ACTIVITIES

1–3 — 11-4W

BIO ACTIVITY 1–3

Activity 1–3W: Organization Behavior — WWW Exploration
Objective:

To identify course topics by exploring the WWW.

Task 1:

The Internet hosts a variety of sites and provides useful information about companies.  Surf the Internet and visit any one of the many company sites.  As you are surfing the site, make a list of the organization behavior concepts that you come across.

Task 2:

Visit a second company site and repeat the activity of listing the organization behavior concepts you find.

Task 3:

Compare the concepts used with the ones listed in this module.  What are some of the similarities and differences?  What are some reasons for the similarities and differences?

Activity 2–5W: Personal Learning Statement

Objectives:

a.
To identify individual learning objectives for the course.

b.
To develop a realistic set of expectations.

c.
To establish a roadmap for individual progress assessment.

Task 1:

The following are some thoughts on how to complete and write the attached learning contract:

· The purpose of this learning contract is to set attainable objectives that you can then work toward.  It is a way of setting reasonable expectations of yourself and then sticking to them.

· Before you begin to respond to the attached guided areas, please review the course syllabus, scan this textbook, and consider what they mean for you.

· Be as realistic as you can be in putting your objectives on paper.  At the end of the course, you will want to see how well you have done at attaining them.

· Please make two copies of the contract and return them to the instructor at the beginning of the third class session.  The instructor will review your contract and return one copy to you.

· You may revise your contract during the course if you wish by submitting a revision to the instructor.

· The instructor will keep one copy of your contract until the end of the course, at which time it will be returned to you.  Your contract is a confidential agreement between you and your instructor.

Name: ________________________________________
Section: _________________________

Personal Learning Statement

Based on personal reflection, my review of the course syllabus, initial scanning of Shani and Lau’s Behavior in Organization, and the class discussion thus far, my learning objectives in this course are (include things that you would like to learn about yourself as well as specific course content):

My performance objectives for the course (the grade I want to work toward) are as follows:

The following obstacles (e.g., conflicting pressures, personal limitations) may get in the way of meeting my objectives:

I want to work on improving in the following areas (e.g., listening skills, writing skills, speaking in class):

Specifically, I will do the following to meet my objectives (identify specific actions of your choice):

I understanding that this statement is for my personal guidance and will not be graded.  It is a contract between you and me.  I may change it by submitting a new contract at any time.  In signing this contract, I am committing myself to full participation in the course and to adherence to the norms outlined in the syllabus.

Signature: 


Date: 


Accepted: 


(Instructor’s name)

Date:


BIO activity 2–6W

Activity 2–6W: A dialogue with a Manager about the Management of Expectations and Learning
Objective:

To spend some time with a manager and discuss his or her views regarding expectations, managing expectations, and learning.

Task 1:

Review carefully the key concepts discussed in the module and, following the basic notions of appreciative inquiry, develop a semistructured interview guide for a 30–minute interview with a manager.

Task 2:

Visit the manager and explore with her or him the nature of the organization.  Try to learn about the history of the company, what made it successful, and his or her philosophy about managing employee and customer expectations.  Next try to discuss the manager’s views on learning.  How does the firm nurture individual and team learning?  How does the company help the teams to acquire the team–based learning competencies?  What are some of the organizational mechanisms that were established to nurture organizational learning?

Task 3:

Write up your findings and be ready to share them in class.

Activity 2-7A: Group Dialogue About Team Goals and Behavior
This will be one of your first activities of a group of individuals who will form a team, which during the time of the course will be assigned a variety of tasks to complete as a team. As a “learning-by-doing” activity, your team will experience and learn how an effective team operates, and individually how you can be a more effective team member.

If this is your first meeting as a team, you should first introduce yourselves to each other. Then, decide on a name for your team. Next, you should decide on some goals for your team. Finally, you should list some individual behaviors that would help the team achieve their goals. You can record these on the attached sheet. The sheet will be collected at the end of the session. None of the things you decide on today are written in stone. You can change any of them at any time. You will be given a specific opportunity later in the course to review them.

TEAM NAME: ______________________________________________________

TEAM MEMBERS:
________________________




________________________




________________________




________________________




________________________




________________________
TEAM GOALS:



1.



2.



3.



4.



5.



6.

BEHAVIOR NECESSARY FOR GOAL ACHIEVEMENT:

1.



2.



3.



4.



5.



6.

Activity 3–4W: Creating a Dialogue with a Leader*
Objectives:

a.
To develop an awareness of aspects of leadership that are important to you.

b.
To enable you to learn from your own past experiences with a person who has acted as a leader.

c.
To integrate what you have learned about leadership theory with what you know about leadership based on your own experience.

Task 1 (Homework):

Choose a person whom you admire as a leader.  Choose someone you respect for his or her positive qualities and actions.  It is best if the individual is someone you know personally, such as your supervisor at work, a leader of an organization at school or at a religious institution, or someone in your family.  If you cannot think of any such person, you might choose someone of national or international importance whom you know through the news media; or you might choose a historical person about whom you have read, such as Gandhi, Clara Barton, or Abraham Lincoln.  Be sure, however, that this is a person you have some knowledge of and from whom you want to learn.

Task 2 (Classroom):

Follow your instructor’s guidance through the steps of this exercise, which is based on a journal–writing technique developed by Ira Progroff and described in At a Journal Workshop (New York: Dialogue House, 1973).  There are nine steps to the exercise.  In the first step, you will have a few minutes to relax so that you will be less distracted by everyday tension and more able to enter into your imagination.  In the next step, you will remember the leader you have chosen and write a brief statement about your relationship with him or her.  Then you will imagine the person as clearly and in as much detail as possible and recall and list some of the important times in this person’s life.  The next step in the exercise is to imagine having a dialogue with this person about leadership and to record the results of this imagined conversation.  After reflecting on the dialogue, you will read what you have written, add what you wish, and then record your feelings.  Then you will return from your imagination to your classroom.  While you will not be required to share what you have written, you will have the opportunity to share what you wish and to discuss what you have learned about leadership from this experience.

a.
Discuss what you choose about this experience with a small group or in the class.  Your instructor will provide you with questions to focus your discussion.

Suggestions for Discussion Questions

1. What was this exercise like for you?  Was it difficult or easy for you to choose a leader with whom to dialogue?  Why?

2. Were you surprised by anything that occurred during the exercise?  What?  What did you learn about this leader or about leadership from this surprise?

3. What one thing about leadership emerged as most important to you?

4. How is your personal, experienced–based understanding of leadership, as articulated through this exercise, like what you have learned about leadership from the readings and lectures?  How is it different?

5. If the person you chose for this dialogue is someone with whom you have regular contact, will you relate differently to him or her the next time you meet?  If so, how?  Do you think you would like to have a real–life conversation with this person about leadership?  How might you go about doing so?

Activity 3–5W: Least Preferred Co–Worker (LPC) Scale
Objectives:

a.
To provide you with personal data that will increase your understanding of Fiedler’s theory and research.

b.
To explore the managerial and research implications of Fiedler’s work.

Task 1 (Homework):

a.
Complete the ratings for the “Least Preferred Co–Worker (LPC) Scale,” which follows.

b.
Read the summary of Fiedler’s work in this chapter.

c.
Compare your own LPC score with those of high and low LPC leaders described following the “Least Preferred Co–Worker (LPC) Scale” form.

d.
Prepare the following questions for classroom discussion:

1. What do you see as possible strengths and weaknesses of Fiedler’s work?  What are the implications of the research for managers?  for trainers?

2. How do you interpret your own LPC score?  What cautions must you observe in making such interpretations and using the score?  Would you want it used by your own manager in a business situation to make decisions about you?

3. Study question: You are the manager of a unit with many task groups.  You have to pick supervisors for each task group.  You assign a very autocratic person (the only person available at this time) to a group that is to perform a new activity of a very unstructured, ambiguous nature.  The supervisor has a reputation for not getting along well with employees.  In discussing the assignment, you express frankly your concern for his or her ability to handle people.  You also observe that this individual is personally so well organized that he or she could find working with such an ambiguous assignment somewhat frustrating.  The supervisor acts a little defensive and responds with rather exaggerated confidence, “Don’t worry about me; just give me full authority and leave me alone and we’ll get results.”  Do you think the chances of this supervisor performing successfully are high or low?  Give reasons for your answer.

Task 2 (Classroom):

a.
Provide your LPC scores to your instructor, if requested to do so, so the range and mean (average) for the class can be figured.  (Note: There is no need to identify yourself when providing your score.)
b.
Discuss the questions from task 1d.

c.
The instructor will provide critiquing comments on Fiedler’s work.

Instructions for Least Preferred Co–Worker (LPC) Scale*
Throughout your life you will have worked in many groups with a wide variety of different people — on your job, in social groups, in church organizations, in volunteer groups, on athletic teams, and in many other situations.  Some of your co–workers may have been very easy to work with in attaining the group’s goals, while others were less so.  

Think of all the people with whom you have ever worked, and then think of the person with whom you could work least well.  He or she may be someone with whom you work now or with whom you have worked in the past.  This does not have to be the person you liked least, but should be the person with whom you had the most difficulty getting a job done.

Describe this person on the scale that follows by placing an “X” in the appropriate space.  The scale consists of pairs of words that are opposite in meaning, such as Very Neat and Very Untidy.  Between each pair of words are eight spaces to form a scale like this:

	Very
Neat
	
______
	
______
	
______
	
______
	
______
	
______
	
______
	
______
	Very
Untidy

	
	8
	7
	6
	5
	4
	3
	2
	1
	


Thus, if you ordinarily think of the person with whom you work least well as being quite neat, you would mark an “X” in the space marked 7, like this:

	Very
Neat
	
______
	
     X     
	
______
	
______
	
______
	
______
	
______
	
______
	Very
Untidy

	
	8
	7
	6
	5
	4
	3
	2
	1
	

	
	Very
Neat
	Quite
Neat
	Somewhat
neat
	Slightly
Neat
	Slightly
Untidy
	Somewhat
Untidy
	Quite
Untidy
	Very
Untidy
	


If you ordinarily think of this person as being only slightly neat, you would put your “X” in space 5.  If you think of this person as being very untidy (not neat), put your “X” in space 1.

Look at the words at both ends of the line before you mark your “X.”  There are no right or wrong answers.  Work rapidly: your first answer is likely to be the best.  Do not omit any items, and mark each item only once.  

Now go to the scale sheet on the next page and describe the person with whom you can work least well.

Name: ________________________________________
Date: ___________________________

Least Preferred Co–Worker (LPC) Scale

	
	
	
	
	
	
	
	
	
	
	Scoring*

	Pleasant
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Unpleasant
	___

	Friendly
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Unfriendly
	___

	Rejecting
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Accepting
	___

	Tense
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Relaxed
	___

	Distant
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Close
	___

	Cold
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Warm
	___

	Supportive
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Hostile
	___

	Boring
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Interesting
	___

	Quarrelsome
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Harmonious
	___

	Gloomy
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Cheerful
	___

	Open
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Guarded
	___

	Backbiting
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Loyal
	___

	Untrustworthy
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Trustworthy
	___

	Considerate
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Inconsiderate
	___

	Nasty
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Nice
	___

	Agreeable
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Disagreeable
	___

	Insincere
	___
1
	___
2
	___
3
	___
4
	___
5
	___
6
	___
7
	___
8
	Sincere
	___

	Kind
	___
8
	___
7
	___
6
	___
5
	___
4
	___
3
	___
2
	___
1
	Unkind
	___

	
	
	
	
	
	
	
	
	
	Total
	___


Summary of High–LPC Leaders

Relationship–motivated or high–LPC leaders (score of 64 or above) tend to accomplish the task through good interpersonal relations with the group in situations in which the group as a whole participates in the task performance.  When their primary goal has been accomplished and things are under control, they may behave in a brusque, authoritarian manner which is seen as inconsiderate by subordinates.  In a tense, anxiety–arousing situation, they may become so concerned with interpersonal relationships that they fail to accomplish the task.

