Part 3   Team Processes


Chapter 10   Decision Making and Creativity


10
Decision Making and
creativity
Learning Objectives

After reading this chapter, students should be able to:

Diagram the rational model of decision making.

Explain why people have difficulty identifying problems and opportunities.

Contrast the rational model with how people actually evaluate and choose alternatives.

Explain how emotions and intuition influence our selection of alternatives.

Outline the causes of escalation of commitment to a poor decision.

Describe four benefits of employee involvement in decision making.

Identify four contingencies that affect the optimal level of employee involvement.

Outline the four steps in the creative process

Describe the characteristics of employees and the workplace that support creativity.

Identify five problems facing teams when making decisions.

Describe the five structures for team decision making.

Explain why brainstorming may be more effective than scholars believed until recently.
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Chapter Glossary

bounded rationality Processing limited and imperfect information and satisficing rather than maximizing when choosing among alternatives. 

brainstorming A freewheeling, face to- face meeting where team members generate as many ideas as possible, piggyback on the ideas of others, and avoid evaluating anyone’s ideas during the idea-generation stage. 

codetermination A form of employee involvement required by some governments that typically operates at the work site as works councils and at the corporate level as supervisory boards. 

constructive conflict Any situation where people debate their differing opinions about an issue in a way that keeps the conflict focused on the task rather than people. 

creativity The capacity to develop an original product, service, or idea that makes a socially recognized contribution. 

decision making A conscious process of making choices among one or more alternatives with the intention of moving toward some desired state of affairs. 

Delphi technique A structured team decision-making process of systematically pooling the collective knowledge of experts on a particular subject to make decisions, predict the future, or identify opposing views. 

divergent thinking Involves reframing a problem in a unique way and generating different approaches to the issue. 

electronic brainstorming Using special computer software participants share ideas while minimizing the team dynamics problems inherent in traditional brainstorming sessions. 

employee involvement The degree to which employees share how their work is organized and carried out. 

escalation of commitment The tendency to repeat an apparently bad decision or allocate more resources to a failing course of action. 

evaluation apprehension When individuals are reluctant to mention ideas that seem silly because they believe (often correctly) that other team members are silently evaluating them. 

group polarization The tendency of teams to make more extreme decisions than individuals working alone. 

groupthink The tendency of highly cohesive groups to value consensus at the price of decision quality. 

implicit favourite The decision maker’s preferred alternative against which all other choices are judged. 

intuition The ability to know when a problem or opportunity exists and select the best course of action without conscious reasoning. 

nominal group technique A structured team decision-making process whereby team members independently write down ideas, describe and clarify them to the group, and then independently rank or vote on them. 

nonprogrammed decision The process applied to unique, complex, or ill-defined situations whereby decision makers follow the full decision-making process, including a careful search for and/or development of unique solutions. 

postdecisional justification Justifying choices by unconsciously inflating the quality of the selected option and deflating the quality of the discarded options. 

production blocking A time constraint in team decision making due to the procedural requirement that only one person may speak at a time. 

programmed decision The process whereby decision makers follow standard operating procedures to select the preferred solution without the need to identify or evaluate alternative choices. 

satisficing Selecting a solution that is satisfactory, or “good enough” rather than optimal or “the best.” 

scenario planning A systematic process of thinking about alternative futures, and what the organization should do to anticipate and react to those environments. 
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Chapter Synopsis

Decision making is a conscious process of making choices among one or more alternatives with the intention of moving toward some desired state of affairs. The rational decision making model includes identifying problems and opportunities, choosing the best decision style, developing alternative solutions, choosing the best solution, implementing the selected alternative, and evaluating decision outcomes.

Emotions, perceptual biases, and poor diagnostic skills affect our ability to identify problems and opportunities. We can minimize these challenges by being aware of the human limitations and discussing the situation with colleagues. Evaluating and choosing alternatives is often challenging because organizational goals are ambiguous or in conflict, human information processing is incomplete and subjective, and people tend to satisfice rather than maximize. Emotions shape our preferences for alternatives, and general moods support or hinder our careful evaluation of alternatives. Most people also rely on intuition to help them evaluate and choose alternatives. 

Solutions can be chosen more effectively by systematically identifying and weighting the factors used to evaluate alternatives, cautiously using intuition where we possess enough tacit knowledge on the issue, and considering whether our emotions make sense in the situation. Scenario planning can help to make future decisions without the pressure and emotions that occur during real emergencies.

Postdecisional justification and escalation of commitment make it difficult to accurately evaluate decision outcomes. Escalation is mainly caused by self-justification, the gambler’s fallacy, perceptual blinders, and closing costs. These problems are minimized by separating decision choosers from decision evaluators, establishing a preset level at which the decision is abandoned or re-evaluated, relying on more systematic and clear feedback about the project’s success, and involving several people in decision making.

Employee involvement (or participation) refers to the degree that employees influence how their work is organised and carried out. The level of participation may range from an employee providing specific information to management without knowing the problem or issue, to complete involvement in all phases of the decision process. Employee involvement may lead to higher decision quality and commitment, but several contingencies need to be considered, including the decision structure, source of decision knowledge, decision commitment, and risk of conflict.

Creativity refers to developing an original product, service, or idea that makes a socially recognized contribution. The four creativity stages are preparation, incubation, insight, and verification. Incubation assists divergent thinking, which involves reframing the problem in a unique way and generating different approaches to the issue. 

Four of the main features of creative people are intelligence, subject-matter knowledge and experience, persistence, and inventive thinking style. Creativity is also strengthened for everyone when the work environment supports a learning orientation, the job has high intrinsic motivation, the organization provides a reasonable level of job security, and project leaders provide appropriate goals, time pressure, and resources. Three types of activities that encourage creativity are redefining the problem, associative play, and cross-pollination.

Team decisions are impeded by time constraints, evaluation apprehension, conformity to peer pressure, groupthink, and group polarization. Production blocking – where only one person typically speaks at a time – is a form of time constraint on teams.  Evaluation apprehension occurs when employees believe that others are silently evaluating them, so they avoid stating seemingly silly ideas. Conformity keeps team members aligned with team goals, but it also tends to suppress dissenting opinions. Groupthink is the tendency of highly cohesive groups to value consensus at the price of decision quality.  Group polarization refers to the tendency of teams to make more extreme decisions than individuals working alone. 

Three rules to minimize team decision-making problems are to ensure that the team leader does not dominate, maintain an optimal team size, and ensure that team norms support critical thinking. Five team structures that potentially improve creativity and team decision making are constructive conflict, brainstorming, electronic brainstorming, Delphi technique, and nominal group technique. Constructive conflict occurs when team members debate their different perceptions about an issue in a way that keeps the conflict focused on the task rather than people. Brainstorming requires team members to speak freely, avoid criticism, provide as many ideas as possible, and build on the ideas of others. Electronic brainstorming uses computer software to share ideas while minimizing team dynamics problems. Delphi technique systematically pools the collective knowledge of experts on a particular subject without face-to-face meetings. In nominal group technique, participants write down ideas alone, describe these ideas in a group, then silently vote on these ideas.
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PowerPoint® Slides

Canadian Organizational Behaviour includes a complete set of Microsoft PowerPoint® files for each chapter. (Please contact your McGraw-Hill Ryerson representative to find out how instructors can receive these files.) In the lecture outline that follows, a thumbnail illustration of each PowerPoint slide for this chapter is placed beside the corresponding lecture material. The slide number helps you to see your location in the slide show sequence and to skip slides that you don’t want to show to the class. (To jump ahead or back to a particular slide, just type the slide number and hit the Enter or Return key.) The transparency masters for this chapter are very similar to the PowerPoint files.
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	[image: image5.wmf]
Decision Making
and Creativity

Slide 1

[image: image6.wmf]
Creativity and Decision Making at G.A.P

Slide 2

[image: image7.wmf]
Decision Making Defined

Slide 3


	Decision Making and creativity

Creativity and Decision Making at G.A.P Adventures

•
Creativity and astute decision making have turned a “crazy” idea into G.A.P Adventures which employs 85 staff and offers 800 different itineraries for adventure travel in more than 100 countries

 Decision making defined

•
Conscious process of making choices among one or more alternatives with the intention of moving toward some desired state of affairs

•
Problem -- a deviation between the current and desired situation

•
Opportunity -- deviation between current expectations and a potentially better situation that is neither planned nor expected
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	rational Model of Decision Making  

1. Identify Problems and Opportunities

•
Possibly most important part of decision making

•
Symptoms -- indicators and outcomes of fundamental root causes 

2. Choose the Best Decision Style

•
How to approach the problem/opportunity

•
Programmed decision process

-- follows standard operating procedures i.e. optimal solution has already been identified and documented 

-- best for routine problems with clear goals

•
Non-programmed decision process

--
careful search for alternatives -- develop solutions

3. Develop Alternative Solutions

•
Usually search first for existing solutions

•
Custom-made solutions created if existing ones unacceptable

4. Choose the Best Solution

•
Rational process -- identify all factors, assign weights to reflect importance, rate alternatives on factors, etc. 

