CHAPTER ONE - INTRODUCTION

1.1 Meaning of communication 
The word communication originates from the word ‘communis’; which means common. So communication is an act by which a person shares the knowledge, feelings, ideas, in- formation, etc. in ways such that each gains a common understanding of the meaning, intent and use of the message. The sociologists, the educationists and the psychologists have defined communication in various ways and according to the disciplines to which they belong. 

But, it can be generalized that communication is a process of social interaction, i.e., in a communication situation two or more individuals interact. They try to tangibly influence the ideas; attitudes, knowledge, ideas or feelings taking place between two individuals. In a face-to-face situation communication is not a mere exchange of information but something more, because in such a situation, along with the information one passes, the gestures, expression, language, the manner of expression and tone - all these combined together, create a sort of impact on both. Some kind of change occurs as a result of interaction. This change may be visible in terms of knowledge and behaviour.

Communication is the process of exchanging facts, feelings, ideas or impressions between two or more individuals so that each one gets a common understanding of the meaning and intent of the message. In some case, it can be within one individual also.

Communication can occur even without uttering words
Communication can occur even without words. Our four senses - audio, visual, touch and smell communicate. The ringing of an alarm clock communicates to us that we are to get up, the peep outside the window i.e., the visual sense, gives us the indication of weather - rain, snow, fog, storm, etc; the touch of a pot, whether hot or cold, communicates to us whether it can be handled or not; the sense of smell gives us knowledge whether meat or eggs are being cooked for breakfast. So when a message is sent from a source to a receiver and produces a specific mental or physical response communication occurs. 

Communication - a two way process. The index of communication may not always be a positive reaction. Therefore, it is essential that the transmission of facts or information is carried in such a manner that the meaning intended and the use of messages is understood by the communicates, so that it becomes a two - way process. 

1.2	Communication Process
 There are different elements in the communication process; these include- Source; Message; Channels; Receiver/Audience; Feedback.

Source: is the point from which the message begins. A person or group of people start message is considered as a source. Source is the person who passes the communication process. Credibility of a source is a key to effective communication. The qualities of a good communicator -A good communicator know: -his objective, -his audiences, the available channels and -he/she have skills in selecting the message and expressing the message.

The message: it is the information the communicator wishes his audience, or community to receive, understand or accept and act up on it. Message can be an encoded idea in route between a communicator and receiver. For a message to be part of a communication there has to be a sender and also a person who receives the message; who actually hears it and responds to it. For effective communication, the message must be:
    -In line with the objective to be achieved 
    -Clear/simply stated
    -In line with the mental, social, economic, physical abilities of audiences.
    -Timely and Supported by facts.

Channels of communication: -Channels are routes by which an average receiver can perceive the message. The senses of seeing, hearing, smelling, tasting and touching are all the channels)
Channels are the connecting links between the communicator and receivers.
Channels must be selected on the basis of:
· Specific objective of the message
· Nature of the message (level of difficulty)
· The size, need and knowledge of audiences
· Availability of the channel
·  Relative cost in relation to effectiveness etc.
 Receivers:- The audience is the intended receiver of message & is assumed to be in a position to respond to the message in particular ways. Success in communication is dependent on what the receiver does in response. -You need to know your audience in terms of:
· Size and composition 
· Their present situation and possibilities of unexploited potential 
· Peoples’ need for change 
· Educational, economic and social levels
· Native and acquired abilities of individuals
It is true that the more homogeneous the audience is, the greater the chance of successful communication.
Feedback: This is what a receiver does as a result of a message. One is constantly communicating back to the other, thus the “return process is feedback”-  it is also the impact of the message on the audience.

1.3 Functions of communication 
One of the functions of communication which man has developed to his extreme social advantage is that of communicating to some living aspect of the environment in order to establish, maintain, exploit or alter the relationship with that person. According to Lee Thayer the basic functions of communication may be categorized as under:

1. The information function 
The basic elements of adapting oneself to the environment or adapting the environment to oneself are information. We must have some information about what is going on in our environments to concern ourselves about it. Information is basic to all of the other applied functions of communication. Communication is not going to occur unless someone is acquiring and consuming some information about himself or his environment. 