Summary of Low–LPC Leaders

Task–motivated or low–LPC leaders (score of 57 and below) are strongly motivated to accomplish successfully any task to which they have committed themselves.  They do this through clear and standardized work procedures and a no–nonsense attitude about getting down to work.  Although they want to get the job done, they will care about the opinions and feelings of subordinates as long as everything is under control.  But in low–control situations, they will tend to neglect the feelings of group members in an effort to get the job done — “business before pleasure!”  For them there is no conflict between the esteem they get from subordinates and the esteem from their boss.  They use the group to do the job, and when they feel that the situation is under control, they try to do this as pleasantly as possible.

Remember that the descriptions of relationship– and task–motivated persons are useful and fit many people quite well.  However, you should always keep one important point in mind: Whether you are a “true type” or a combination of leadership types, your effectiveness as a manager will depend on how well your individual personality and leadership style fit the requirements of your leadership situation, and not on whether you scored high or low on the LPC scale.

Activity 3–6W: Exercising Your Leadership Skills*
Objective:

To gain some useful experience in leadership, to reflect on that experience, and to analyze your own unique behavior as a leader.

Task 1:

Persuade eight people to do some notable activity together as a group for at least two hours, an activity that they would not normally do without your intervention.  You may not tell them that this is a class assignment.  It can be any eight people: friends, family, roommates, club members, people at work.  The activity should be something more substantial than watching TV or going to a movie or just sitting around together.  Some very unusual things have occurred as a result of this activity.  An elderly man’s house got a much–needed paint job, a woman with a severe illness had her yard weeded and cleaned, and students participated in relief work at a local hospital during an earthquake and visited a dying patient, to name just a few examples.

Task 2:

Write a one–page report of your activity.  Describe how you brought the group together and what forms of motivation it took to mobilize the participants.  Develop your “vision” and how you presented it to your volunteers.   Describe your accomplishments.

Task 3:

The instructor picks about five of the best examples and has students share the highlights of their leadership experience.  One person can make a difference by enriching the lives of others even if just for a few hours.  And for all of the frustrations and complexities of leadership, the tingling satisfaction that comes from success can be most addictive.  The capacity to make things happen can become its own form of motivation.

Activity 3-7A:  Leadership Development: 360 Degree Feedback
Activity 7-3: Three Essential Process Tools for Teams: The Eye Pie, Voice Box, and Power Puzzle (Team Analysis and Development Instruments)

Objectives

To help group members get a better understanding of team dynamics.  As aids for better understanding the group in action, these exercises can help a group become a high performing team.

Time

Each activity takes from thirty minutes to four hours, depending on the amount of time desired for discussion and feedback.

Number of Participants

Restricted only by facilitators ability to facilitate group member interactions, the average ranges from three to eight group participants.

Materials and Equipment

Paper and pencil.

Procedure

The three following exercises can greatly help a group become both more aware of how it is working together, and when combined with challenging tasks that depend on contributions from all members, these exercises can also help the group become a higher performing team in terms of task accomplishment.  When working with groups who wish to become high performing teams, use all three exercises.  Start with the Eye Pie, move the Voice Box, and complete the exercises with the Power Puzzle.

Begin by giving the group an activity to accomplish in a pre-determined amount of time.  For example, if used as a team forming activity, the group is given twenty to forty minutes to come up with an agreed upon group mission statement.  Mission statement being defined as the groups purpose for being and what they hope to accomplish together.  The success of doing this is not the critical factor, nor is total consensus on the outcome, what is important is the structured activity setting that provides an opportunity to observe the groups functioning.  In order not to influence the natural way of dealing with each other, little is shared about this exercise until after the accomplishment of the task.

A. The Eye Pie Activity: In this exercise the purpose is to help a group of individuals assess the direction and amount of eye contact existing in their group.  After the allotted period of time, ask the group to process itself in the following manner—looking back on the group experience, each person working alone is asked to complete a distribution chart in the form of a “pie graph” showing the amount of eye contact each person received during their just completed task.

This is best explained by visually showing what a “pie” would look like, a large round circle that without any slices formed would represent 100% of possible eye contact.  A near impossibility in terms of actual distribution as that would mean everyone looked at one person while that person did not look at anyone.  At the other extreme would be for all participants to have equal time, a group of five having 20% distribution for all members.  Extremes in the distribution of eye time is a rare event, most often there is an unequal, yet all inclusive distribution, where each member receives eye attention, but some receive more than others.  As members report back their shared perceptions of the percentage of eye contact given each member, the results can represent significant learning about the communication and status dynamics within the group.

Imagine being a camera looking down on the group from above and recording the distribution of eye contact.

B. The Voice Box Activity: The purpose of this exercise is to help group members get an understanding of who is doing the talking and for how long, within the time available for the accomplishment of the group task, in this case the group’s vision statement.  After finishing the task, ask the group to process itself in the following manner—looking back on the groups experience, each person working alone is asked to complete a distribution chart in the form of a “box graph” recording the amount of time each person spent talking during the allotted time for the group task.

This is also best explained by visually showing a “time block,” a square that represents all the time the group had to complete its task.  The block is then subdivided into sections, each representing the percentage of time each individual spent talking.  As with the Eye Pie, extremes of distribution are rare, unequal yet all inclusive is more the common finding.

Imagine being a tape recorder and recording the whole conversation and then running the counter to determine the distribution of time.

C. The Power Puzzle Activity: This exercise’s purpose is to help group members get a picture of the perceived power relationships occurring as the group went about performing its task.  After the allotted time for the completion of the group task, ask the group to process itself in the following manner—looking back on the groups experience, each person working alone is asked to complete a “power puzzle” depicting the relationships they saw occurring in the group as it went about accomplishing its task.

This is best explained without visual queues, reason being that it might taint the participants ideas about what figures to use in their representation.  Ask group members to draw the groups process interactions, using any combination of shapes, sizes, shading, and interaction representations.  The desire is for members to create representations of how they feel they fit into the groups power relationships and the groups interactions.  Try to encourage individual creativity in this exercise, you might even want to provide colored pencils, additional paper, and even three dimensional art materials, to help elicit a persons individual representation of the groups power relationships.  Since this is a highly personal interpretation, it is important that there is no critique or criticism about a given individuals creation.

Summarize each activity with a discussion and debriefing period.  It is important not to pass judgment or draw conclusions about the perceptions each brings to the shared experience.  Rather, the facilitator can help to lead the group in a discussion about the possible impact of the perceived behaviors.  The questions should help lead in the discovery of process, and help move a group of people toward becoming a better communicating and more effective team.

Sample process questions include:

· What are the individual and shared perceptions of how much eye contact each person received?  How do estimates compare?  What do differences in perception represent?  Are there socio-cultural influences in action?  What types of eye contact occurred?

· What are the individual and shared perceptions of how much time each person spent talking?  How do estimates compare?  What do differences in perception represent?  What socio-cultural influences are in action?  What type of talking was occurring, task oriented or other?  How do findings compare to the earlier non-verbal Eye Pie findings?  Are they same or different?  What might that say about the reality of group dynamics?  e.g. if one person does most of the talking, but another gets most of the looks, what does that mean about the groups interaction process?

· What are the individual and shared perceptions of the power relationships and dynamic processes in action?  How do estimates compare?  What do differences in perception represent?  Are there “hidden” dynamics?  What lies behind the used symbols of power?  How are they interpreted by different group members?

· Where was there agreement on percentages and where was there disagreement?

· What would it mean to have near equal percentages/perceptions?  Is that an image or reality we seek?  Why or why not?

· What types of tasks require more equality, which ones may not?

· What kinds of groups, or groups with what kind of participants, need equal percentage distribution?  Which kind may not need or desire equal distribution?

· How do these behaviors, eye contact, time talking and power relationships, help a group become a team?  What kinds of behaviors/percentages limit, and what kinds of behaviors/percentages facilitate team development?  Relate this to your teams development, how can this knowledge be used now to improve your teams performance?

· What have you learned from these exercises and discussions?  What needs to be done to incorporate learning and improve team functioning?  What learning will you take with you to use in other group experiences to develop your team?

Customization and Options

Each exercise can be done by an external facilitator, by group members alone, or by both.  They may be done as a stand alone exercise or as a set.  Individually, each of the three activities focuses on a specific group process dynamic and can tell a great deal about that dynamic.  However, when used together and cross referenced, these exercises can undercover dynamics that would otherwise go unnoticed.  Example: the individual who never talks but has all the power, people often look at them for silent approval.  If just one exercise was conducted, this dynamic might be missed.

They can be used for group forming, and may be repeated during the life of the team to monitor changes in group dynamics and establish benchmarks.  When used at specific set times over the teams life these exercises can give insight into the evolution and flow of changes in the group.  These changes, plotted in time, can then be correlated with internal and external events pointing to areas where individual expertise came into play at different times and under different circumstances in accomplishing the group task.  This can help identify team strengths and weaknesses.

Another option is to represent an additional dimension of a particular dynamic through the use of coloring or shading in an individuals portion of the pie/box, e.g. different shading could represent degrees of tone (positive, neutral, negative) in an individuals contribution to a group discussion.  It is also possible to add another slice to the pie/box to represent time when no talking occurred or eye contact was made or it was non-task oriented.  The Power Puzzle may also be expanded to use other mediums to create three dimensional forms.

Facilitator Expertise

None needed, but an understanding of verbal/non-verbal group dynamics can be helpful in the discussion and debriefing.

Figures

This diagram is an example of a tool to aid in recording and monitoring group dynamics.
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Begin by drawing a representing figure for each group member, then as each member receives eye contact or speaks (depending on the type of exercise being facilitated), they receive a hash mark.  The final tally can be used to facilitate discussion about differences in perceptions.

Example of Eye Pie:



Example of Voice Box:


Example of a power puzzle:

*DO NOT SHOW PRIOR TO COMPLETION OF INDIVIDUAL CREATIONS

This is given only as one of many possible options, others include: cartoons, pictures of objects, people, or places, abstracts, impressionistic, formulas, mathematics, etc.  Basically any “picture” that has meaning to the individual.

The example shown is an interpretation of a seven member group.  It shows (A) three sub-groups within the team, (B) the dotted and dashed lines show types of communication, (C) it depicts a force or pressure between two sub-groups, (D) it shows a member of the “ovals” to be perceived as having a hidden motive, and (E) a member that does not “fit” any of the sub-groups, but has contact to all groups.

Objective

To examine individual versus group perceptions of developmental factors that directly impact leadership effectiveness.  The instrument contained as a part of this activity utilizes the group learning activities in this textbook as a substitute for the workplace that you will become a part of upon graduation.  These factors do not rely on innate traits, but rather factors that can be learned from experience.  These skills and perspectives really matter in a career.  The power of this activity will largely become a factor of the willingness of the student to become an adventurer in the quest for knowledge and personal growth.  Each of the factors considered have been shown to contribute to the success or failure of executives in major public and private organizations.  If they are understood, they could contribute to the extent each adventurer realizes his or her potential as a future leader.

Task 1: Distribute a copy of the form titled 360 Degree Leadership Feedback to each member of your group with your name on it.  Ask them to rate you from 1 to 5 on each continuum and anonymously return the form to you.  Fill out one form indicating on each of the 18 continuums how you believe your group will rate you.

Task 2: Using the Scoring sheet record your scores for round 1 by placing the letter “S” and then record the corresponding average of the group scores by placing the letter “G.”  Utilizing a highlighter, highlight the three most dissimilar responses (where there is a gap between your score and the group average.)  Record those three developmental continuums in the space provided for round 1.

Task 3: Develop a written strategy for bringing the scores more in line with what you would like the perception of you to be.  You may seek more feedback from your group, you may want to read more about the underlying concepts, you may wish to seek advice from your instructor, or you may pick someone to utilize as a role model and spend some time with him/her.