5. Implement the Selected Alternative

•
Those implementing must have motivation, ability, role clarity 

6. Evaluate Decision Outcomes

•
Evaluate “what is” and “ought to be” gap

•
Ideally, relies on systematic benchmarks 

Problems with the Rational Decision Making Model

· Logical, but rarely practiced

· Assumes people are efficient and logical

· Ignores the influence of emotions
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	Identifying Problems And Opportunities

Problem identification process

•
Problems and opportunities are not announced or pre-defined 

--
need to interpret ambiguous information

•
Involves both rational and emotional brain centres 

--
probably need to pay attention to both in problem identification

Famous missed opportunities 

•
A Knight’s Tale was a box office success, yet most Hollywood studios rejected Brian Helgeland’s proposal.  They failed to see the appeal of a film about a lowly squire in 14th century England who aspires to be a knight, set to 1970s rock music and reflecting contemporary themes of youth, freedom, and equality.

Challenges to problem identification

1. Perceptual Biases 

•
Imperfect perceptions

•
Selective attention mechanisms – screen out relevant info.

•
Others influence our perceptions of problems and opportunities

•
Mental models -- assumptions blind us to new opportunities

2. Poor Diagnostic Skills

•
Tend to define problems in terms of solutions because:

--
reduces uncertainty, a bias for action

--
reinforced by past actions that worked well
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	Identifying Problems More Effectively

1.
Awareness of perceptual and diagnostic limitations

2.
Recognizing how mental models restrict understanding

3.
Consider other perspectives of reality

4.
Discuss the situation with colleagues to hear how others perceive and diagnose information
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	Evaluating and Choosing Solutions

Bounded rationality:  People process limited and imperfect information and rarely select the best choice

Goals

•
Rational view 

--
goals are clear, compatible with each other, agreed upon by decision makers

•
OB view

--
goals ambiguous, conflicting, not agreed upon

Information processing

•
Rational view

--
people can process all information about all alternatives and their outcomes

•
OB view

--
people have limited information processing capacity

--
limited search for alternatives and their outcomes

--
tend to evaluate a limited number of alternatives

Evaluation timing

•
Rational view

--
all alternatives and their outcomes evaluated simultaneously

•
OB view

--
sequential evaluation of alternatives 

Evaluation standards

•
Rational view

--
alternatives evaluated against absolute standards (objective criteria)

•
OB view

--
alternatives evaluated against implicit favourite

--
 distort information and decision criteria to support implicit favourite


	
	Information quality

•
Rational view

--
people rely on factual information (objective, accurate, etc.)

•
OB view

--
people rely on perceptually distorted information

Decision objectives

•
Rational view

--
maximization: people try to select the best alternative

•
OB view

--
satisficing: people try to select a “good enough” alternative

-- satisficing consistent with sequential evaluation

Emotions and making choices

· Emotional markers attract us to some alternatives and repel us from others 

· Emotions and moods assist and hinder decision making
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	Intuition

· Ability to know when a problem or opportunity exists and select the best course of action without conscious reasoning

· Conduit through which people use their tacit knowledge

· Need to be careful that our “gut feelings” are not merely perceptual distortions and false assumptions

Analyze information – then use intuition to complete process
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	Choosing Solutions More Effectively

1.
Systematically identify and weight the factors used to evaluate alternatives

--
minimizes implicit favourite and satisficing 

2. Balance emotional and rational influences

--  awareness that decisions are influenced by both

3.
Scenario planning 

--
disciplined method for imagining possible futures

--
choosing the best alternatives under possible scenarios long before they occur 
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	Evaluating Decision Outcomes

Decision makers are not fully honest when evaluating the effectiveness of their decisions

Post decisional justification

•
Tendency to inflate quality of the selected option; forget or downplay rejected alternatives

•
Results from need to maintain a positive self-identity 

•
Initially produces excessively optimistic evaluation of decision

Escalation of commitment 

•
Escalation of commitment occurred when the British government continued funding the Concorde supersonic jet long after it’s lack of commercial viability was apparent. Some scholars refer to escalation of commitment as the “Concorde fallacy.”

•
Escalation of commitment defined: Tendency to repeat an apparently bad decision or allocate more resources to a failing course of action

Causes of escalating commitment 

1.
Self-justification 

-- persistence shows confidence in their decisions

-- saving face and engage in impression management

2.
Gambler’s fallacy

--
underestimating the risk and overestimating their probability of success

3.
Perceptual blinders -- perceptual defense screening out or explain away negative information 

4.
Closing costs -- high/unknown costs of ending project

Evaluating outcomes more effectively

1.
Separate decision choosers from decision evaluators

2.
Stop loss -- preset level at which the decision is abandoned or reevaluated -- problem is that outcomes are too complex for stop-loss to work

3.
Involve several people in the decision – may notice problems sooner
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	Employee Involvement Defined

The degree that employees share information, knowledge, rewards, and power throughout the organization

•
Recognizes that top-down decision making is not sufficiently responsive to a dynamic environment

•
Employees actively involved in decisions – or take over responsibility for decisions completely

•
Degree to which employees influence how their work is organized and carried out 



	[image: image20.wmf]
Levels of Employee Involvement

Slide 16


	Levels of Employee Involvement 

Higher involvement – more control over decision processes and outcomes

Low -- selective consultation – employee gives information, but may not know the problem e.g. supervisor asks employee for information

Moderate -- full consultation -- problem described, recommendations provided

High involvement-- employees have complete decision making power, from problem identification to solution implementation

Co-determination – a form of employee involvement required by some governments that typically operates at the work site as work councils and at the corporate level as supervisory boards
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	Employee Involvement Model/Outcomes

1. Better problem identification

•
Recognizing problems more quickly and defining them more accurately

2. More/better solutions generated

•
Team members create synergy by pooling their knowledge to form new alternatives

3. More likely to identify the best alternative

•
Decision is reviewed by people with diverse perspectives and a broader representation of values

4. Higher decision commitment 

•
Involvement increases sense of personal responsibility for decision’s success

•
Increases perceptions of fairness 
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	Contingencies of Employee Involvement

Appropriateness and effectiveness of employee involvement depends on the situation.  Main contingencies in choosing the optimal level of involvement: 

1.
Decision structure
--
Involvement better when problem is new and complex

--
Programmed decisions need less involvement

2.
Source of decision knowledge
--
Involve employees when leader lacks knowledge and employees have information

--
Employees likely to have relevant information for complex decisions

3.  Decision commitment

--  Involve employees when they are unlikely to accept a decision made without their involvement

4.  Risk of conflict

-- Only low level of involvement possible if employee norms conflict with firm’s goals

-- High involvement ineffective if employees cannot agree of solution
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	creativity

Creativity defined – developing an original product, service, or idea that makes a socially recognized contribution

•
Creativity identifies problems, alternatives, solutions

•
Part of all decisions, not something separate

CREATIVE PROCESS MODEL

1. Preparation

· Acquiring knowledge/skills regarding the problem or opportunity

· Developing a clear understanding of what you are trying to achieve and studying information related to the topic
2. Incubation

•
Time of reflective thought

•
Putting the problem aside by maintaining low-level awareness of it – working on something different 

•
Assists divergent thinking

--
reframing the problem in a unique way and generating different approaches to the issues

--
contrasts with convergent thinking – calculating the conventional “right answer” to a logical problem

3. Insight

•
Fleeting awareness of unique idea

•
Can be lost quickly if not documented

4. Verification

•
Evaluate and experiment with the idea
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	Characteristics of Creative people

Creativity is a function of both the person and being in an environment that encourages creative ideas

Creativity at Research in Motion

•
Mike Lazaridis faced plenty of industry doubters when he first proposed the idea of a handheld wireless communication device a decade ago.  Through his persistence, his company, Research in Motion, has become a leader in wireless communication.

