.  Microbrew market today is $5 billion market.

Took $15,000 to launch beer into stores -- this gave them feedback enough to move ahead.  They needed a name and loved the word “Wicked”.  They got this from a radio comedy show in San Francisco where Bobcat Goldthwait continually used the word “wicked” in his routine.  They loved it and wanted to incorporate it into the name.  Final bottle:  White Dog, Purple Label, Brown Bottle.  Company went public in 1995.  Thought this was a mistake.

Primary Goals:

· Do something world class

· Start on ground floor and work their way up.  Choose the right industry.

· Enjoy the process

Gut feelings about business 

· Name to attract attention

· Liked the model of Ben & Jerry’s.  Wanted to take advantage of the “people” component.  Wanted to personalize it.

· Wanted to test it on low budget.

General Rules: 

· Outsource everything you can.  Consulting, manufacturing, advertising, etc.  They were not specialist in anything and wanted to do it right.

· Solve problems as quick as possible

· Spend every nickel possible to grow business.  Building a brand will give you options over time if you choose to want liquidity.

· Expand within your means.  Only add new geography when you can afford to put people on the ground.

· Have a catchy name, marketing effort.

· Start small, go from there.

· Know your strengths and weaknesses.  The founders hired a headhunter to find an industry professional to run day-to-day operations of company.  

· Do things differently.  Unique name, label, etc.  Early president came up with 22oz. bottle.  This allowed for customers to try product without having to purchase six-pack.

· Education to everyone in the chain in essential.

· Be careful who you hire.  PWA has had success with two presidents, but an extremely bad experience with one leader who went off the deep end and really caused significant problems for the company.

· Be extremely careful of competition.  Big guys were not going to enter his market, but they did come after PWA in underhanded ways.  1) they introduced Spuds Mackenzie and filed a lawsuit against PWA.  Took tow years and significant legal expenses.  2)  PWA started an ad campaign in 1994.  Big guys went after the same advertising agency and made them an offer to drop Pete’s as a client. 3)  Missouri legislature passed law to change labels in that state.  This causes significant conflict for smaller companies.

How do we know if we are famous?

· If I can pay for kid’s college education.

· If I drive my car somewhere and see a PWA bottle cap in the dirt.

· If we can get our beer on tap at a Grateful Dead concert.

Drank beer from a straw during presentation – why?

· Wants to get attention of students.

· Get drunker faster by drinking through a straw.  Not true.

· Straws were invented to drink beer.  True  

Going Public?

· Did this to satisfy investor liquidation needs

· Created strains internally amongst management.

· Ex-CEO did some “not so ethical” things in order to satisfy public investors.

· Board members created conflict and focused on things that should have not been the focus of business.  Be careful who you bring on board.

· Sold company in 1998.  Spent two years in lock-up with acquiring business.   Has been free since.  

Cocoa Pete’s Chocolate Ventures

What’s next?

· Pete spent significant time in Belgium since leaving PWA and took note of all the chocolate shops in Europe.  Thought there was significant opportunity to developed chocolate business in the US. 

· Similar dynamics existed in the US chocolate industry as existed in the micro-brewing business in the 1980’s.

· Small pockets of chocolate makers were beginning to pop up.

· $15 billion a year chocolate business in US, controlled by top three.

· Founded company in 1992, are now chasing this market today.
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