Task 4: Repeat tasks 1-3 at mid quarter/semester and at the end of the quarter/semester to determine if you have enhanced your leadership skills and the accuracy of your self perception.  The group has potential for becoming a “Greenhouse” for individual growth and development, but only in proportion to the individual and the group’s commitment to this process.  Just as we cannot see the daily growth of a plant, we often fail to see our own growth or allow for it in others.  By taking multiple measurements we can correct, redirect our energies, and grow.  Without purposeful continuous feedback, we are like a person fumbling in the dark unaware of the obstacles in our path and the resources we have to overcome them.

Note: In responding to each of your peers’ requests for feedback, take time to weigh changes you have observed, allow for the possibility of improvement, and maintain the confidentiality that this exercise requires.  Remember that real growth is possible when the giver of feedback is allowed to remain anonymous and the purpose of the feedback is not a grade or monetary gain, but rather personal growth.  You will be playing two roles in this activity, enhancing your own growth and contributing to the growth of another.

360 Degree Leadership Feedback

The following scales contain a continuum, you are to select the point on this continuum that you believe will be most consistent with the perception of you by your peers in this group.  You will solicit feedback from each member of your group as to their perception of your leadership abilities, they will do so anonymously.  You will then have an opportunity to compare the results of this feedback with your own assessment.

	
	
	5
	4
	3
	2
	1
	

	1.
	Strategic Thinker
	___
	___
	___
	___
	___
	Reactor

	2.
	Perseverance
	___
	___
	___
	___
	___
	Gives-up Easily

	3.
	Quick Study
	___
	___
	___
	___
	___
	Slow to Learn

	4.
	Quick to Act
	___
	___
	___
	___
	___
	Very Cautious

	5.
	Delegates
	___
	___
	___
	___
	___
	Makes all Decisions

	6.
	Supports Growth
	___
	___
	___
	___
	___
	Prefers Status Quo

	7.
	Handles Problems
	___
	___
	___
	___
	___
	Avoids Problems

	8.
	Works Through Team Members
	___
	___
	___
	___
	___
	Does Not Utilize Group Process

	9.
	Seeks Challenges from Others
	___
	___
	___
	___
	___
	Avoids Challenges from Others

	10.
	Resolves Conflict
	___
	___
	___
	___
	___
	Avoids Conflict

	11.
	Sensitive to Others
	___
	___
	___
	___
	___
	Insensitive to Others

	12.
	Forthright
	___
	___
	___
	___
	___
	Hedges

	13.
	Balances Work Life
	___
	___
	___
	___
	___
	Concentrates on Work

	14.
	Accurate Self
	___
	___
	___
	___
	___
	Unaware of Self Image

	15.
	Friendly
	___
	___
	___
	___
	___
	Cold/Distant

	16.
	Flexible
	___
	___
	___
	___
	___
	Inflexible

	17.
	Independent
	___
	___
	___
	___
	___
	Dependent

	18.
	Follows Through
	___
	___
	___
	___
	___
	Lacks Follow-up

	
	
	5
	4
	3
	2
	1
	


Record your score for each continuum by placing “S” (Self); record the average score for each continuum by placing the letter “G” (Group).  With your Highlighter, highlight any score that is substantially different from your own rating.

	
	Round
1
	Round
2
	Round
3
	

	
	Self
	Group
	Self
	Group
	Self
	Group
	

	1.
Strategic
	
	
	
	
	
	
	Reactor

	2.
Preservers
	
	
	
	
	
	
	Gives-up

	3.
Quick
	
	
	
	
	
	
	Slow

	4.
Acts
	
	
	
	
	
	
	Cautious

	5.
Delegates
	
	
	
	
	
	
	Decides

	6.
Growth
	
	
	
	
	
	
	Status Quo

	7.
Handles
	
	
	
	
	
	
	Avoids

	8.
Team
	
	
	
	
	
	
	Individual

	9.
Seeks
	
	
	
	
	
	
	Avoids

	10.
Resolves
	
	
	
	
	
	
	Avoids conflict

	11.
Sensitive
	
	
	
	
	
	
	Insensitive

	12.
Forthright
	
	
	
	
	
	
	Hedges

	13.
Balances
	
	
	
	
	
	
	Concentrates

	14.
Accurate
	
	
	
	
	
	
	Unaware

	15.
Friendly
	
	
	
	
	
	
	Distant

	16.
Flexible
	
	
	
	
	
	
	Inflexible

	17.
Independent
	
	
	
	
	
	
	Dependent

	18.
Follow-up
	
	
	
	
	
	
	Lacks


Select Developmental factors you might want to do some work on, focus on two or three at most:

Round 1:



Round 2:



Round 3:



As you consider the developmental continuum you are working on, consider the role of feedback from other group members, course materials, skill building exercises, and people you know who may function as a role model or mentor.  (We all learn from imitating those we admire or look up to, pride sometimes prevents us from seeing a peer as a possible source of enhancing our own growth.)

Sequencing Leadership Development: 360 Degree Feedback and the other activities

Two sequences work well:

1.
Questionnaire on Leadership Development: 360 Degree Feedback as homework


Lecturette on text models


Scoring of individual’s questionnaires

2.
Questionnaire on Leadership Behavior as homework


Activity 3-3 in classroom


Lecturette on text models


Scoring of individuals’ Questionnaires

The Activity involving 360 Degree Feedback is meant to be administered three (3) times during the course.  The first administration during Module 3 will draw heavily on first impressions, the second administration should be given somewhere about midway through the course and the last administration of the survey should be just before finals.  The individual student will receive a lot of feedback about his/her key leadership development.  These scales were developed based on the research of the Center for Creative Leadership of executives and those skills that were essential in their development as leaders.  Each of the scales draw on attributes that can be learned and developed.  The individual student will have an opportunity to compare his/her self perceptions with those of the group/team they work with, much the same as it is in the work-place.

Instructions:

1.
Explain that survey items have been derived from extensive research of Business Leaders, and are learnable skills.

2.
Encourage each student to take some time alone to fill out a survey on each team member and to return it to them anonymously (the research indicates that anonymity is essential.)

3.
Each student should fill out a survey on themselves before collecting their surveys from others.

4.
Each student should compute the average score for each dimension (Wide variability of scores should be indicated by an * asterisk for each dimension where it occurs for latter reference.)

5.
Students should spend some time studying their results, they should consider significant differences in group ratings vs. theirs (.75 or greater) and scores where there is wide variability in scores marked with asterisk.

6.
Class time should be available for distribution of surveys, collection of surveys and some group time to share results and to further enhance individual understanding of the process.

7.
The value of this activity becomes a lot clearer as the course progresses, and students report valuable learning’s as a result of this experience.

For further reference, see Fortune October 17, 1994 “360 Feedback Can Change Your Life” pages 93-98.

Assignment of Journal on Team Observations: The handout at the end of this module should  be handed out and discussed at the end of the session when the newly formed teams have completed their first activity together.

Activity 4-5W: Important Days Task
Objectives:

a.
To demonstrate problem solving as a small group skill.

b.
To show that group solutions can be superior to those of individuals under certain conditions.

c.
To identify the types of behavior on the part of team members that facilitate problem–solving effectiveness.

Task 1:

a.
Individuals, working alone, will complete the “Important Days Task” worksheet.  
(Time: 10 to15 minutes)

Task 2:

a.
Individuals are to sit with their regular teams; it will not be necessary to appoint a spokesperson for this exercise.

b.
Teams are to solve the problem as a team and arrive at a team solution for the problem.  In doing so, the team should try to reach consensus and not use majority vote, trading, or averaging in reaching decisions.

Consensus is a decision process for making full use of available resources for resolving conflicts creatively.  Consensus is difficult to reach, so not every ranking will meet with everyone’s complete approval.  Complete unanimity is not the goal — it is rarely achieved.  However, each individual should be able to accept the group rankings on the basis of logic and feasibility.  When all group members feel this way, you have reached consensus and the judgment may be entered as a group decision.  This means, in effect, that a single person can block the group if he or she thinks it necessary; at the same time, individuals should use this option in the best sense of reciprocity.  Here are some guidelines to use in achieving consensus:

1. Avoid arguing for your own rankings.  Present your position as clearly and logically as possible, but listen to the other members’ reactions and consider them carefully before you press your point.

2. Do not assume that someone must win and someone must lose when discussion reaches a stalemate.  Instead, look for the next most acceptable alternative for all parties.

3. Do not change your mind simply to avoid conflict.  When agreement seems to come too quickly and easily, be suspicious.  Explore the reasons and be sure everyone accepts the solution for similar or complementary reasons.  Agree only to positions that have objective or logically sound foundations.

4. Avoid conflict–reducing techniques such as majority vote, splitting the difference, or coin tosses.  When a dissenting member finally agrees, don’t feel that that person must be rewarded by having her or his own way on a later point.

5. Differences of opinion are natural and expected.  Seek them out and try to involve everyone in the decision process.  Disagreements can help the group’s decision because with a wide range of information and opinions, there is a greater chance that the group will hit upon more adequate solutions.*
6. As the teams work on a solution to the problems, no references, books, or other aids are to be used.  The group results are to be recorded in the column titled “Team Ranking”.  The individual rankings completed prior to the exercise should not be changed; they will be scored later.
(Time: 30 to 45 minutes)

Task 3:

a.
The correct answer to the exercise will be provided by the instructor.

b.
Individuals will calculate a total error score for their own solutions as follows:

	If Your
Answer Is
	
If Key Is
	Difference
Between The Two Is

	15
	4
	11

	5
	7
	2

	11
	2
	9

	etc., for all items
	etc.
	etc.

	
	
	

	
	
Total Error Score*
	



	*Add up without regard to pluses and minuses.
	


c.
Calculate the team score in the same manner.

d.
Calculate the average score for the individuals in your group by adding all scores and dividing by the number of members.

e.
The instructor will record and display the results for all teams.  Table 5–4A is provided for you to record them.

f.
Discussion question: Why were the group solutions in this activity superior to those of the average of the individual team members or, for some teams, superior to the “best” individual member?

Table 4-5A

Error Scores for Individuals and Groups on “Important Days Task” for Your Class

	
	Before Discussion
	After Group Discussion

	

Group
	Average Error
Score of Group Members
	Error Score of
Most Accurate
Group Member
	
Group Error
Score
	Gain or Loss
over Average
Error Score
	Individuals in
Group Superior
to Group Score
	Gain or Loss over
Most Accurate
Individual

	1
	
	
	
	
	
	

	2
	
	
	
	
	
	

	3
	
	
	
	
	
	

	4
	
	
	
	
	
	

	5
	
	
	
	
	
	

	6
	
	
	
	
	
	

	7
	
	
	
	
	
	

	8
	
	
	
	
	
	

	Overall
Average
	
	
	
	
	
	


IMPORTANT DAYS TASK

The words below represent important days.  You are to write in the approximate date of each item and rank them from 1 to 21, according to the sequence in which they occur during the year.  Do this from memory.  Guess when you do not know, but assign each a number without using the same number twice.

	

Item
	
Approximate Date
	Your
Ranking
1 to 21
	
Your Error
Points
	

Key
	Team
Ranking
1 to 21
	
Team Error
Score

	bird
	__________
	__________
	__________
	__________
	__________
	__________

	SOS
	__________
	__________
	__________
	__________
	__________
	__________

	red suit
	__________
	__________
	__________
	__________
	__________
	__________

	ldes
	__________
	__________
	__________
	__________
	__________
	__________

	time
	__________
	__________
	__________
	__________
	__________
	__________

	flag
	__________
	__________
	__________
	__________
	__________
	__________

	election
	__________
	__________
	__________
	__________
	__________
	__________

	St. Patrick
	__________
	__________
	__________
	__________
	__________
	__________

	vernal equinox
	__________
	__________
	__________
	__________
	__________
	__________

	firecrackers
	__________
	__________
	__________
	__________
	__________
	__________

	graveyard
	__________
	__________
	__________
	__________
	__________
	__________

	brides
	__________
	__________
	__________
	__________
	__________
	__________

	work
	__________
	__________
	__________
	__________
	__________
	__________

	Washington
	__________
	__________
	__________
	__________
	__________
	__________

	cats
	__________
	__________
	__________
	__________
	__________
	__________

	hearts
	__________
	__________
	__________
	__________
	__________
	__________

	lilies
	__________
	__________
	__________
	__________
	__________
	__________

	clown
	__________
	__________
	__________
	__________
	__________
	__________

	Santa Maria
	__________
	__________
	__________
	__________
	__________
	__________

	Bastille
	__________
	__________
	__________
	__________
	__________
	__________

	outgo
	__________
	__________
	__________
	__________
	__________
	__________

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	Your Total Error Score
	Team’s Total Error Score

	
	
	

	
	
	


Activity 4-6W: Task 21

Objectives:

a.
To demonstrate problem solving as a small group skill.

b.
To show that group solutions can be superior to those of individuals under certain conditions.

c.
To identify the types of behavior on the part of team members that facilitate problem–solving effectiveness.