Intelligence

· Above average intelligence to synthesize information (ability to connect small bits of information), analyze and apply ideas

Persistence

· Drive to continue developing and testing after others give up

· High need for achievement and sufficient self-confidence

Relevant knowledge and experience

· Good knowledge and experience with the subject

· Some suggest creativity highest after several years of experience (e.g., Beatles song writing)

· But longer experience increases reliance on mental models

-- may be better to have people from other industries

Inventive thinking 

· Easily engage in divergent thinking

· Risk-takers

· Are less rule-bound

· Low concern for social approval

· High tolerance for ambiguity
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	CREATIVE WORK ENVIRONMENTS

Learning orientation

· Encourage experimentation
· Recognize the value of making reasonable mistakes

Intrinsically motivating work

· Creativity higher when job has:

-- high task significance -- sense of importance

-- autonomy – freedom to pursue novel ideas

-- feedback – from the job and other sources

· Need to ensure jobs are challenging and aligned with the employee’s competencies

Open communication and sufficient resources

· Provide a reasonable level of job security

-- people are risk-averse during downsizing/restructuring

· Avoid extreme time pressures and unrealistic goals

· Project leaders have a balancing act:

-- provide support and encouragement, but also enough pressure for employees to complete their work

· Team members and co-workers:

-- trust each other; communicate well; and have commitment to the project

-- creativity is undermined when team members criticize new ideas, are competitive and use political tactics
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	activities that encourage creativity

Redefine the problem

· Look at abandoned projects—might be seen in new ways

· Ask people unfamiliar with issue to explore the problem

Associative play

· Playful activities assist divergent thinking

· Telling impromptu story with objects provided

· Art activities

· Morphological analysis – systematically thinking about all possible combinations of elements in a product/service

Cross Pollination

· Diverse teams – rotate people through different projects

· Formal information sessions

· Internal tradeshows
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	Constraints on team decision making and creativity

Creativity usually involves working in teams, but need to be aware of problems with team decision making

Time Constraints

· Teams take longer to make decision

· Requires time to organize, coordinate and socialize

· Imperfect communication process

· Production blocking

-- Only one person typically speaks at a time

-- Participants forget potentially creative ideas; ignore other ideas while rehearsing lines

Evaluation Apprehension

· Belief that other team members are silently evaluating you

· Reduces willingness to present ideas that seem silly

· Most common when higher status person attends meeting, or members formally evaluate each other

· Weakens creativity

Conformity to Peer Pressure

· Team members suppress opinions that oppose team norms

· Members might punish those who violate the norm

· We question our ideas when team members disagree

Groupthink

· Tendency in highly cohesive groups to value consensus at the price of decision quality

· Social pressure to maintain harmony by avoiding conflict and disagreement

-- helps groups cope with stress of crucial decisions

-- members motivated to remain in group




	
	· Conditions for Groupthink:

-- team is highly cohesive, isolated from outsiders, faces external threat, has recent decision failures, lacks clear guidance; team leader is opinionated (vs. impartial) 

· Groupthink symptoms:

-- teams overestimate their invulnerability and morality

-- teams become closed-minded to outside and dissenting information

-- teams experience several pressures toward consensus
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	Group Polarization

· Tendency for teams to make more extreme decisions than individuals alone

1.
Individuals initially have various degrees of support or opposition

2.
Members become comfortable with extreme positions

a. social support for their position

b. persuasive arguments by others

c. shifting responsibility from individuals to team

3.
Average member shifts to a more extreme choice

Individuals usually lean toward risky options because of gambler’s fallacy – believe luck is on their side
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	team structures for creativity and decision making

General guidelines

1. Ensure neither leader nor any member dominates

2. Maintain optimal size – large enough to have necessary knowledge, but small enough that the team doesn’t consume too much time or restrict individual input

3. Team norms – encourage critical thinking, not following group’s implicit preferences

4. Introduce more effective team structures
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	Team structures for creativity and decisions

CONSTRUCTIVE CONFLICT

Team members debate their different perceptions in a way that keeps the conflict focused on the task rather than people

· Constructive – minimizes socioemotional conflict while discussing differences

Generating constructive conflict

1. Heterogeneous decision making groups

2. Team meets often to face contentious issues

3.  Members take on different discussion roles – action-oriented; review details etc.
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	Brainstorming

Generate creative ideas – need to abide by four rules:

1. Speak freely – welcome wild and crazy ideas

2. No criticism

3. Provide as many ideas as possible – quantity breeds quality

4. Build on the ideas of others – “piggyback”

Effectiveness of brainstorming:

· Rules reduces some but not all, evaluation apprehension

· Production blocking and related time constraints limit the number of ideas generated

· Direct interaction increases decision acceptance and team cohesiveness

· Rules increase task focus

· Non-verbal communication may spread enthusiasm

•
Team members share feelings of optimism that may encourage creativity

Electronic Brainstorming

· Using special computer software, participants share ideas

· A facilitator posts a question and participants enter their ideas anonymously and randomly

· Face-to-face discussion usually follows
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	Benefits of Electronic Brainstorming

· Significantly reduces production blocking

· Supports creative synergy – retrieve others’ ideas

· Minimizes evaluation apprehension – anonymous ideas

· More satisfied, motivated, and confident in process

Problems with Electronic Brainstorming

· Too structured and technology-bound for some executives

· People threatened by candid statements and inability to control discussion

· Does not work for all types of decisions e.g. may be less effective than face-to-face in some situations

Delphi Technique

· Pools the collective knowledge of experts

· Make decision, predict future, identify opposing views (dissensus)

· Group does not meet face-to-face – often don’t know each other’s identity

· Group members submit solutions to a central convener; compiled results returned for second round of comments – process is repeated until consensus (or dissensus) emerges
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(Note: This PowerPoint file also includes solutions to Activity 10.5 on creativity brainbusters)
	Nominal Group Technique

· Face-to-face without full interaction

-- team is “nominal”  -- a team in name only

· Steps:

1. Problem is identified

2. Individuals silently write down solutions

3. Group presents ideas -- no debate, just clarification

4. Individuals rank order/vote -- not consensus

· Effectiveness of Nominal Group Technique

-- More and better ideas than interacting groups

-- Structure maintains high task focus

-- Voting lowers potential conflict

-- Minimal social interaction reduces team cohesiveness

-- Still some production blocking and evaluation apprehension
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Solutions to Discussion Questions

1.
“The rational model (of decision-making) seems so logical, yet it is rarely practised in reality.”  Do you agree or disagree with this statement?  Discuss your perspective.

Although we may want to believe that our leaders and decision-makers are efficient and logical, the rational model is in fact rarely practised.  The reasons for this include:

Problem Identification Concerns.  People have difficulty recognizing problems and opportunities due to imperfect perceptions and diagnostic skill failures.

Problems with Choosing Solutions.  People cannot (or will not) simultaneously process the huge volume of information need to identify the best solution e.g. will satisfice vs. maximize.

Problems with Evaluating Decisions.  Decision makers have difficulty recognizing when their choices have been ineffective e.g. engage in post-decisional justification.

Ignores Emotions.  The rational model ignores the fact that emotions influence – even dominate – the decision-making process e.g. attracts or repels us to some alternatives; moods impact decisions.

2.
A major software developer in Vancouver is experiencing an increasing number of customer complaints and a general trend toward lower sales. Describe three reasons why executives in this organization might be slow to realize that a problem exists or to identify the root cause(s) of these symptoms.

The textbook identifies perceptual biases and poor diagnostic skills as the main factors that interfere with problem identification.  However, more specific reasons are discussed within each of these.  The following outlines the main reasons identified in this topic:

Selective Attention Biases. Various perceptual biases prevent executives from noticing the problem. For example, their attention may be on other matters, or they might misinterpret the cause of the customer complaints and lower sales. 

Mental Model Blinders. The executives may hold a particular mental model of customer service or sales objectives that cause them to ignore or justify the problems until they become serious.

Imperfect Problem Diagnosis. To make sense of customer complaints and falling sales, executives rely on imperfect information and haphazard analysis of the situation. They fail to see problems due to insufficient time or information. The causes of these problems may be complex, so executives have trouble identifying where the main causes of these problems occur.

