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Disadvantages The disadvantages of group-aided decision making involve group
dynamics and interpersonal interactions.®!

« Social pressure. The desire to remain in good standing within the group leads e
to conformity and stifles creativity. ’
« A few people dominate. The quality of a group’s decision can be influenced by
a few vocal people who dominate the discussion. This is particularly problem-
atic when the vocal person is perceived as a powerful individual.

+ Goal displacement. When evaluating alternatives, secondary considerations
such as winning an argument, getting back at a rival, or trying to impress the
boss can override the primary goal of solving a problem. Goal displacement
occurs when the primary goal is overridden by a secondary goal.

« Groupthink. Groupthink is “a mode of thinking that people engage in when
they are deeply involved in a cohesive in-group, when members’ strivings for
unanimity override their motivation to realistically appraise alternative courses
of action.”®? Groupthink is thoroughly discussed in the next section.

Groupthink

The term groupthink, defined above, originated from an analy-
sis of the decision-making processes underlying the war in
Vietnam and other US foreign policy fiascoes. Modern manag-
ers can all too easily become victims of groupthink (e.g., space
shuttle Challenger disaster, Enron debacle, and Iraq war after
9/11) if they passively ignore the danger. Groupthink happens
when members fail to exercise sufficient reality testing and
moral judgment due to pressures from the group. Groupthink
is more likely when there are high levels of cohesiveness or a
sense of “we-ness” that overrides individual differences and -
motives. Members of groups tend to be cohesive for two funda- ‘@i
Swissair (Schweizerische Luftverkehr) was the national mental reasons: (1) simply because they like and enjoy each oth- -
airline for Switzerland and thrived for decades, but poor  er’s company and (2) because they need each other to achieve a
decisions sealed its doom in the economic downturn of common goal. When described this way, you can easily sec how
2001. Swissair went bankrupt, and most of its planes, cohesiveness is a double-edged sword and how it affects group-
routes, and personnel were taken over Dy Swiss level outcomes in the Integrative Framework. It can help you and
'r:grr‘\zt\'f;“:g ‘ﬁ'r'ig‘:':::"t‘g’:‘r'fehc‘;xf;g; f;”:;';:?;;y MPIOMS  your team reduce conflict, but it can also reduce performance if
it limits questioning and critical thinking and results in group-
think.% It therefore is important to be aware of groupthink.

Symptoms of Groupthink There are eight common symptoms of groupthink.
The greater the number of symptoms, the higher the probability of groupthink:
Invulnerability. An illusion that breeds excessive optimism and risk taking.

Inherent morality. An assumption groups are prey to that encourages the group
to ignore ethical implications.

Rationalization. Protects personal or “pet” ideas and assumptions,
Stereotyped views of opposition. Cause group to underestimate opponents.
Self-censorship. Stifles critical debate.

[lusion of unanimity. Silence of members interpreted to mean consent.
Peer pressure. Loyalty of dissenters is questioned.

Mindguards. Self-appointed protectors against adverse information &
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Reaching Consensus: The Goal of Group
Problem-Solving Techniques

.U sing groups to make decisions generally requires that they reach a consensus. Accord-
ing to a decision-making expert, a consensus “is reached when all members can say
they either agree with the decision or have had their ‘day in court’ and were unable
to convince the others of their viewpoint. In the final analysis, everyone agrees to
support the outcome.”® This definition indicates that consensus does not require
unanimous agreement because group members may still disagree with the final decision
but are willing to work toward its success. It is important that group members honestly
and accurately communicate with each other when trying to reach a consensus.

Practical Problem-Solving Techniques

Decision-making experts have developed a host of problem-solving techniques to aid
in problem solving. Three we discuss here are (1) brainstorming, (2) the Delphi tech-
nique, and (3) decision support systems.

Brainstorming: A Tool for Generating Ideas  Brainstorming is used to help
groups generate multiple ideas and alternatives for solving problems. Developed
by advertising executive A. F. Osborn, the technique is used in a variety of contexts.®’
Applications include solving problems, developing creative ideas for new products or
removing performance roadblocks, and developing action plans to achieve goals.
Brainstorming sessions begin by asking participants to silently generate ideas or
solutions, which then are collected either in public or anonymously and summarized
in some fashion (e.g., on a white board or a flip chart).

TIP It's good to collect the ideas/solutions anonymously if the issue is emotional,
political, or highly salient/sensitive to some group members.*®

A second session is generally used to critique and evaluate the alternatives. Today, €
many brainstorming sessions are conducted electronically. Electronic brainstorming,
sometimes called brainwriting, allows participants to submit their ideas and alterna-
tives over a computer network. Webinars are a good tool to use for this purpose.®’
Managers are advised to follow the seven rules for brainstorming used by IDEO,
a product design company (see Table 11.3).
Brainstorming is an effective technique for generating new ideas/alternatives,
and research reveals that people can be trained to improve their brainstorming skills.

The Delphi Technique This problem-solving method was originally developed by the
RAND Corporation for technological forecasting.” It now is used as a multipurpose plan-
ning tool. The Delphi technique is a group process that anonymously generates ideas
or judgments from physically dispersed experts.
This technique is useful when face-to-f:

discussions are impractical, when disagree
and conflict are likely to impair communica
when certain individuals might severely dc
nate group discussion, and when grouptl
probable outcome of the group process.
| Decision Support Systems
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