Task 1:

a.
Individuals, working alone, will complete the attached “Task 21” worksheet.
(Time: 10 to 15 minutes)

Task 2:

a.
Individuals are to sit with their regular teams; it will not be necessary to appoint a spokesperson for this exercise.

b.
Teams are to solve the problem as a team and arrive at a team solution for the problem.  In doing so, the team should try to reach consensus and not use majority vote, trading, or averaging in reaching decisions.

Consensus is a decision process for making full use of available resources for resolving conflicts creatively.  Consensus is difficult to reach, so not every ranking will meet with everyone’s complete approval.  Complete unanimity is not the goal — it is rarely achieved.  However, each individual should be able to accept the group rankings on the basis of logic and feasibility.  When all group members feel this way, you have reached consensus and the judgment may be entered as a group decision.  This means, in effect, that a single person can block the group if he or she thinks it necessary; at the same time, individuals should use this option in the best sense of reciprocity.  Here are some guidelines to use in achieving consensus:

1. Avoid arguing for your own rankings.  Present your position as clearly and logically as possible, but listen to the other members’ reactions and consider them carefully before you press your point.

2. Do not assume that someone must win and someone must lose when discussion reaches a stalemate.  Instead, look for the next most acceptable alternative for all parties.

3. Do not change your mind simply to avoid conflict.  When agreement seems to come too quickly and easily, be suspicious.  Explore the reasons and be sure everyone accepts the solution for similar or complementary reasons.  Agree only to positions that have objective or logically sound foundations.

4. Avoid conflict–reducing techniques such as majority vote, splitting the difference, or coin tosses.  When a dissenting member finally agrees, don’t feel that that person must be rewarded by having her or his own way on a later point.

5. Differences of opinion are natural and expected.  Seek them out and try to involve everyone in the decision process.  Disagreements can help the group’s decision because with a wide range of information and opinions, there is a greater chance that the group will hit upon more adequate solutions.*
6. As the teams work on a solution to the problems, no references, books, or other aids are to be used.  The group results are to be recorded in the column titled “Group Score”.  The individual rankings completed prior to the exercise should not be changed; they will be scored later.
(Time: 30 to 45 minutes)

Task 3:

a.
The correct answer to the exercise will be provided by the instructor.

b.
Individuals will calculate a total error score for their own solutions as follows:

	If Your
Answer Is
	
If Key Is
	Difference
Between The Two Is

	15
	4
	11

	5
	7
	2

	11
	2
	9

	etc., for all items
	etc.
	etc.

	
	
	

	
	
Total Error Score*
	



	*Add up without regard to pluses and minuses.
	


c.
Calculate the team score in the same manner.

d.
Calculate the average score for the individuals in your group by adding all scores and dividing by the number of members.

e.
The instructor will record and display the results for all teams.  Table 5–5 is provided for you to record them.

f.
Discussion question: Why were the group solutions in this activity superior to those of the average of the individual team members or, for some teams, superior to the “best” individual member?

Table 5–5

Correct Answer Scores for Individuals and Groups on “Task 21” for Your Class

	
	Before Discussion
	After Group Discussion

	

Group
	Average
Score of Group Members
	Score of
Most Accurate
Member
	

Group Score
	Gain or Loss
over Average
Score
	Individuals 
Superior to
Group Score
	Gain or Loss over
Most Accurate
Member

	1
	
	
	
	
	
	

	2
	
	
	
	
	
	

	3
	
	
	
	
	
	

	4
	
	
	
	
	
	

	5
	
	
	
	
	
	

	6
	
	
	
	
	
	

	7
	
	
	
	
	
	

	8
	
	
	
	
	
	


TASK 21

Each of the 21 numbers listed below should suggest to you the idea, fact, word, phrase, quotation, or event that is to be completed to the right of it.  For example:

1001 = A.N. (Arabian Nights)
3 = T_ _ _ _ _ B_ _ _ _ M_ _ _.  (Three Blind Mice)
7 = S.D. and S.N. (Seven Days and Seven Nights)

Working alone, complete as many items as you can.  (Five is about average.)  After you have worked for a while, your instructor will ask you to get together with other participants to do a group solution.  Don’t be threatened.  This has nothing to do with your intelligence and is more related to mental flexibility.

	
	
	Score One Point for
Each Right Answer

	
	Item
No.
	Your
Score
	Group
Score

	(1)
	1 = Y_ _ _ of O_ _ L_ _ _.
	_________   (1)
	_________

	(2)
	2 = T_ _ W_ _ _ _ _ D_ N_ _ M_ _ _ a R_ _ _ _.
	_________   (2)
	_________

	(3)
	3 = T_ _ _ _ of a K_ _ _.
	_________   (3)
	_________

	(4)
	4 = G_ _ _ C_ _ _ _ _ W_ _ _ _ _ _.
	_________   (4)
	_________

	(5)
	5 = P_ _ _ _ _ _ on a B_ _ _ _ _ _ _ _ _ T_ _ _.
	_________   (5)
	_________

	(6)
	6 = P_________ on the S________ of D____________.
	_________   (6)
	_________

	(7)
	7 = to be in S____________ H______________.
	_________   (7)
	_________

	(8)
	8 = B_ _ _ _ _ the E_ _ _ _ B_ _ _.
	_________   (8)
	_________

	(9)
	9 = S_ _ _ _ in T_ _ _ S_ _ _ _ N_ _ _.
	_________   (9)
	_________

	(10)
	10 = H_ _ _ T_ _.
	_________ (10)
	_________

	(11)
	11 = P_____________ on a F. T_____________.
	_________ (11)
	_________

	(12)
	12 = B_ _ _ _ _ D_ _ _ _.
	_________ (12)
	_________

	(13)
	13 = O_ _ _ _ _ _ _ S_ _ _ _ _ in the U.S.
	_________ (13)
	_________

	(14)
	14 = a F_ _ _ _ _ _ _ _.
	_________ (14)
	_________

	(15)
	15 = F_ _ _ _ P_ _ _ _ in T_ _ _ _ _.
	_________ (15)
	_________

	(16)
	16 = S_ _ _ _ S_ _ _ _ _ _.
	_________ (16)
	_________

	(17)
	17 = S_ _ _ _ _ _ _ _ Y_ _ _ L_ _ _ _ _.
	_________ (17)
	_________

	(18)
	18 = L_ _ _ _ A_ _ to V_ _ _.
	_________ (18)
	_________

	(19)
	19 = T_ _ _ _ _ minus O_ _.
	_________ (19)
	_________

	(20)
	20 = F.S. and S.Y.A. _________________.
	_________ (20)
	_________

	(21)
	21 = L.A. to D. ______________.
	_________ (21)
	_________

	
	Total Scores
	_________
	_________


Source: The design of this exercise is based on a puzzle titled “Equation Analysis Test,” which appeared originally in the May/June 1981 issue of Games magazine.  We are indebted to Games magazine for permission to follow the puzzle concept.

Activity 4-8W: Decision Making — Japanese Style

Objectives:

a.
To provide an opportunity for you to experience a decision–making process within the Japanese context.

b.
To heighten student awareness of the Japanese style of consensual decision making (ringi/nemawashi).

Task 1:

Within the Japanese culture, a consensual decision–making process emerged — one with two components: ringi and nemawashi — through which Japanese managers involve subordinates in considering the future direction of their companies.  According to this process, ideas for improvement or change that are general in nature are widely circulated to a large number of peers and managers.  An extensive informal communication process, in which agreements (called nemawashi) are hammered out, is usually followed by a formal document stamped with the seal of every manager who is considered relevant to the decision (called ringi).  Your instructor will explain briefly the Japanese decision–making process and then assign a task.  Each individual is to spend five minutes on his or her set of ideas; these will be written on a piece of paper.

Task 2:

Teams are to meet, with the oldest group member nominated as the group leader (called kacho).  Teams deliberate over the assignment.
(Time: 15 to 20 minutes)

The kachos are to meet in a “fish–bowl situation” to hammer out some sort of initial agreement.
(Time: 15 to 20 minutes)

The class has to decide how to proceed with the process and the discussion.  The goal is to produce ringi document(s) to be signed by all the managers considered relevant to the decision.

Task 3:

The instructor will facilitate a class discussion on the decision–making processes, a comparison of the Japanese consensual decision–making process to other decision–making models, and the cultural context of decision making.

Some Alternative Tasks:

a.
Design a reward structure and processes that would facilitate learning in this course.

b.
Design a final examination process that is both a good learning experience and a valid means of evaluating performance.

c.
Develop a proposal for a new student club in the business school.

d.
Design a structure and processes for admitting new students into the program.

e.
Design a structure and processes for graduate placements in the work environment.

Source: This activity was contributed by Professor William Van Buskirk, La Salle University, Philadelphia, Pennsylvania 19141.  All rights are reserved, and no reproduction should be made without the express approval of Professor Van Buskirk.

Activity 5-5W: A Card Game Called “Norms”

Objective:

To help classroom teams establish norms.

Task 1:

Cut out the 12 cards for this exercise found in the next few pages.  Shuffle the cards.  Cut out the blank cards that will be used for group responses.  Keep the blank cards separate.  Cut out the Agreement Form, and save it for use at the end of the activity.

Task 2:

Take turns drawing cards (which represent situations that may occur in your team) and reading them aloud.  The person drawing the card should serve as facilitator until the next person draws a card.

a.
Discuss times that things similar to the experience listed on the card have happened to you when you’ve been assigned to work in groups.

b.
As a group, decide what your team would do if such a situation happened.  Each person is then to write out the group’s answer on a blank card.  At the end of this exercise, each team member will have a complete deck of cards.

c.
As a group, decide how your team will prevent such occurrences and what norms and sanctions your team will institute to guard against such occurrences.  These should also be written on cards.

d.
Develop additional scenarios of situations you think might occur and repeat steps a, b, and c.

e.
Have all group members agree to abide by your norms and sanctions and sign their names on the Agreement Form.

Source: This activity was contributed by Professor Alice Walton, College of Business Administration, University of Detroit Mercy, Detroit, Michigan 48219–0900.  All rights are reserved, and no reproduction should be made without the expressed approval of Professor Walton.  We are grateful to her.

Activity 5-5W: A Card Game Called Norms
Card Content

	1.
Your team agreed to meet at 1 PM Wednesday afternoon for two hours to work on the project.  Jane doesn’t show up until 1:20.
	2.
Your team divided up the tasks of the project and decided to have a meeting where each person would report on the progress he or she has made.  When it’s Fred’s turn to present, he says that he didn’t have time to complete his part.
	3.
When decisions need to be made during your team’s meetings, Chris often says, “It doesn’t matter what we do.  Let’s just hurry up and get it done and turn it in.”

	4.
Your team members reported on the work each had been doing, but it was clear that Frank had not put much effort into his part.


	5.
The teams are given the next class period to work on their project.  Sandy doesn’t show up; she has all of your team’s materials.
	6.
Phil frequently interrupts other team members during meetings.

	7.
Once Connie has an idea in her head, she won’t listen to anyone else’s opinions.


	8.
Bob takes over team meetings.  Others rarely get a chance to talk.
	9.
Sara is a very popular student.  It seems that other team members always agree with what she says regardless of the quality of her idea.