Focus on Solutions. The executives might try to diagnose these problems in terms of their potential solutions.  For example, one executive might think that more advertising is the best solution, so the problem of falling sales is viewed as a lack of advertising.  This short-circuits the problem diagnosis process.

3.
Describe a time when you repeated a bad decision or continued to support a failing course of action.  What happened?  Why did you do what you did?

The question poses the opportunity to focus on decision making experiences and to reflect on participants’ approach to evaluating decisions.  Escalation of commitment occurs when an individual repeats a bad decision or continues to allocate resources to a failing cause of action. Encourage students to consider not only what they did but why the escalation occurred relative to the four main causes of escalation.  The following questions are intended to serve as a framework for analysing why the escalation occurred. 

Self-justification. Did you engage in impression management to save face?  Did you identify personally with the decision and persist in order to demonstrate confidence in your decision-making ability?

Gambler’s fallacy. In retrospect, did you have a tendency to overestimate expectations of success or your ability to control problems?

Perceptual blinders. Did you unconsciously screen out or explain away negative information—as you reflect on the experience—did you ever justify or fail to see a serious problem?

Closing costs. Did you have any concerns about the impact or costs of ending or abandoning the project rather than continuing?

4.
A management consultant is hired by a manufacturing firm to determine the best site for its next production facility.  The consultant has had several meetings with the company’s senior executives regarding the factors to consider when making its recommendation.  Discuss three decision making problems that might preventing the consultant from choosing the best site location.

This question directly relates to the section on evaluating and choosing solutions.  The consultant is asked to determine the best site location, and this process is subject to the problems presented below.  Each problem should include an example relating to this incident.

Problems with Goals.  The consultant likely discovered that executives at the manufacturing firm are not fully agreed on the priority of factors to consider when choosing a site.  They may have conflicting goals – such as a site that is conveniently located yet low cost.  Some of the goals will be ambiguous, such as “convenience.”

Problems with Information Processing.  The consultant is subject to the same human limitations as other people.  The consultant’s personal biases may cause some information to be screened out or viewed in an unrealistically favourable light.  The consultant is unable to evaluate all possible sites (there must be thousands of them!), let alone consider every factor for each site.  Finally, the consultant probably compares sites against an implicit favourite, rather than look at all prospective sites simultaneously.

Problems with Maximization.  The consultant’s recommendation probably won’t be the absolutely best site.  Given the volume of information and the sequential decision process, the recommended site is probably one that is “good enough.”  In other words, the consultant will satisfice.

5.
The Chinese word for business is “Sheng-yi,” which literally means “to give birth to ideas.”  Explain how creativity is an inherent part of business decision-making.

This definition comes from L. Swenson, “A Chinese View of Birthing and Growing Ideas,” Marketing News, March 31, 1997.

At the beginning of this article, Swenson writes:  “The Chinese word for business is sheng-yi.  The term is from the combination of two characters which literally mean “to give birth to ideas”.  The job of business is to conceive ideas, nurture them to birth, and help them grow.  The essence of the term suggests that business is a lively, artistic, creative, vigorous, daring, and imaginative activity.”

These comments are consistent with our statements in this textbook.  We write that creativity is not something for special occasions.  It is an inherent part of decision making.  In particular, people require creativity to identify problems and opportunities, consider unique solutions to those problems or opportunities, and determine the best alternative.

6.
Two characteristics of creative people are that they have relevant experience and are persistent in their quest.  Does this mean that people with the most experience and the highest need for achievement are the most creative?  Explain your answer.

The answer is probably “No”.  The textbook states that there is a dilemma regarding experience.  On the one hand, people need plenty of experience to be familiar with the issues.  The literature on creativity suggests that it may take several years of experience before a person has reached creative potential.

The dilemma is that the longer a person is in one field of study, the more he/she develops a mental model that stifles creativity.  Some companies prefer people with no experience in an industry so they are more creative.  These two points are not exactly contradictory – a person may be new to an industry but has many years of experience in a particular skill or trade.  However, the issue does suggest that there is an optimal level of experience before mental models undermine creative potential.

It is less certain whether creativity continues to increase with need for achievement.  The textbook explains that need for achievement makes creative people more persistent, which is necessary in the face of short-term failures and doubts from others.  Would a very strong need for achievement undermine creative potential?  This is a matter for debate.  Most likely too much need for achievement will create blind drive which can prevent people from seeing alternative strategies and the obvious inappropriateness of existing routes.

7.
What can instructors do to foster creativity in a university or college learning environment?  

Instructors can maintain a creative learning environment by supporting the following conditions:

Provide a learning orientation.  Instructors can foster creativity by encouraging students to offer their ideas and share their experiences by maintaining an environment that is supportive of taking risks with respect to class participation and involvement.  

Intrinsic motivation.  Instructors can foster creativity by ensuring students understand the impact and relevance of their learning to their future professional and personal effectiveness.

Foster open communication and provide sufficient resources.  Provide adequate time for preparation, teamwork and class discussion.

In addition, instructors can engage students in a variety of activities that encourage creativity.  Example include:

· Structure group discussions to ensure students have an opportunity to interact with many students from diverse backgrounds

· Encourage students to share ideas that may be very different from popularly-held opinions

· Be open and responsive to all points of view even the ones that sound illogical or unusual

· Provide opportunities for debates – encourage participants to argue a perspective that differs from their own mental models

· Structure assignments to include some responsibility for students to direct their own and others’ learning e.g. student involvement/presentation initiatives

8.
Cornerbrook Technologies Ltd. wants to use brainstorming with its employees and customers to identify new uses for its technology.  Advise Cornerbrook’s president about the potential benefits of brainstorming, as well as its potential limitations.

Benefits.  Brainstorming is the most popular structure for encouraging creative ideas.  Brainstorming encourages divergent thinking while minimizing evaluation apprehension and other team dynamics problems.  In addition brainstorming can bring benefits beyond the number of ideas produced.  Brainstorming participants interact and participate directly, thereby increasing decision acceptance and team cohesiveness.  Brainstorming rules tend to keep the team focused on the task.  There is also evidence that effective brainstorming sessions provide valuable nonverbal communication that spreads enthusiasm.  Team members share feelings of optimism and excitement which may encourage a more creative climate.  By involving clients in brainstorming sessions, these positive emotions may produce higher customer satisfaction than if people are working alone.

Potential limitations.  Organizational behaviour researchers warn that brainstorming has potential limitations:

Brainstorming does not completely remove evaluation apprehension; employees still know that others are silently evaluating the quality of their ideas.  Production blocking and related time constraints prevent all ideas from being presented.  In addition research also indicates that in some situations, individuals working alone produce more potential solutions to a problem than if they work together brainstorming
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	Photo Caption Critical Thinking Questions


Mike Lazaridis, Research in Motion

Q: What other individual characteristics would make Mike Lazaridis a creative person?

A:  First, students should recognize that this photo caption refers to Lazaridis’s creativity through persistence.  From this, students can look at the other individual characteristics of creative people.  One obvious characteristic from this description is that Mike Lazaridis possesses considerable knowledge and experience in this field (he has numerous failures, so lot’s of experience!). It is also apparent that Lazaridis has above average intelligence, including the ability to connection disparate pieces of information.  Lastly, Lazaridis almost certainly has a creative thinking style.  While no explicit evidence of this is provided, it is indirectly apparent by the fact that Lazaridis has created an entirely new product.

EDS eSpace Innovation Centres

Q: How would this associative play improve creativity at EDS?

A: These playful activities assist creativity in a couple of ways.  First, the conceptual dynamics of some toys and sports activities might serve as metaphors for solutions that the computer service firm’s staff is trying to discover. For example, by playing with a stretch bal, someone might about how a client’s server configuration might be as easily stretched and shrunk to suit its needs.  This creative effect is the essence behind “associative” in associative play.  However, even if a metaphorical connection is not apparent, playing with toys can assist the creative process through the incubation stage. While playing with toys or shooting basketballs, the problem is still simmering in the back of our mind.

Rocco Di Giovanni, Mohawk College’s Procor Decision Support Centre

Q: Considering the strong evidence of the benefits of electronic brainstorming, why isn’t it used more often in organizational decision making?