	10.
Tom comes to all your team’s meetings but rarely contributes.


	11.
During your team meetings, Carolyn starts talking about things unrelated to the project, like what’s happening in other classes and upcoming parties.
	12.
Stan and Beth have very different opinions of how your team’s work should progress.  They seem to be at odds with each other most of the time.  They often argue with each other during team meetings.


	
	
	

	
	
	

	
	
	

	
	
	


Agreement Form

1. We have reached consensus on our team’s set of norms.  The following is the list of the norms:

	A. __________________________________
	H. __________________________________

	B. __________________________________
	I. __________________________________

	C. __________________________________
	J. __________________________________

	D. __________________________________
	K. __________________________________

	E. __________________________________
	L. __________________________________

	F. __________________________________
	M. __________________________________

	G. __________________________________
	


2. We agree to abide by these norms.

3. We will bring up for discussion any perceived violation of these norms.

	Team Members’ Signatures


	Date

	_______________________________________________
	___________

	_______________________________________________
	___________

	_______________________________________________
	___________

	_______________________________________________
	___________

	_______________________________________________
	___________


Activity 5-6W: Individual Role Assessment

Objectives:

a.
To identify individual roles being played by members of a group.

b.
To relate those roles to group performance.

c.
To provide team members with feedback on their group performance.

Task 1 (Homework):

For each member of your classroom group (other than yourself), write down words that describe his or her behavior in the group.  Next, review the section of the text describing individual roles.  Do any of the roles described fit any members of your group?  Which ones?  Finally, which members can best be described as task leaders?  as social (group maintenance) leaders?  Your journal may be of use here.

Task 2 (Group Meeting):

1. Write each member’s name on the board.  Under each name write the words written down by other team members, including any specific roles identified.  Indicate any individuals identified as task or social leaders.

2. Discuss the functionality of the roles observed in the group.  To what extent do they help or hinder group performance?

3. Identify any roles that are not being performed (e.g., critic/evaluator).  Does the lack of this role inhibit the group in any way or reduce its performance?

Task 3 (Classroom — Optional):

Without naming individuals, report back to the class the types of roles found in your groups.  Given the larger sample size of the class, how many different roles are found?  Are any roles not found?  Why might this be so?

Activity 5-7W: Status on the Campus

Objectives:

a.
To identify status as it operates on a college campus.

b.
To examine the role of status on classroom and group operation.

Task 1 (Homework):

Make a list of characteristics that define high status or low status on your campus.  In doing so, think of individuals that you view as “cool” or “awesome” and identify what makes them so.  You can do the same thing with individuals who lack these characteristics.  As another approach, you could try to define what is meant by cool, awesome, or outrageous behavior and then try to identify individuals who possess those characteristics.

Task 2 (Classroom):

Based on individual contributions, develop a class list of factors and behaviors that lead to high status on campus.  Identify items for which there is a high degree of consensus.

Task 3 (Group Meeting — Optional):

Using the list of status factors developed in the class, identify the extent to which group members possess these elements.  Any group member who has a high number of status elements would be identified as having a high degree of external status.  Do you have individuals like this in the group?  Does high external status affect the role that the individual(s) plays in the group?  Why or why not?

Shani, 1998
Behavior in Organizations, 7th edition

Activity 5-8A: Exploring Team Effectiveness and Dynamics: A Winning Team

Objectives:

a.
To investigate factors that affect team development and performance.

b.
To enable you to integrate learning about team characteristics and team effectiveness.

Task 1:

Two options for this activity:

a.
View the eight–minute movie A Winning Team.

b.
As a team, observe a winning sports team in your area.

Task 2:

a.
The team is to recapture the major facts about the sports team and its characteristics.

b.
The team is to analyze the behavior of the sports team.  The instructor might assign a specific theme or topic area that was studied in the course through which they will examine the case (e.g., expectation dynamics, learning theory, leadership theory, open system thinking, group problem solving, group decision making, group dynamics, communication theory, personality theory, perception, team culture).

Task 3:

Each team will share its analysis with the learning community, and the instructor will facilitate a community discussion based on the presentations.

Shani, 1998
Behavior in Organizations, 7th edition

Activity 5-9A: Exploring Team Effectiveness and Dynamics: Twelve Angry Men
Objectives:

a.
To investigate factors that affect team development and performance.

b.
To provide the student with the opportunity to integrate learning about team characteristics and team effectiveness.

Task 1:

View the movie Twelve Angry Men.  The movie can be viewed either as a team outing or in class if time permits.

Task 2:

a.
The team is to recapture the major facts of the 12 jurors’ scripts.

b.
The team is to analyze the behavior of the 12 jurors.  The instructor might assign a specific theme or topic area through which they will examine the case (i.e., expectation dynamics, learning theory, leadership theory, open system thinking, group problem solving, group decision making, group dynamics, communication theory, personality theory, perception, team culture).

Task 3:

Each team will share its analysis with the learning community, and the instructor will facilitate a community discussion based on the presentations.

Activity 7-4W: Learning about Self and Others: Personal Reflection via “Collage”

Objectives:

a.
To identify personal life patterns.

b.
To appreciate individual differences.

c.
To explore the role of “relevant others” in one’s own growth.

Task 1:

Working alone, you will use a heavy piece of paper (poster board is excellent) that is at least 27 inches by 33 inches to produce a collage that expresses your view of your whole life from beginning to end.  Your collage — defined by Webster’s dictionary as “an art form in which bits of objects are pasted on a surface” — would correspond to your own concept of your life.  It can be in any shape and form, can start at any place on the board, and can go in any direction.  The project will capture your past (personal history, unique experiences, critical events/incidents, acquired skills, most influential people in your life, etc.); your present (the here and now, daily life activities and situations, joys and frustrations, current priorities, relevant friends and family, etc.); and your future (fantasies, dreams, goals, hopes and fears, daily life activities, etc.) in any creative form of expression that you can imagine.

You may want to start by going through magazines and cutting out any pictures, graphics, titles, or subtitles that seem relevant to your life.  Old magazines, newspapers, yearbooks, and family picture albums usually help.  Next, you might want to pull together three–dimensional items that seem relevant.

Once you have compiled all this memorabilia, spread it on the floor.  (You being in the center might help.)  The challenge that you face now is organizing this mass of items in some way that will help you express the person that you are.  Move things around until the result feels right.  (You will know when it feels right!)

At this point, get rubber cement, a glue stick, or a stapler, and attach the pictures/graphics/titles/items to the poster board.  Colored marking pens, crayons, and pastels might be handy at this stage.

Task 2:

a.
Individuals are to give three–minute synopses of their collages in small groups.

b.
Each group is to identify common themes or dimensions among the different collages.

c.
Each group is to choose a collage to be shared with the entire class.

Task 3:

The instructor will call upon the group’s spokesperson to share her or his collage.

Task 4:

a.
The instructor will call upon spokespersons to share the common themes or dimensions.

b.
The instructor will facilitate a class discussion based on the themes that emerged from the activity.

Source: This activity was contributed by Professor Ken Boble, College of Business, California Polytechnic State University, San Luis Obispo, California 93407.

Activity 7-5W: Transactional Analysis in the Work Situation

Objectives:

a.
To develop awareness of ego states (PAC) as they operate in transactional analysis.

b.
To develop awareness of the consequences of nonproductive Parent–Child, Child–Parent, and Child–Child transactions.

c.
To develop awareness of the type of transactions that can lead to an Adult–Adult relationship.

Introduction:

You are about to participate in an exercise that will require an observer to use the following concepts for analyzing your interactions and communications:

a.
Ego states.  The mental frame of reference assumed by the individual in a specific communication, that is, the individual is speaking from the mode of either a parent, adult, or child.

1. Parent–type behaviors.  These include telling, directing, or advising another what should, ought, must, or must not be done; judging, criticizing, or implying the same by questions such as, Don’t you think you ought to . . .?; and speaking as an authority figure (boss, mother, father, etc.).  This can, of course, be done from either the authoritarian or the kindly, helpful, supportive mode.

2. Child–type behaviors.  These include emotional or feeling–directed responses such as expression of anger, attacking, or being otherwise aggressive (moving against); withdrawal, apathy, and “don’t care”–type of responses (moving away from); and being overly nice or overly obedient and conforming (moving toward).  These are defensive types of responses; defense mechanisms (for example, denial or rationalization) are often involved.  Child responses include, of course, positive expressions of joy, happiness, creativity, and love, but these are not so apt to show up in a boss–subordinate work relationship, although feeling good about a competent, supportive boss is an emotional response of the child.

3. Adult–type behaviors.  These include problem solving, evaluation of consequences, goal setting, decision making, being open, and leveling.

b.
Complementary transactions.  These are sent from one ego state, which then receives a response from the ego state of the other person to which they were directed.



Boss: If you work particularly hard today, I’ll give you time off on Friday.


Worker: Gee, I’d like that.

c.
Crossed or noncomplementary transactions.  These are transactions from one ego state that receive a response from a different ego state than was intended.  These may create a communication breakdown or conflict.



Boss: An experienced worked ought to be able to turn out more work.


Worker: I hope you are going to keep your quality standards high.


However, a crossed transaction can be constructive.



Worker: I’m so completely frustrated on this report that you’re going to have to tell me what to do.


Boss: You probably have been at it too long, but I know you know what to do.  For instance, if you need information on resources, where would you look?


Worker: You mean the government reports?  That’s a good idea.  I’ll check that and see where I go from there.


(Note: The boss’s response is actually being supportive of the worker’s Child at the same time the boss is making an Adult–to–Adult communication.)

d.
Ulterior Transactions.  These have a double meaning.




Worker: I really don’t think this is the best way to approach this job.


Boss: Your opinion is valued.  You do excellent work and don’t have to worry about your job, but why not give this a try and come back if it does not work.


Ulterior message: “You could be fired.”

The following could be the first step in a “Flirt” game.  The male boss sends for a female analyst.  She enters the room and says.









Female Analyst: Do you want to see me?


Male Boss: Yes I do.


Analyst: That will cost you extra.


Ulterior message: “I’m available.”

The definition of “games” people play as we are using it is that they always have (1) an ulterior motive and (2) a payoff.

e.
OK — Not OK Positions.  The discussion of these pertained to an individual’s generalized view of self–other relationships.  These positions can also be used to analyze a series of transactions between a sender and receiver.  Thus if an individual is communicating primarily from one ego state, it can correspond to taking one of these four positions:

	Primarily
	

	
From
	
To
	Position Being
Assumed

	Parent
	Child
	I’m OK — you’re not OK

	Child
	Parent
	I’m not OK — you’re OK

	Adult
	Adult
	I’m OK — you’re OK

	Child
	Child
	I’m not OK — you’re not OK


ALTERNATIVE 1: Role Playing of a Conference between Stacy Lee (Sales Manager of an Auto Dealership) and Kris Bono (One of His Auto Sales Representatives)

Task 1:

a.
Form triads with class members who are not on your regularly assigned team.

b.
Triad members: Decide who is to play the roles of sales manager Stacy Lee and sales representative Kris Bono.  The third member will be the observer.

c.
When you have decided role assignments, the persons playing Stacy Lee and Kris Bono will turn to their role directions, which appear on the attached pages.  Tear out your own without looking at the other role.  Study your own role.  The observer is not to read either of the roles and should continue to study the introduction to this exercise.  (Also, see paragraph e for the types of observations you will be making.)
(Time:  10 minutes)

d.
Role players: Kris has just entered Stacy’s office for a conference Stacy requested.  Stacy will begin the conversation, and the roles will be played until some conclusion is reached.
(Time: 10 minutes)

e.
Observer: While observing, do not interrupt the role playing.  Watch for the following:


1.
Ego states from which each is communicating.


2.
Changes in ego states as the exercise progresses.


3.
Complementary, crossed or noncomplementary, and ulterior transactions.


4.
What are the primary OK — not OK positions being assumed?


5.
Are any games being played?

f.
As soon as role playing is completed, participants are to proceed immediately to task 2.

Task 2 (Discussion in Triads):

a.
Observer gives feedback on the observations made to the role players.

b.
The triad members are to discuss the following:


1.
What did each of the role players try to accomplish?


2.
How would you characterize the final solution arrived at by the role players?  Starting with the ego state of the boss, would you say the transaction was (1) Parent to Child, (2) Adult to Adult, or (3) other?


3.
How did Stacy Lee feel about the transaction?  How did Kris feel?


4.
What would be the possible consequences of the transaction?


5.
How could the situation have best been handled in terms of (a) types of communication, (b) specific approaches to overcome conflict, (c) solutions?



(Time: 10 minutes)

Task 3 (Class Discussion):

a.
The instructor will interview each triad as to


1.
Observer’s report.


2.
Kris’s feelings about the transaction.


3.
Stacy’s feelings about it.

b.
After hearing all the triads (if time permits), what generalizations can be reached as to the PAC/TA character of the transactions?

c.
How could the situation have been best handled?


(Time: open–ended)

Source: This is an adaptation of an exercise developed by M. Dale Federer, professor of psychology, California Polytechnic State University, San Luis Obispo, California.  This exercise is printed here with the special permission of Dr. Federer.

Transactional Analysis in the Work Situation

On the reverse side of this page are the two role descriptions for individuals playing Stacy Lee and Kris Bono in Alternative 1 of the Activity 9–5W.  Tear out your assigned role along the dotted line below without looking at the role description of the other role player.

Role of Stacy Lee, sales manager

(CUT ON LINE)

Role of Kris Bono, sales representative

Role of Stacy Lee, Sales Manager

You manage 10 automobile sales representatives in a very busy dealership of a leading U.S. manufacturer.  Business is good, with the volume of sales the best since the 1991 recession.  Kris Bono, a college dropout whom you hired two months ago, has been selling reasonably well for one so young and inexperienced, but you think Kris could do a lot better.

Kris has to learn that among the great variety of customers are two on whom you use the exact opposite approach:

First are the customers who want a much more expensive car than they can afford.  Sell them what they want!  Never suggest they are wrong or they will go out the door, down the street to your competitor, and buy what you didn’t want to sell them.

Second are the more typical customers who have to be pushed above what they think they can afford.  They come in thinking they want only the basic car without any extras.  Always try to push them up to a luxury model just a little higher than they think they want.  Once they buy the higher–priced car, they will learn to love the extras, and they will always be back for the better models the next time they go looking for a car — which only goes to show people don’t really know what they need.

Even though Kris has progressed from the 10th up to the 6th ranking in sales, Kris is still in that potentially high turnover group of salespersons whom a manager has to consider for termination if someone with a lot more experience comes along and applies for the job.

You have asked Kris, who is a bit sensitive and resistant to supervision, to come in for a conference.  Plan your approach and think of some convincing reasons to use in coaching Kris to sell more cars.  Kris has just sold a basic car — no extras — to a senior couple and is now coming into your office for the conference.

Role of Kris Bono, Sales Representative

You interrupted your university education for a year so you could save up some money.  You sell new cars in a very busy dealership of a leading U.S. auto manufacturer, where the volume of sales is the best since the 1991 recession.  This is your first selling job, and you believe you have been very successful — among the 10 salespersons with whom you work, you have risen to the sixth ranking during your two–month employment.

You have developed a three–point philosophy of selling that you think will make you, in time, a top salesperson.  Here it is:

1. Your personality:  You have natural enthusiasm and energy, combined with a low–key persuasiveness that customers respond to well.  You love the challenge of selling — you arrive every morning looking forward to your work.

2. The customer: You have a sincere interest in people.  You believe in approaching all customers with the idea of matching their needs to the right car.  How they are going to use it and what they can afford should be the major factors to consider in helping them make a decision.

3. The product: A good product, presented properly, will sell itself — and yours is the best on the market.  If you push people too hard, they will suspect your product and regard you as the stereotyped, devious used–car salesman.

You just sold a basic car — no extras — to an elderly couple.  The woman wanted a more expensive model, but the man insisted he couldn’t afford it — and judging by his appearance, he probably couldn’t.  If you had helped the woman a little, you could have sold a higher–priced car, but you knew you would be very uncomfortable with yourself afterward.

Your manager, Stacy Lee, has just called you in for a talk.  You like Stacy, who has given you some good guidance.  However, you always have to be on guard because Stacy puts too much pressure on you.  You must be left alone and do it your own way if you are going to sell a lot of cars.

You are about to enter Stacy’s office.

Alternative 2: Role Playing Using Participants’ Own Experiences

Task 1:

a.
Form triads with class members who are not on your regularly assigned teams.

b.
Triad members: Think of a work incident that occurred between you and your boss.  Quickly relate the story to the other members.  Agree on which of the three stories would make the best role–playing exercise.  The individual to whom the incident occurred is designated as member A and becomes the observer.  The other two are designated B and C.
(Time: 5 to 10 minutes)

c.
Member B: Assume you are the boss in the situation described by member A.  Start at the beginning and role–play it through to conclusion.  Play the role according to how you would feel and behave if you were in the situation.  Make up what is consistent with the story when you need to do so.

Member C: Assume you are the worker and follow the same role–playing instructions.
(Time: 10 minutes)

d.
Member A: While observing, do not interrupt the role playing.


1.
Identify the ego states from which each is communicating.


2.
Watch for changes in ego states as the exercise progresses.


3.
Watch for complementary, crossed or noncomplementary, and ulterior transactions.


4.
What are the primary OK — not OK positions being assumed?


5.
Are any games being played?

e.
As soon as role playing is completed, participants are to proceed immediately to task 2.

Task 2 (Discussion in Triads):

a.
Member A gives feedback on the observations made to the other members.

b.
The triad members are to discuss the following:


1.
What did each of the role players try to accomplish?


2.
How would you characterize the solution arrived at by members B and C?  Starting with the ego state of the boss, would you say the transaction was (a) Parent to Child, (b) Child to Parent, (c) Adult to Adult, or (d) Child to Child?


3.
How did the subordinate feel about the transactions?


4.
What would appear to be possible consequences of the transactions?


5.
How could the situation have best been handled in terms of (a) type of communication, (b) specific approaches to overcome conflict, and (c) solutions?
(Time: 10 minutes)

c.
Member A’s are to report some of their observations to the class.  Open–class discussion of results follows.

Task 3:

a.
Have a triad volunteer report an incident they played that they think the whole class would find interesting.  Have that triad’s member A meet in front of the class with two volunteers from other triads and go through the same procedure, with the entire class acting as observers.  Open discussion to follow.
(Time: 20 minutes)

Activity 7-6W: Exploring Individual Personality Profile: The Keirsey Temperament Sorter (Myers–Briggs Questionnaire)

Objectives:

a.
To investigate a trait model of personality.

b.
To provide an opportunity for students to begin to examine their personality profiles.

Task 1:

a.
The questionnaire can be found on the Web at

http://keirsey.com/cgi–bin/keirsey/newkts.cgi


Follow the instructions, complete the questionnaire, and then click on the Score the Questionnaire button.  You will get a profile.  Print this profile.  (It works better if you select landscape on the printer function, rather than portrait.)

b.
You can subsequently find more about your profile by accessing different screens on the site.  The site also provides some excerpts from Please Understand Me II by David Keirsey.  This material provides additional insight into the guiding personality theory that explores the relationships among temperament, character, and personality.

c.
Bring your printout to class.

Activity 7-7W
Activity 7-8W: Assessing How Personality Types Impacts Your Goal-Setting Skills

http://www.mhhe.com/business/management/management_tutor_series/goalAssess/exercise.html
Activity 8-5W: Motivation through Goal Setting

Objectives:

a.
To explore problems of managing individuals according to their differences.

b.
To provide a model for coaching by goal setting.

Task 1:

Individuals are to form dyads with someone outside of their own team.  (Note: Participants usually enjoy a change at this point in the course.)

Print out the following general information sheet for “Motivation through Goal Setting.”  The instructor will read this aloud while the class follows.

Dyads will decide who is to play Chris Birch, the supervisor, and who is to be Pat King, the professional employee.

Look for your role assignment.  Print it out, taking care not to look at the role to be played by your partner.  Study your role for about 10 minutes, thinking how you would play it.

(Time for introduction and study: 20 minutes)

Task 2:

The instructor will start the role playing by announcing that Pat has just entered the chief’s office for the appointment that Pat requested.  Play your role naturally, based on how you would feel if you were in this situation.  When facts or events arise that are not covered by the roles, make up things that are consistent with the way it might be in a real–life situation.

(Time for role playing: 10 minutes)

Task 3:

When the role playing is stopped, form triads among those who played Birch or those who played Pat.  Triads are to discuss the following questions:

1.
How did you feel about being in this situation?

2.
What could Birch or King have done to lessen this problem in the first place?

3.
What things did the other dyad member do that made it easier for you or more difficult for you?

4.
What kinds of solutions did you agree upon?
(Time: 10 minutes)

Discussion led by instructor:

Questions are to be taken one at a time and are to be responded to first by King triads and then by Birch triads to get at the differences in perception arising from the roles.  (See Instructor’s Manual for summary.)

(Time: 20 minutes.  For 50–minute class sessions, class discussion can take place immediately after the role playing without the triad part of the exercise.)

Motivation through Goal Setting

ZEKO Manufacturing Company is installing a management by objectives (MBO) system that has two interrelated planning processes: (1) companywide, top–to–bottom determination of organization goals and (2) career development.  The latter requires supervisors to conduct goal–setting sessions with each professional employee.  It is assumed that these will improve employees’ understanding of what is specifically expected of each one.  There should also be greater commitment to both job and career goals when employees participate in their formulation.  The supervisor then has the opportunity for continuous feedback on progress, which provides reinforcement.

The following procedure was set forth for carrying out the job and personal goal–setting sessions:

1. Each employee receives a list of job goals as the supervisor understands them.  Employees are asked to rewrite these in a way that best describes their work.  The two lists will be the subject of an interview so that the supervisor and employee can agree on what is to be achieved by the employee over the next six months.

2. Each individual is to submit a statement of personal goals for professional development.  These include requests for training both on and off the job, for which the company would pay tuition and expenses.  Special work assignments and career assignments desired over the next five years are also to be indicated.

Chris Birch, Chief of the research design branch, is responsible for 10 young engineers, all of whom have joined the staff during the past three years.  The unit is one in which new professionals learn some of the basics of the business and then are rotated to other assignments.  Birch explained this new program to the employees in a meeting 10 days ago and gave them a written statement of the procedures to follow.  Each individual was requested to take time to consider this matter and then to make an appointment when he or she felt ready to discuss job and personal goals.  This was to be completed anytime within the next 30 days.

Three engineers made appointments immediately, and their interviews were completed the day after the announcement of the program.  As the role playing opens, Birch is waiting for Pat King, one of the engineers, to arrive for an appointment.

Role of Pat King, Engineer, Research Design Branch

You have been with the ZEKO company for approximately two years.  You have enjoyed the work immensely and carry a full load.  You have had good support from your boss.  You have two small children and find life in suburbia hectic.  Your spouse is most unhappy when you have to work overtime or weekends and feels strongly that you should be more involved with the children.

Ten days ago, Birch, your boss, announced a new goal–setting program.  You were given a set of your job goals as the boss saw them for the coming six months and asked to rewrite them as you saw your responsibilities.  You are also to write a set of personal goals within the next 30 days.

Today you had lunch with Jan Stage, a young engineer colleague who joined your branch a year and a half ago and has done an excellent job.  You regard Jan as the most able of the group in the office, almost as able as you are, but less mature and sometimes in need of closer supervision.  Jan likes to jump to a new phase of the work without finishing the last, sometimes causing resentment among the other engineers who are left to clean up the loose ends.  Jan is unmarried and enjoys it, playing golf, boating, and dating.  Jan is humorous, articulate, and outgoing.  At lunch, Jan informed you of the results of a goal–setting session with Birch — Jan had written up goals, although you had not yet had a chance to write yours.  Jan has enrolled in a graduate course in systems analysis and has begun to attend sessions already (on company time) and had approval to attend an operations research conference in Miami in the fall.  Jan’s biggest coup, however, was a new responsibility as branch liaison on the production coordination committee.