A: the answer to this question is of considerable importance to the further development of electronic brainstorming. It is also the basis of future research on this topic. Students can suggest a variety of possible explanations. The textbook offers three possible explanations.  One is that this decision process is quite structured, perhaps too much so for some executives.  Second, decision makers may feel threatened by the honesty of statements generated through this process, and by their inability to control the discussion. Lastly, electronic brainstorming is best suited to decision groups where the decision is the focus of attention.  We need to remember that social bonding and emotional interaction are sometimes more important in decision making than identifying the best solution.
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	Activity 10.1: Case Analysis
Employee involvement cases


Case Synopsis

These two situations provide an excellent opportunity for students to discuss the conditions under which various levels of employee involvement should be applied. To decide the best level, students should consider the benefits of and problems with employee involvement described in this chapter. 

In the first case, students take the role of head of research and development (R&D) at a major Canadian beer company. One of the scientists has stumbled on a new sugar substitute and the decision is whether to continue funding this project in light of limited budget and the company’s unlikely use of this product. The second case involves the captain of a Coast Guard cutter who is searching for a plane that has crashed offshore. After 20 hours of searching, a major storm is approaching and the captain must decide whether to abandon the search or to continue and place the ship at risk.

Suggested Answers to Case Questions

Case 1: The Sugar Substitute Research Decision

1.
To what extent should your subordinates be involved in this decision? Select one of the following levels of involvement:

•
No involvement: You make the decision alone without any participation from subordinates.

•
Low involvement: You ask one or more subordinates for information relating to the problem, but you don’t ask for their recommendations and might not mention the problem to them.

•
Medium involvement: You describe the problem to one or more subordinates (alone or in a meeting) and ask for any relevant information as well as their recommendations on the issue. However, you make the final decision, which might or might not reflect their advice.

•
High involvement: You describe the problem to subordinates. They discuss the matter, identify a solution without your involvement (unless they invite your ideas), and implement that solution. You have agreed to support their decision.

Most teams will likely identify the “medium involvement” category, although some tend to suggest high involvement. The answer to the next question explains why medium involvement is probably best here.

2.
What factors led you to choose this alternative rather than the others?

This question can be answered by reviewing the four contingencies of employee involvement discussed in the textbook.

Decision structure: This decision has low structure. The incident says that there is a decision process for funding projects behind schedule, but there are no rules or precedents about funding projects that would be licensed but not used by the organization. Consequently, some level of involvement may be valuable.

Source of decision knowledge: The incident clearly says that the sugar substitute project is beyond your technical expertise and that it is difficult to determine the amount of research required. Scientists have information unavailable to the leader, but they would not have sufficient information to make the decision alone. Overall, this suggests that some involvement (probably at least a medium level) is desirable.

Decision commitment. This might be debatable, but most employees know that funding decisions are ultimately in the hands of executives who must take responsibility for those decisions. Also, it sounds like past funding decisions are made by the leader, not employees (mainly due to conflict problems described below). Moreover, but employees don’t implement anything as a result of this decision, so there is probably minimal adverse effect of low commitment.

Risk of conflict. There are two dimensions of this contingency.  First, with respect to goal compatibility between employees and the company, the incident says that you believe that most researchers in the R&D unit are committed to ensuring company’s interests are achieved. Second, it is almost certainly true that conflict will occur among employees.  This is a win-lose situation where funding one project reduces or eliminates funding on other projects. Overall, the conflict among employee discourages high involvement, but will allow a medium level of involvement.

3.
What problems might occur if less or more involvement occurred in this case (where possible)?

A higher degree of involvement would probably be difficult because of the problem of conflict among employees.  Employees could not agree because a decision to fund the project would reduce their own funding.

A low level of involvement would lose some of synergy of discussion about the issue. This synergy brings out valuable information and potentially more creative solutions to the problem. 

Case 2: Coast Guard Cutter Decision

1.
To what extent should your subordinates be involved in this decision? Select one of the following levels of involvement:

The preferred level of involvement in no involvement. Specifically, the captain would solve the problem or make the decision him/herself using information available at the time.

2.
What factors led you to choose this alternative rather than the others? 

This question can be answered by reviewing the four contingencies of employee involvement discussed in the textbook.

Decision structure: This decision probably has high structure because the captain must ultimately protect the ship and crew, or would have reasonably clear rules on taking this sort of risk.

Source of decision knowledge: The captain has as much information as anyone on the ship about which option to select.

Decision commitment. The crew will likely support the captain’s decision without any involvement.

Risk of conflict. There is a reasonable possibility that crew members will be divided (i.e., conflict will occur) over the preferred alternative.

3.
What problems might occur if less or more involvement occurred in this case (where possible)?

The main problem with applying a higher level of employee involvement here is that the problem is well structured and the time-consuming process may be redundant. There is also a chance that subordinates would engage in dysfunctional conflict if they were asked to make the decision.
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	Activity 10.2: Team exercise
Where in the World Are We?


Purpose

This exercise is designed to help students to understand the potential advantages of involving others in decisions rather than making decisions alone.

Materials

Students require an unmarked copy of the map of Canada with grid marks (provided in the textbook). Students are not allowed to look at any other maps or use any other materials. The instructor will provide a list of communities located somewhere on Exhibit 2 (see next page of this manual). The instructor will also provide copies of the answer sheet after students have individually and in teams estimated the locations of communities ( see two pages forward in this manual).

Instructions

Step 1: Students are asked to write down in Exhibit 1 the list of communities identified by the instructor.  Then, working alone, students estimate the location in Exhibit 2 of these communities, all of which are in Canada. For example, they would mark a small “1” in Exhibit 2 on the spot where they believe the first community is located. They would mark a small “2” where they think the second community is located, and so on. Students need to number each location clearly and with numbers small enough to fit within one grid space.

Step 2: The instructor will organize students into approximately equal sized teams (typically 5 or 6 people per team). Team members should reach a consensus on the location of each community listed in Exhibit 1.  The instructor might provide teams with a separate copy of this map, or each member can identify the team’s numbers using a different collared pen on their individual maps. The team’s decision for each location should occur by consensus, not voting or averaging.

Step 3: The instructor will provide or display an answer sheet, showing the correct locations of the communities. Using this answer sheet, students will count the minimum number of grid squares between the location they individually marked and the true location of each community.  Students then write the number of grid squares in the second column of Exhibit 1, then add up the total.  Next, they count the minimum number of grid squares between the location the team marked and the true location of each community. They should then write the number of grid squares in the third column of Exhibit 1, then add up the total.

Step 4: The instructor will ask for information about the totals and the class will discuss the implication of these results for employee involvement and decision making.

Comments to Instructors

This exercise demonstrates the importance of employee involvement for better decision making. Generally, teams make better decisions than do individuals working alone. This is reflected by a “Team Score” that is usually lower than the “Individual Score.” This is particularly true in this exercise because students typically have varied backgrounds in terms of where they have lived or where their families live.  Students currently in Vancouver might easily locate Bella Coola but not Estevan.  But if one student was raised in Saskatchewan, the team will likely score higher than the average individual.

The discussion following the exercise should focus on the reasons why groups tend to make better decisions. Specifically, team members bring diverse knowledge to the decision process, so the collective decision is usually more accurate than the typical individual’s decision.

The instructor should also ask about situations in which team members ignored ideas from members who would have provided a more accurate solution. For example, a strong-willed team member might convince others that Estevan is in Ontario even though one team member is quite sure s/he drove through Estevan a few summers ago. Also inquire about power struggles in the groups.

Also see the supplemental exercise, where in Asia are we? later in this chapter of the instructor’s guide.

Communities in Canada

[Note: These names are NOT jumbled.  This is how they are actually spelled. The names are not listed in any particular order.]

1. Hanover

2. Bella Coola

3. Glace Bay

4. Granby

5. Estevan

6. Inuvik

7. Marathon

8. Churchill
Solution to “Where in the World Are We?” Team Exercise

[image: image41.wmf]
	[image: image42.wmf]
	Activity 10.3: Team exercise
Winter Survival Exercise


Purpose

This exercise is designed to help students understand the potential advantages of team decision making compared with individual decision making.

Instructions

Students are asked to rank the 12 items shown in the chart following the exercise according to their importance to their survival. In the “Individual Ranking” column, students indicate the most important item with “1,” going through to “12” for the least important. They should keep in mind the reasons why each item is or is not important. The instructor will then form small teams (typically five members) and each team will rank order the items in the second column. Team rankings should be based on consensus, not simply averaging the individual rankings.