You were shocked by this.  This is the only liaison committee opportunity your branch has to offer, and you had assumed the assignment would be yours.  You have been with the branch six months longer, and your performance has been better.  Also, you did not realize the organization would be so generous as to sponsor training courses during working hours or provide funds for attendance at conferences that required a flight across the country.

You decided to take this matter up with Birch and express your concerns.  Immediately after lunch you see Birch’s secretary, who says you can see the boss in about 15 minutes.

Take a few minutes and think how you are going to approach Birch on this matter.

Role of Chris Birch, Chief, Research Branch

You are highly interested in the new career development system being installed by ZEKO, as it is consistent with the way you see your role.  You see yourself as a coach and developer of young professionals.  You believe it essential to handle each individual as a unique person.  This type of management is a real art in which you are trying to understand performance in terms of each individual’s abilities, personality, attitudes, needs, and experience.  Growth takes place as the manager gives the individual the experience needed to shape the strengths.  Questions you keep asking yourself in regard to each person are, How does the employee see himself or herself in terms of strengths?  What are his or her goals, or what does that individual really want?  How does he or she feel about the job?

Nine days ago you concluded an interview with Jan Stage.  You feel it went very well, a model of what you would hope they would all be.  Stage and Pat King are two of the best young professionals you have had in a long time.  Stage has outstanding potential, was very definite about goals, and obviously feels good about ZEKO and the supervision here.  Stage needs more freedom than the others to express creativity.  Among other thinks, Stage’s plan included the following:

1. Attendance at a graduate course in systems analysis at a local university with ZEKO to pay the tuition.  It would be necessary to take two hours off every Wednesday afternoon for the class.  (This course began two days after Stage’s interview with you.)

2. Attendance at an operation research conference in Miami this fall for a three–day period.

3. Assumption of the liaison responsibility on the production coordination committee when its incumbent is replaced in two months.  This is a job that you rotate to a different engineer each year.

Stage’s plan was well thought out, so you gave your full approval.

Your secretary has just informed you that Pat King wants to see you right away and seems a little upset.  You assume it is probably for the goal–setting session and are looking forward to it.  King is as able as Stage, but they are quite different people.  King likes a little more structure in the work environment, probably is not as creative as Stage, but can be depended on to do a crack job of administering an ongoing program.  King is married and has two small children.  Stage is single and, from what you hear, enjoys an active social life.

Activity 8-6W: Reinforcement Theory

http://www.mhhe.com/business/management/management_tutor_series/reinfTheory/
Activity 8-7A: Response to Frustration

Objectives

a.
To help you understand human responses to frustration.

b.
To consider the consequences of the effects of frustration in the work situation.

Task 1: Working alone, jot down as many ways you can think of that individuals respond to frustration or behave under pressure in work situations.  Give an example of how you related to a specific experience. (Time: five minutes.)

Task 2:

a.
Teams elect spokespersons.

b.
Each team compiles a list of reactions agreed upon by the team and gives examples to support this wherever possible.  (Time: 15 minutes.)

c.

The Instructor will call upon spokespersons, one at a time, to name one way individuals respond to frustration.  These are to be written on the board.  Examples should be given for clarification.  This should be continued until all teams contributions are listed.

d.
The instructor will give a short lecture on this subject.

Notes on the additional activity: Responses to Frustration

Before proceeding with this activity, you should make a decision as to how you want to cover the topic of frustration.  We follow the textbook instructions; at the conclusion we pick up with Task 2d and present the following lecture material:

a.
Motivation can be considered as psychological energy directed toward a goal.  When a barrier intercedes, the frustration and stress can be responded to in a variety of ways:












b.
Among the responses to frustration are the following:*
1. Finding ways around the barrier to achieve the goal (problem solving).

2. Finding a substitute goal.

3. Moving away—withdrawal, resignation, apathy.

4. Moving against—aggression, anger, resistance.

5. Moving toward—conformity, seeking reassurance.

6. Variability of behavior, reduced consistency, disorganized performance.

7. Rigidity, reduced flexibility, compulsiveness, fixation; responses become ends in themselves.

8. Possessiveness.

9. Distrust, suspiciousness, paranoid reactions.

10. Reduced perceptual intake, increased stereotyping.

11. Defense mechanisms operating, e.g., displacement, projection, rationalization, denial, fantasy.

12. Psychogenic illness from prolonged stress-fatigue, loss of appetite, ulcers, etc.

13. Tension release, such as laughter.

c.
Moderate stress, under certain conditions, increases productivity.

d.
Implications of the above for dysfunctional behavior in organizations.  Some examples:

1. Threatening leadership can augment informal organizational and informal leadership against management.

2. Lack of two-way, open communication can lead to feelings of distrust and possessiveness as evidenced by the proliferation of CYA (Cover Your Ass) files in organizations.

3. Above types of problems can lead to perceptual distortion as discussed in Module 7.

4. Intergroup conflict is largely a response to frustration.

Activity 9-4W: Male–Female Interface on Women in Management

Objectives:

a.
To explore perceptions of male and female participants on the abilities of women to perform in management positions.

b.
To elicit views on the most favorable relationships for men and women working together.

Task 1 (Homework):

Study the following “The Silicon Technologies Corporation” case.  Answer the first question at the end of the case study by preparing notes on the worksheet accompanying the case.

Task 2 (Classroom):

a.
Women participants are to form groups of five to seven persons.  Men are to meet in similar groups.  The groups should be intermingled to avoid having men clustered on one side of the room and women on the other.  Each group will elect a spokesperson.

b.
The arguments (listed on worksheet) given by male members of the human resources board are to be discussed to decide on the degree of validity for each item.  The spokespersons should make a list of the points raised.
(Time: 15 minutes)

Task 3:

a.
Male groups are to report their conclusions to the class.  When they have completed their reports, female groups will report.  (Note: While the reports are being made, no dialogues among groups are to take place.  This is not a confrontation.  It is an attempt to learn what the true perceptions of men and women are concerning the arguments in the case study.)
(Time: 15 to 20 minutes)

b.
Open dialogue between the groups to take place for the purpose of clarification.
(Time: 10 minutes)

c.
A brief lecture will be given by the instructor on the validity of the arguments.
(Time: 10 minutes)

Case Study: The Silicon Technologies Corporation

Silicon Tech has a human resources review board, which meets periodically to consider promotions, placements, and other personnel actions.  The board includes representatives from different departments, at this time consisting of Duke, executive officer, Chong, human resources management, Marcos, research and development, Sam, finance, Sonya, marketing, Rod, production.

Today they are meeting without Sonya, who is out of town on a marketing survey.  As the meeting gets underway, Duke, the chairperson, is talking.

Duke: Chong, what do you have for us today?

Chong: Our first case for promotion is Barbara Sidaris, who wants to give up her accounting job to accept an assistant manager position in production.  You all have copies of her file.

There is silence as all gave attention to the promotion papers on Barbara.  The first to speak was Rod, the production representative.

Rod: I think we ought to defer action on Barbara’s case until Sonya comes back.  It’s really the only fair thing to do.

Chong: I find that an interesting statement.  What are we supposed to assume from that?  That you have some doubts?  Are you saying that those present cannot make a fair judgment on a women moving into a management position?

Rod: No, not at all.  It’s only because Sonya generally acts as advocate for women candidates here.

Duke: Rod, your statement seems to imply there is something wrong with this promotion recommendation.

Rod (appearing flushed): I didn’t mean it that way.

Duke: Maybe this is a good time to open up and speak frankly.  I have the feeling that when Sonya is here, you guys are really not leveling on some of the cases involving promotion of women into management positions.  Rod, why don’t you start?  You obviously do have some concern in this case, or you wouldn’t have made that statement about fair treatment.

Rod: This is a good time to speak out because I think it is for the good of the company to have hardball personnel reviews instead of glossing over potential problem areas just because we might be regarded as biased against women.

Duke: And in this case that means what?

Rod: All right, look at Barbara’s absentee record.  Each year she has used up all her sick leave.  If she were a manager and had that record, it would be deplorable.

Sam (Finance): Barbara is one of my department’s people, and in all fairness to her, she is an outstanding professional.  They don’t come any better.  As an accountant over the past five years, she has been one of our most productive people, always putting in extra time when required.  It is because she is so successful that she wants to go on to new experiences and challenges, and we support her 100 percent.

Marcos (R&D): While I’m impressed with Barbara and her record, I’m glad Rod raised the issue of women in management because it is something we have to face with the males all the time.  There are some resentments.  Many men feel women are too emotional at times to make good management decisions.  Using all of one’s sick leave is right to the point.  Are there times of the month when women’s judgments are not the best?  Women speak so openly today about their periods that it’s nothing for a woman worker to say she is not working well, or ask to go home, because it is “that time of the month.”

Chong: Is this an important productivity issue?  We haven’t heard about it from managers.

Marcos: What I hear from my people is a lot of support for women as professionals in specialist positions, but not in management.  My engineers feel women are more content in the specialized roles; they are just being pushed by the press and the women’s movement into leadership types of responsibilities whether they want them or not.  The absentee record raises the question as to how seriously the individual wants to be a model for other employees.  We have to be careful not to create an atmosphere of pressure that makes women feel it is wrong not to push for managerial jobs.

Chong: It seems a lot is being made over one little blemish on a woman’s record.  If this were a man, we would probably be saying he needs the opportunity to grow and develop more managerial viewpoints.

Duke (laughing and responding to Marcos’s comments): The Sunday Times editorial section had a highly provocative item in which a right–wing columnist maintained that history clearly shows 99 percent of the great leaders were men, and therefore it is genetically determined that men assume leadership and that followers accept men as leaders.  He describes Ronald Reagan’s appeal is that of the tribal chief and father moving naturally and instinctively ahead as millions fall in behind him.

Chong: One implication of that view is that women are not aggressive enough.  In this case I would like to point out that Barbara is aggressive, or the word being used is assertive, and still is not offensive to most men.  At least I’ve never head any complaints in this regard.

Sam: You are so right.  She’s generally regarded as a most attractive and personable woman.

Rod: You guys can be so positive in your comments because she will not be joining your management staff.  We are the ones taking her in.  One of my concerns is that she is too feminine; not only is she a sexy lady, she also dresses the role to an extent, smells lovely, and wears a little eye shadow, which is really out of place.  For men who work with women like that, it is distracting.

Sam (laughing): Like for you, Rod?

Rod (guffawing): Yep, I find her distracting.  But seriously, it takes a lot more effort to integrate a woman into a management job than it does a man.  Even other women will tell you they prefer to work for a male boss.  And males know how to be part of the team; women often don’t know how to be a team member.

Marcos: Yeah, women generally don’t know how to play the power game and men don’t know how to respond to women when they do.

Chong: You can give her a key to the executive john, Rod, so she will find out what the team is thinking.

Duke: With all the objections you have raised, Rod, it sounds to me like the production department has decided not to support Barbara for the opening you have as assistant manager?  Am I right?

Rod: Oh, hell no!  We’re very strong on Barbara.  The feeling among our people was unanimous to accept her over all the male candidates we interviewed.

Duke:  Well, then, why are we going through all these motions?  You’ve raised so many doubts.

Rod: Someone suggested we let down our hair a bit while Sonya was not here and that started us off.  I felt others in this room might have some doubts.

Duke: How do the rest of you feel about Barbara’s promotion?

Marcos: I certainly support it, but as a help to Rod, I recommend that Chong have lunch with her and tell her of the board’s concern: her full use of sick time looks like she is just using it for vacation, which is not appropriate for a manager.  Also, that she might be more conscious of the unwritten dress code among professional women and tone it down a bit.

Rod (grinning): Don’t tell her to tone it down too much.