When the teams have completed their rankings, the instructor will provide the expert’s ranking, which is provided on the next page of this instructor’s manual. Students enter the expert’s ranking in the third column. Next, each student will compute the absolute difference (i.e., ignore minus signs) between the individual ranking and the expert’s ranking, record this information in column four, and sum the absolute values at the bottom of column four. In column five, they record the absolute difference between the team’s ranking and the expert’s ranking, and sum these absolute scores at the bottom. A class discussion of the absolute merits of individual versus team decision making will follow.

Comments to Instructors

This exercise demonstrates the importance of employee involvement for better decision making. Generally, teams make better decisions than do individuals working alone. This is reflected by a “Team Score” that is usually lower than the “Individual Score.” However, some individuals score better than the group because they have expertise on this topic and their team does not rely completely on the suggestions of members who claims to be experts. 

The discussion following the exercise should focus on the reasons why groups tend to make better decisions. Specifically, team members bring diverse perspectives and a better representation of values to the decision process, thereby increasing the team’s ability to see the problem in different ways and to avoid narrow mental models. Moreover, team members bring more information to the decision, so the collective decision is usually more accurate than the typical individual’s decision.

The instructor should also ask about situations in which team members ignored ideas from members who would have provided a more accurate solution. Also inquire about power struggles in the groups.

Winter Survival Exercise Solution

	Item
	Expert Ranking
	Reasoning

	Ball of steel wool
	2
	Best substance to catch spark and support a flame, even if it’s wet.

	Newspapers
	8
	Used for starting fire and as insulation (e.g. wrapped around legs with dead air space). Can also be rolled into a cone to yell with.

	Compass
	12
	Might tempt survivors to walk away from crash site. Top might be used as a reflective device, but not very effectively.

	Hand axe
	6
	Useful for cutting wood for fire, as well as clearing sheltered campsite, cutting boughs for ground insulation, and frame for shelter.

	Cigarette lighter
	1
	Even without fluid, the cigarette lighter is very important for creating sparks for fire. Fire is necessary to keep warm and can be used as a signal (smoke during day; firelight at night.)

	.45-caliber pistol
	9
	Provides a sound-signalling device (three shots in rapid succession). Butt of pistol can be used as a hammer. Shell powder can be used to start fires. These benefits are offset by risk that it will be used as a lethal weapon if survivors are left too long and become restless. Requires a skilled marksman to kill animals with it.

	Sectional air map
	11
	Dangerous item because it would encourage survivors to attempt to walk to the nearest town, condemning them to almost certain death.

	Canvas
	5
	Useful for shelter because it keeps out wind and snow.

	Shirt and pants
	3
	A very versatile material. Needed mainly for warmth, signalling, and tinder to make fires. Can also be used for bedding, bandages, string when unravelled, and drawing a map.

	Can of Shortening 
	4
	The shortening is useful for the tin container that typically holds this product. The top can be used as a reflective device. The container can be used to melt snow into drinking water. The shortening is also useful to protect the face, lips, and hands from cold weather.. When melted, shortening can be used to start fires and, when soaked into a piece of cloth, can create a candlewick. 

	Whiskey
	10
	Only use is as fuel for fire. Can create a torch by soaking cloth in whiskey. Dangerous to drink because (a) it takes on ambient temperature and would therefore freeze drinker’s esophagus, (b) increases risk of dehydration, and (c) increases hypothermia by dilating blood vessels.

	Chocolate bars
	7
	Supplies energy to sustain survivors. Good source of energy without putting digestive demands on the body.


	[image: image43.wmf]
	Activity 10.4: Team Exercise
Hopping Orange Exercise


Purpose

This exercise is designed to help students understand the dynamics of creativity and team problem solving.

Instructions

Students are placed in teams of six students. One student serves as the official timer for the team and must have a watch, preferably with stop watch timer. The instructor will give each team an orange (or similar object) with a specific task involving use of the orange. Each team will have a few opportunities to achieve the objective more efficiently.

The instructor will read the following instructions.  These instructions ARE NOT provided in the textbook so students have not had an opportunity to think about the exercise beforehand. 

“The task for this exercise is to have each team member individually handle the orange -- toss to each other, or anything you want -- but the orange must end up in the hands of the person who first held it. This is a timed exercise.  The winning team accomplishes the task in the shortest length of time. You will have a few trials to improve your speed.”

Comments for Instructors

This quick exercise works best if you avoid cueing students about the possibility of rolling or dropping the orange.  The title and instructions create a mental model that assumes team members should toss the orange from one person to the next.  In fact, this is not the most efficient method and the exercise does not limit the method in which all team members touch the orange.

The most efficient way to satisfy the requirements of this exercise is to have team members use their hands to create a vertical tube. They should each have a few fingers sticking into the tube.  Then, one person drops the orange through the tube so that it touches everyone and the person’s other hand is at the bottom of the tube to catch it.

If there are some doubts about the meaning of “handle the orange”, then a second strategy is to create a slide for the orange. The slide consists of the cupped hands of five of the six team members held together so that the orange is rolled from the top set of hands to the bottom.  The sixth person drops the orange onto the slide, then runs to the other end to catch it as it rolls down.

Although balls or other round objects may be used, an orange or other semi-round fruit or vegetable (e.g. apple, lemon, potato) works best because students quickly identify balls with rolling.  They are less likely to break out of the mental model of tossing where fruit or vegetables are involved.
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	Activity 10.5: Team Exercise
Creativity Brainbusters 


Purpose

This exercise is designed to help students understand the dynamics of creativity and team problem solving.

Instructions

This exercise may be completed alone or in teams of three or four people, although the latter is more fun. If teams are formed, students who already know the solutions to these problems should identify themselves and serve as silent observers. When finished (or time is up), the instructor will review the solutions and discuss the implications of this exercise.  In particular, be prepared to discuss what you needed to solve these puzzles and what may have prevented you from solving them more quickly (or at all).

Comments for Instructors

[NOTE:  The PowerPoint file for this chapter includes slides that visually display the answers to these creativity brainbusters.]

Double Circle Problem. I have found that students are usually dumbfounded and don’t even try.  How can you draw two circles with one line and no connection between them?  Here’s the answer: Draw the outer circle anywhere on the page. When finished, fold a corner of the paper over so that it lies on top of the circle and the paper edge is beside your pencil (see exhibit (a) below). Move the pencil across this folded over edge to a point inside the circle you just drew. Move the corner back to its original position and complete the second circle.

Nine Dot Problem. . (Note:  This is sometimes known as the Eskimo puzzle because Inuit people apparently have less trouble solving them.  The reason is that they have no fences, so their brain doesn’t restrict their solutions within the area of the dots.) There are many ways to solve this puzzle. The first solution below (Exhibit (b)) is the most common. Solution (c) is somewhat questionable because the pencil doubles back across existing lines. Some might say that there are more than four lines, although we see only four lines.

Nine Dot Problem Revisited. Some students will figure out the nine dot problem with four lines.  Fewer will figure out the three line solution The most obvious solution is shown in (d) below. Now, ask students for a solution with FEWER than three lines. There are a few ways of doing this. Draw nine large dots on a very large piece of paper, then roll the paper into a large tube. Next, draw a single line on a slight angle from the top of one column of dots down and around the tube to the middle row, then around the tube again to the third column of dots. The result is shown in the third illustration below. If students suggest that this method would not cover the dots correctly, you could suggest that the paper could be so large that the angle becomes asymptotically minuscule. Also, you could keep the paper flat and draw a straight line twice around the Earth. Another way to pass a pencil line through all dots with a single straight line is to make the line wide enough to cover all of the dots. Some students might also consider folding the paper so that the dots are folded on top of each other.  Then punch a hole with your pencil through all of the dots.  It would be an unusual line, but it seems to fit within the protocol!

Word Search Problem. The trick here is to correctly interpret the meaning of the instructions. May people tend to look for five letters that they can cross out. Instead, they should cross out the words “five letters” that are embedded in the row of letters. This leaves the word “creative.” [Note: This exercise is fairly new, so it may be possible that students can cross out any five letters in the sequence to form a single word.  However, we have not yet found this option.]
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Burning Ropes. This is a real challenge to most students in my class, but a few people get the solution. At time 0, light BOTH ends of one rope and one end of the second rope.  The first rope will necessarily burn up in 30 minutes. When this is done, light the second end of the second rope. With 30 minutes of the second rope burned up, burning both ends of the remainder will take exactly 15 minutes. Some students suggest cutting the rope in half, but they forget that burn time is not equal across the rope. If you cut a rope in half and burn both ends of each, one might burn for five minutes and the other for 25 minutes (not necessarily 15 minutes each).