Sam: When you guys get tired of an antiseptic atmosphere, come over to finance, where loveliness is cultivated.  Our accountants have the figures.

Duke: I’m going to assume the vote is unanimous.  Also, to put what has been said into perspective, I want to point out that the performance of the women we have in management positions has been first–rate.  Further, I personally dislike the idea of reducing femininity as an important element of organizational climate.  What’s next, Chong?

Questions for Discussion

1. Discuss each of the reasons advanced by the men of the human resources review board as to why women are not as qualified as men for management positions.  There is validity in all the arguments.  What is the nature and degree of validity in each of them?  Use the accompanying worksheet to record your responses. 

2. What is going on in this case?

Worksheet for Activity 9-4W

	Reasons women are not as qualified as men for manager positions as stated or implied by the Silicon Tech human resources review board
	
Your position on the nature and degree of validity for each reason.

	1.
The women’s liberation movement does not really represent what American women want.

2.
History shows few women leaders, which is evidence of . . .

3.
Women in business prefer specialist professional roles but are pushing for management positions because of pressure from the women’s movement.

4.
By temperament women are not as aggressive or competitive as men, implying they are too gentle to be in management.

5.
Women’s biological makeup produces emotional factors that could at times adversely influence decision making or interpersonal relations.

6.
Many women do not like to work for women bosses.

7.
Women are not as good as men in team activities.


	


Activity 10-3W: Exploring Communication Barriers

Objectives:

a.
To identify communication barriers.

b.
To explore emotional blocks in the communication process.

c.
To appreciate the complexity of the communication process.

Task 1 (Individual Work):

Read the episode that follows the instructions and respond to the following questions:

a.
What are the barriers to accurate communication in the episode?

b.
How did each barrier affect the communication process?

c.
What suggested course of action will you give Professor Shrink and Bob Aware?

Task 2:

The class is divided into groups of three.  Each group will role–play the continuation of the discussion between Bob Aware and Professor Shrink.  (Two individuals will play the roles of Bob Aware and Professor Shrink.  The third person will be the observer and provide feedback on the role playing.)

“Bob Aware Meets Professor Shrink”

Scene 1: Professor Shrink is on the faculty of a graduate school of business at a large university where executive programs are conducted.  He is a middle–aged man with hair just above his collar and a large horseshoe mustache.  He wears the latest style of glasses but is conservatively dressed.  Shrink is sitting in his office one day when an executive from one of the education programs comes in and addresses him.

Visitor: Professor Shrink?

Shrink (standing up and offering his hand): Yes.  Can I be of help?

Visitor: Yes.  I am in one of the programs here and need some guidance.  I’m Bob Aware and . . .

Shrink (interrupting and smiling): Oh, “be aware,” that’s interesting!

Aware: I’ve heard you run some great communication workshops, and I think I would be interested.  You see, I am realizing more and more that the communications gap is very real.  I really don’t understand many of the young people who are coming into my company, and I also feel concerned that I don’t know where my own son is coming from.  The world is changing so fast, I am experiencing future shock right now.

Shrink: I like your attitude very much.  You could probably get a good deal out of some of the sessions we are running.  Would you like to hear a little more about them?

Aware: I certainly would.

Shrink: Let me run through briefly the communication sequence, the learning model we use in all our workshops.  If you will permit me to take about five minutes to explain the theoretical framework, we can go back and discuss it.  (Aware nods his consent as Shrink walks over to a small board on the wall and writes “Dialogue Sequence.”  Now when two people or two groups of people do not understand each other and find themselves in conflict, there are certain dialoguing steps through which they can work their way out of it so they can work or live together better.  The first of these is listening (he writes “1. Listening Skills” on the board as he speaks), which is . . .

Aware (jumping to his feet, interrupting, and speaking rapidly): Listening?  Boy, if there is one thing I am good at it’s listening.  I’ve had 15 years of hearing everything my employees say.  I’m known for my good ear.  At home I hear everyone of my family members out and understand all they say.  I can even “read” my little dog.  We can skip the listening phase and go right into communicating.  I want to learn more about communicating.

Shrink (who had been standing with his hand poised at the board, waiting for the word flow to stop): Mr. Aware, I hear what you are saying.  You feel you really are good at listening and do not need that type of learning experience.  I think if you will permit me to run through this four–step sequence so you will see the entire process in operation, you will be able to judge whether or not this is something that will be useful to you.  So let me continue.  After people have learned to listen to each other and can paraphrase back what they have heard with the degree of understanding that permits the other person to say, You are reading me right, they can proceed to the second phase, which is confrontation.  (Shrink writes “2. Confrontation Skills” on the board.)

Aware (again jumping to his feet and interrupting): Confrontation skills!  That is exactly what I need.  I really have to be able to confront people in a more meaningful way.  How to get my feelings out in a way that does not turn everyone off is a big problem.  I am really enthused about this, Professor.  When do we start?

Shrink: That is a good point you made, and we will try to help you on that, but let me run through the entire dialogue sequence so you can make a decision once you have the total picture.  Confrontation refers to facing up to both your true differences and your areas of agreement after you have gained the understanding from the listening phase.  The third skill area is in looking for alternatives (writes “3. Searching Skills” on the board) that are open to the two parties and may help them to work better together.  The fourth area is that of implementing (writes “4. Coping Skills” on the board) the decision we make after examining the alternatives.  The four steps are a cycle that the two parties can go into whenever they encounter a barrier to communication.

Aware: Professor, I am most enthused.  I don’t need the listening training, but the other sounds excellent.  When do I start?

Shrink: We have four workshops starting in the morning.  One is a black–white, in which we have 10 blacks who have come here for a confrontation experience; 10 executives will meet with them for two hours a day for three days.  There is also a woman’s lib group of 10 women from business who wish to meet with 10 of you executives.  In addition there will be a boss–subordinate group and a generation–gap group; the latter will have 10 students who live in a commune not too far away.

Aware: That’s what I want, the generation–gap workshop.  Please sign me up.

Shrink: Fine.  Let me give you some guidance.  When you meet with the group tomorrow, your task is to find out where they are.  Pretend you are a radio receiver and that the only thing you can do is to pick up all the signals that are coming in.  What is it that the young people are broadcasting?  Can you really learn what it is they are saying, in terms of both content and what they are feeling?

Aware: Sure, that should be easy for me.  No trouble.  But why can’t we go right into confrontation?

Shrink: You really can’t confront until you learn what you are to confront.  Now, tomorrow, be here at 8AM for your first session.  It will run two hours.  After it is over, come by here for a chat and let me know what you have learned about them.  (Aware departs, promising to do that.)

Scene 2: Next morning, Shrink’s office.  Aware enters.

Shrink: Well, how did it go?

Aware: These kids make absolutely no sense.  The only thing they can think about is tearing down the establishment.  Everything is wrong.  The system is wrong, the older people are wrong.  And worst of all, they don’t have any plans of their own.  They just make no sense whatsoever.  (He continues with the same theme.)

Shrink: So what I hear you saying is that they are not rational or logical and are destructive without new ideas.  And you are also not feeling very happy about them or your experience.  Am I right?  (Aware nods.)

Shrink: Let me see if I can be helpful so it will be a better experience when you have your second session tomorrow.  Let us go back to our radio receiver model.  You are just trying to pick up all the signals that are coming in.  Everything they are sending.  Now don’t think in terms of just what is rational and logical.  You also have to pick up all the emotions and feelings that are being sent.  What you need to determine is, How are they experiencing life at this time?  How are they perceiving the world, their life at the university and in the commune, and people like you?  So don’t get thrown off by logic and rationality.  Can you try that?  (Aware, looking somewhat discouraged, indicates he will and departs, with Shrink patting him on the back.)

Scene 3: Next morning, after the workshop.

Shrink: Good morning, Bob!  Sit down and tell me what you have learned about where those young people are at.

Aware: Professor Shrink, those kids are lying.  They distort everything our generation has done.  They are misrepresenting us all.  Can you imagine them living in communes and wanting the rest of us to do so?  Why they smell to high heaven!  All that unwashed hair and those dirty, smelly feet.  And all that foul language.  I can take four–letter words from men, but to hear them from the lips of young ladies is terrible.

Shrink: So, you feel they are basically dishonest and are not attempting anything meaningful; they’re just trying to be offensive?  (Aware nods and Shrink continues.)  I’m sorry this has not been a good experience.  Why don’t you give it a try again tomorrow.  Use the radio receiver model again, but this time try to think of the radio as a completely neutral source.  Don’t judge or evaluate the information as it comes in.  Don’t think of it as good or bad; it is just data as to how they see life and why.  Give it one more try.

Scene 4: The third morning.

Aware (entering, obviously irritated and upset): Professor, I have been coming here for three days and those kids have not heard one damned thing I have been telling them.  They are completely hopeless.

Shrink: Mr. Aware, I am going to have to be very confronting with you.  When you came in here on the first day, I judged you to be open to new learning and as really wanting to gain new communication skills.  Instead, you have learned nothing, have only stood in judgment of the young people, and have persisted in broadcasting without receiving.

Aware (completely shocked and becoming angry): Now I am beginning to understand what this is all about.  You believe what they believe.  You are one of them.  That’s why you wear that long hair and those glasses.  I see it all now.  This is a plot!  This is a plot!  You are trying to change me.  You are trying to change me.

Activity 10–4W: Reflections on Communication Episodes

Objective:

To determine your views of what made a communication episode most meaningful and least meaningful in past work situations.

Task 1:

Each individual, working alone, is to answer the following:

a.
Think back on your work experience to a time that you felt great about communicating with others.  Describe the communication episode.  Who was/were the receivers?  What was the communication message?  What communication media was used?  Which factors accounted for the great feeling you had about that communication episode?

b.
Think back on your work experience to a time that you felt very bad about communicating with others.  Describe the communication episode.  Who was/were the receivers?  What was the communication message?  What communication media was used?  Which factors accounted for the bad feeling you had about that communication episode?  How could you have handled the situation differently?

Task 2:

Each team should select a spokesperson.  After sharing the experiences, each group is to list the important factors agreed upon by the group for the two areas of “best” and “less than best” experiences.

The instructor will call upon spokespersons, one at a time, to give one factor from the group’s “best” and “less than best” lists.  The instructor will facilitate a class discussion based on the lists that were generated on the board.

Activity 10-5W: Choosing the Best Communication Medium

http://www.mhhe.com/business/management/management_tutor_series/bestCommMedium/
Activity 11-4W: What is Your Communication Style Under Stress

http://www.mhhe.com/business/management/management_tutor_series/styleStress/exercise.html
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� This activity was inspired and initially developed by Professor Christian F. Poulson, California State Polytechnic University, Pomona, California.  We are grateful to Professor Poulson for his contribution.


* Special permission for reproduction of this activity is granted by the author, Professor May Ann Hazen, Department of Management, University of Detroit.  All rights reserved, and no reproduction should be made without express approval of Professor Hazen.  We are grateful to Professor Hazen.


* Instructions, LPC Scale, and Summaries of High and Low LPC Leaders reprinted from F. E. Fiedler, M. M. Chemers, and L. Mahar, Improving Leadership Effectiveness: The Leader Match Concept, pp. 6–11.  Copyright © 1976, by John Wiley & Sons, New York, N.Y.  Reprinted by permission of John Wiley & Sons.


* Transfer your position number to the scoring column.


* This activity is adapted with permission from R. Hughes, R. Ginnett, and G. Curphy, Leadership Enhancing the Lessons of Experience, (Burr Ridge, IL: Richard D. Irwin, 1993), pp. 8–9.


* Special permission for reproduction of this is granted by the author, Jay Hall, Ph.D., and publisher, Teleometrics International.  All rights reserved.


* Special permission for reproduction of this is granted by the author, Jay Hall, Ph.D., and publisher, Teleometrics International.  All rights reserved.


* T. M. Costello and S. S. Zalkind, Psychology in Administration (Englewood Cliffs, N. J.: Prentice-Hall, Inc., 1963), pp. 123-90.
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