Bonus Brainbuster

Roman Numeral Problem. Draw the roman numbers “IX” (without quote marks) on an overhead or whiteboard.  Then say to students: “Here is the Roman numeral 9. Add only one line to create a six.” 

Answer to Roman Numeral Problem: This puzzle can be solved by drawing an “S” in front of the “IX”. Alternatively, the solution could simply be to draw a “6”, because this a single line, too. A third solution requires a wide marker the same colour as the paper on which the IX is written. Turn the paper upside down (so you see an XI).  Now, draw a straight line across the bottom half of the two Roman numerals (thereby hiding them against the paper background).  The result shows the Roman numeral “VI”.
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	Activity 10.6: Self-Assessment
Measuring Your Creative Personality


Purpose

This self-assessment is designed to help you to measure the extent to which you have a creative personality.

Overview and Instructions

This instrument estimates the student’s creative potential as a personal characteristic. The scale recognizes that creative people are intelligent, persistent, and possess an inventive thinking style. Creative disposition varies somewhat from one occupational group to the next.  

This self-assessment consists of an adjective checklist with 30 words. Students are asked to put a mark in the box beside the words that they think accurately describe them.  They MUST NOT mark the boxes for words that do not describe them. Students need to be honest with themselves to receive a reasonable estimate of their creative personality.

Feedback for the Creative Personality Measure

[NOTE: The following information is also provided in Appendix B and/or the Student CD.]

The table on the right (and applied to the graph in the student CD) is based on norms for undergraduate and graduate university students in the United States. Scores range from –12 to +18. People with higher scores have a higher creative personality.

Score
Interpretation

+10 to +18
High creative personality

+1 to +9
Average creative personality

-12 to 0
Low creative personality
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	Activity 10.7: Self-Assessment Exercise
Testing Your Creative Bench Strength


Purpose

This self-assessment is designed to help students to determine how well they engage in divergent thinking, problem identification, and other creativity practices.

Overview and Instructions

This self-assessment estimates how well you engage in divergent thinking to identify problems and their solutions creatively. To some extent, this is a “teaser” exercise to have fun, but it also requires divergent thinking to get the right answer.

This self-assessment consists of 12 questions. Answer each question, along with your explanation, on a separate piece of paper. When finished, the instructor will provide the correct answer for each question, along with an explanation. (Note:  This activity may be done as a self-assessment or as a team activity.)

Feedback

This self-assessment does not provide scores, although students can count the percentage of questions where they wrote in the correct answer. Instead, the results on the student CD show the answer to each question along with the correct answer and an explanation where needed. The correct answers are also shown on the next page of this manual.

Comments for Instructors

This is definitely a fun exercise.  Some of the questions require creative thinking, whereas students will point out that others require more logical analysis and recollection of basic mathematical principles. 

Although this is a self-assessment, I usually present it in class as a team activity. This process is more active and illustrates the potential benefits of teams rather than individuals in solving problems (i.e., the questions are answered faster because someone in the team usually has an answer to some of the question.)

If done as a self-assessment, instructors should be cautious about revealing scores of individuals, because of concerns about personal privacy.  This is not a concern when performed as a team because the activity is more public. If performed by a team, the instructor can determine which questions remained unsolved or took longer to answer.  Debate can then focus on the barriers to problem solving.  

Students can discuss some of the creative processes involved in answering these questions.  For example, many students get the bucket of water question wrong (#8) because of their assumption that the second bucket also has water (or, more likely, ice) in it. This sense of closure frames the question and makes it difficult to identify the correct answer.

Creative Bench Strength Questions and Answers

	Questions
	Answers

	1.
There is one word in the English language that is always pronounced incorrectly. What is it?
	Incorrectly.

	2.
A man gave one son 10 cents and another son was given 15 cents. What time is it?
	1:45. The man gave away a total of 25 cents. He divided it between two people. Therefore, he gave a quarter to two.

	3.
A boat has a ladder that has six rungs, each rung is one foot apart. The bottom rung is one foot from the water. The tide rises at 12 inches every 15 minutes. High tide peaks in one hour. When the tide is at it's highest, how many rungs are under water?
	None, the boat rises with the tide.

	4.
There is a house with four walls Each wall faces south. There is a window in each wall. A bear walks by one of the windows. What colour is the bear?


	White. If all the walls face south, the house is at the North Pole, and the bear, therefore, is a polar bear.

	5.
Is half of two plus two equal to two or three?
	Three, if you follow  the mathematical orders of operation.  Division is performed before addition. So, half of two is one. Then add two, and the answer is three.

	6.
There is a room. The shutters are blowing in. There is broken glass on the floor. There is water on the floor. You find Sloppy dead on the floor. How did sloppy die?
	Sloppy is a goldfish. The wind blew the shutters in, which knocked his goldfish-bowl off the table, and it broke, killing him

	7.
How much dirt would be in a hole 6 feet deep and 6 feet wide that has been dug with a square edged shovel?
	None. No matter how big a hole is, it's still a hole: the absence of dirt.  (And those of you who said 36 cubic feet are wrong for another reason, too. You would have needed the length measurement too.  So you don't even know how much air is in the hole.)

	8.
Suppose you are in Juneau, Alaska and drop a bowling ball from a height of three feet into a bucket of water at 45 degrees Fahrenheit. Then, you drop a bowling ball of the same weight, mass, and size from the same height into another bucket at 20 degrees Fahrenheit. Which ball would hit the bottom of the bucket fastest?
	The ball in the bucket of 45 degree F  water hits the bottom of the bucket last. Did you think that the water in the 20 degree F bucket is frozen?     Think again. The question said nothing about that second bucket having anything in it. Therefore, there is no water (or ice) to slow the ball down.

	9.
What is the significance of the following: The year is 1978, thirty-four minutes past noon on May 6th.
	The time and month/date/year are 12:34, 5/6/78.

	10.
What can go up a chimney down, but can't go down a chimney up?
	An umbrella.

	11.
If a farmer has 5 haystacks in one field and 4 haystacks in the other field, how many haystacks would he have if  he combined them all in the centre field?
	One. If he combines all of his haystacks, they all become one big stack.

	12.
What is it that goes up and goes down but does not move?
	The temperature.
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	Activity 10.8: Self-Assessment Exercise 
Decision-Making Style Inventory


Purpose

This self-assessment is designed to help students to estimate your preferred style of decision making.

Overview and Instructions

This scale includes statements describing how individuals go about making important decisions. Specifically, it estimates the extent to which students prefer rational and intuitive decision making. 

Students are asked to indicate whether they agree or disagree with each statement. This instrument has 8 statements.

Feedback for the Decision-Making Style Inventory

[NOTE: The following information is also provided in the Student CD.] The decision making style inventory estimates the extent to which students prefer rational and intuitive decision making. Both the “rational” and “intuitive” decision styles have a maximum score of 20 points and a minimum score of 4 points. Notice that students can have higher or low levels of BOTH decision-making styles. For example, someone might score very high on both rational and intuitive decision making. This is not contradictory. Some people engage in more intense rational and intuitive thinking.

Rational decision style

People with high scores on this scale like to make decisions based on facts and logical analysis. They try to avoid or ignore gut instinct when it contradicts objective information.

Score
Interpretation

15 to 20
Strong preference for rational decision making

10 to 14
Moderate preference for rational decision making

4 to 9
Low preference for rational decision making


Intuitive decision style

People with high scores on this scale like to make decisions based on their inner feelings or “gut instinct”. They try to avoid rational choices if they are inconsistent with their intuition.

Score
Interpretation

15 to 20
Strong preference for intuitive decision making

10 to 14
Moderate preference for intuitive decision making

4 to 9
Low preference for intuitive decision making
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	Supplemental Team exercise
Where in Asia Are We?


Purpose

This exercise is designed to help students to understand the potential advantages of involving others in decisions rather than making decisions alone.

Materials

Students require an unmarked copy of the map of Asia and a scoring sheet that includes names of communities in Asia, both of which are provided on the next two pages of this instructor’s guide. Students are not allowed to look at any other maps or use any other materials. After students have individually and in teams estimated the locations of communities, the instructor will also provide copies of the answer sheet ( see four pages forward in this manual).

Instructions

Step 1: Working alone, students estimate the location on the Asian map the location of the communities listed. All of the communities listed are found in Asia. For example, they would mark a small “1” in Exhibit 2 on the spot where they believe the first community is located. They would mark a small “2” where they think the second community is located, and so on. Students need to number each location clearly and with numbers small enough to fit within one grid space.

Step 2: The instructor will organize students into approximately equal sized teams (typically 5 or 6 people per team). Team members should reach a consensus on the location of each community listed in Exhibit 1.  The instructor might provide teams with a separate copy of this map, or each member can identify the team’s numbers using a different collared pen on their individual maps. The team’s decision for each location should occur by consensus, not voting or averaging.

Step 3: The instructor will provide or display an answer sheet, showing the correct locations of the communities. Using this answer sheet, students will count the minimum number of grid squares between the location they individually marked and the true location of each community.  Students then write the number of grid squares in the second column of the scoring sheet, then add up the total.  Next, they count the minimum number of grid squares between the location the team marked and the true location of each community. They should then write the number of grid squares in the third column, then add up the total.

Step 4: The instructor will ask for information about the totals and the class will discuss the implication of these results for employee involvement and decision making.

Comments to Instructors

This exercise is a variation of the “Where in the World are We” exercise (Activity 10.2 in this chapter). In some respects, this Asian adaptation may be more interesting than the Canadian version, particularly if some students live or have travelled extensively in Asia. Although the “communities” in this exercise are larger than the small communities listed in the Canadian version of this exercise, they will probably be more challenging to the average Canadian.

For more comments to instructors, see the teaching notes for the “Where in the World are We?” exercise in this instructor’s guide. 

Student Handout

Scoring Sheet for “Where in Asia are We?”

	Number
	Community
in Asia
	Individual distance in grid units from the true location
	Team distance in grid units from the true location

	1
	Bagan
	
	

	2
	Chennai
	
	

	3
	Ho Chi Minh City
	
	

	4
	Ipoh
	
	

	5
	Khon Kaen
	
	

	6
	Kuching
	
	

	7
	Medan
	
	

	8
	Wuhan
	
	

	
	
	Total:
	Total:


© 2002 Steven L. McShane
Student Handout: Map of Most of Asia
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Student Handout: Answer to “Where in Asia Are We?
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	1. Bagan, Myanmar
	2. Chennai, India
	3. Ho Chi Minh City, Vietnam

	4. Ipoh, Malaysia
	5. Khon Kaen, Thailand
	6. Kuching, Malaysia

	7. Medan, Indonesia
	8. Wuhan, China
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	Supplemental Lecture: Crisis Decision Making


A crisis is an unexpected situation that seriously threatens high priority goals and requires a quick nonprogrammed decision response. From this definition, we can see four components to a crisis situation. First, crises pose a serious threat to important goals. Events that threaten the organization’s survival are most likely to be identified as a crisis. Second, crises involve time restrictions for a decision and effective response. Too much delay may increase the risk of failure or further loss.

Third, crises represent rapidly changing circumstances which surprise the decision maker. There may be early signs of a crisis, but decision makers are unaware of them or do not recognize the implications for their own organization. Finally, crises are unique situations requiring a nonprogrammed response. They do not involve simply recognizing the problem and providing a predetermined solution.

These four conditions -- threat, time restriction, surprise, and uniqueness -- potentially undermine the decision making process. Since crises are unique, decision alternatives are typically vague and their relative merits are unclear. Time constraints make information search incomplete and haphazard.

High stress levels typically result from the threat and surprise characteristics of crises, resulting in less efficient information processing. Decision makers are less willing to accept the risk of custom-made solutions under crisis conditions, preferring instead to rely on solutions that have been effective in other situations. Decision making also tends to become centralized in the hands of top management, which further reduces the amount of relevant information known to those responsible for resolving the problem.

Effective Crisis Management

Most Chinese languages have two symbols to represent the word ‘crisis’; the first stands for danger, the second for hidden opportunity. Crises should not be viewed not just as threats, but as opportunities to learn and improve the organization in the long term. Specialists in crisis management advocate several strategies to improve decision making and organizational actions under crisis conditions.

Interpret Early Warning Systems. Most crises are preceded by information warning of the impending threat. For example, months before NASA’s Space Shuttle Challenger explosion in which seven astronauts were killed, several engineers tried to inform decision makers of the potential catastrophe. One memo warning NASA officials of the almost guaranteed disaster begins with the futile cry “Help!” Effective crisis management involves learning to recognize these early warning signals. In many cases, better systems must be implemented for monitoring equipment and receiving information about suppliers, customers, employees, and other stakeholders.

Develop Programmed Decision Rules. Crises are unique, but many have occurred in other organizations. Thus, programmed decision rules for specific crisis situations can be developed by learning from the misfortunes of others. Emergency procedures are developed in this way. By learning from similar events elsewhere, organizations can compare alternate courses of action and develop systematic contingency plans. Those responsible for implementing these procedures can then be thoroughly trained to act quickly and effectively when the crisis occurs.

Simulate Crisis Situations. Organizations can be prepared for some crises by challenging managers to resolve hypothetical problems. H.R. MacMillan, one of the founders of Vancouver-based MacMillan Bloedel Ltd., was known for testing managers with simulated crises. For example, he wrote to a plywood plant manager on Vancouver Island: "Please tell me in not more than a page and a half what you would do if the Panama Canal were shut down tomorrow." The manager’s contingency plan was expected within the week. Similar strategies are applied today by Shell Oil and other proactive firms.

Sources: L. Barton, Crisis in Organizations: Managing and Communicating in the Heat of Chaos, (1993, Southwestern); I.L. Janis, Crucial Decisions (New York: Free Press, 1989), pp. 77-84; I. Mitroff, P. Shivastava, and F.E. Udwadia, “Effective Crisis Management,” Academy of Management Executive 1 (1987), pp. 283-292; J. Ramèe, "Managing in a Crisis," Management Solutions (February 1987), pp. 25-29.
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Video Suggestions

Along with the video cases for this part of the textbook, the following videos and films generally relate to one or more topics in this chapter. These programs may be available at your college/university or rented from the distributor. Please contact your film librarian to determine the availability of these programs at your institution.  This list was compiled from library holdings of several universities. Due to the variety of video material, this is not a comprehensive list. Nor can we say that all of the programs below are suitable for your class.

The Maverick Solution. (1994, 30 min., BBC). This video program looks at the radical management changes implemented by Ricardo Semler at the Brazilian engineering company, Semco. Based on the book with the same name, it highlights how leaders can develop high-involvement organizations.  This video is also suitable to the topic of organizational structure.

Working Together: Saturn and the UAW (1994, 32 mins., Merrimack).  Examines the partnership, known as jointness, between the United  Auto Workers and General Motors in the planning and operation  of the Saturn plant. Assembly-line workers, union officers,  and line managers tell how labour problems are handled and the  filming of a weekly team meeting shows how workers make  decisions on work issues.  Reid Rundell of General Motors and  Donald Ephlin of the United Auto Workers, tell how management  and the union put the jointness agreement together while critics of jointness explain why they oppose it.

Repowered Employees (also called Signs of Life in the Workplace.). (1994, 60 min., TVOntario & PBS). This two part program offers a twist on the process of empowering employees. Part one explains how “repowerment” can help managers and workers achieve their potential and increase profitability. Part two explains the basics of how to implement a successful repowerment initiative. Dramatized vignettes illustrate these concepts.

Judgment and Decision Making. (1989, 26 min, 1989). This program analyzes the decision making process and human intuition. Includes interviews with the world's leading authorities on decision making. Discusses the psychology of risk taking and the consequences of cognitive dissonance. This program is part of the Discovering Psychology series, so it includes decisions outside organizational settings.

Decision Making. (1982, 30 min., VHS). This program explores the kinds of decisions managers make, the environment or conditions under which those decisions are made, and the factors that limit managerial options.  The process is further defined in a case study example.

Decisions, Decisions: How to Reach Them, How to Make Them. (1978, 28 min., 16 mm.). Famous decision-makers of the past, -- Brutus, Elizabeth I, Churchill, Montgomery -- confront an office manager, played by John Cleese about the mistakes he has made in the decision process.
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