Information functions: An organization needs a vast amount of information to function and operate a business. The top management would require timely and accurate information for the various departments to make effective decisions.

2. Instructive functions 
Those who are hierarchically superior (in family, business, military, civic or personal life) often initiate communication either for the purpose of informing their subordinates or for the purpose of telling them what to do, how to do, etc. 

One of the expectations that properly socialized subordinates bring to their relationships with superiors is that they are obliged to accept certain kinds of orders from certain superiors to do certain kinds of things. When the rules about who can order whom to do what things, are mutually understood, neither the supervisor nor the subordinate expects to engage in a dialogue. 

The command and instructive functions of communication are more observable in formal organizations than they are in informal organizations. Individuals who are hierarchically (positionally) superior within on organizational structure are both privileged and obligated to command (and / or to control) certain task-related behaviour of their subordinates.

3. Persuasive functions 
The purpose of communication could be to influence. We communicate to influence, to effect with intent the behavior of other person (s). When the sender of a message uses persuasive words or actions, there is a better chance of persuading recipient of the message easily.

4. Integrative functions
At the level of formal organizations, larger than face-to-face human groups, integrative functions are provided in part by bureaucratization, proceduralisation, industrialization, etc. When a social system exceeds the integrative limits of face-to-face encounters, the necessary integrative mechanisms become embedded in that social system, literature, art, folklore, mythology, beliefs, orientations, etiquette and institutional practices. Undoubtedly there is some advantage both to the individual and to the organization in the relative integrity of their perspective structures. 

5. Entertainment functions: Communication for entertainment and pleasure but also carries very important messages like, music, films, role playing etc.


CHAPTER TWO - TYPES OF COMMUNICATION

1. Intrapersonal Communication 
Interpersonal Communication — is the kind of communication that occurs within us. It involves thoughts, feelings, and the way we look at ourselves. Because interpersonal communication is centered in the self, you are the only sender-receiver. The message is made up of your thoughts and feelings. The channel is your brain, which processes what you are thinking and feeling. There is feedback in the sense that you talk to yourself, or discard certain ideas and replace them with others. 
Even though you are not directly communicating with others in interpersonal communication, the people and the experiences you have had determine how you “talk” to yourself. For example, if you had a good day, you are likely to look at your-self in a positive way. If a teacher was disappointed with your work, or if you had a fight with a fellow student, you are likely to focus more on your depression or anger. You can never look at yourself without being influenced by the relationships you have with others. 

2. Interpersonal communication
Interpersonal communication occurs when we communicate on a one-to-one basis— usually in an informal, unstructured setting. This kind of communication occurs mostly between two people, though it may include more than two.

Interpersonal communication uses all the elements of the communication process. In a conversation between friends, for example, each brings his or her back ground and experience to the conversation. Outing the conversation each functions as a sender - receiver. Their message consists of both verbal and non-verbal symbols. The channels they use the most are sight and sound. Because interpersonal communication is between two (or a few) people, it offers the greatest opportunity for feedback. Psychological noise is likely to be minimal because each person can see whether the other is distracted. The persons involved in the conversation have many chances to check that the message is being perceived correctly. Interpersonal communication usually takes place in informal and comfortable settings.

2.1 Characteristics of Interpersonal Communication
Some people are better interpersonal communicators than others are. Why? Certain characteristics seem to be present in the behaviors of successful interpersonal communicators. These include a positive self-concept, positive assertiveness, open mindedness, and the ability to feel empathy, and the ability to employ persuasive strategies.

Positive self-concept: Self-concept does not necessarily mean a single view of self. And it is not necessarily a consistent view. We may have one concept of who we think we are. We may have another concept of who we think person A feels we are. Still another may be of who we think person B feels we are. Added to all these may be the additional concept of who we would like to be. Nonetheless, it would be difficult if not impossible to plan or control our communications with others without making some personal assumptions about one or the other of these selves. We use these assumptions as a basis for negotiating our relations with others.

Positive Assertiveness: Assertiveness means that we are willing to make an effort to get another person to believe or do what we want. Positive assertiveness is our willingness to act towards another person in ways that will be maximally beneficial to the two of us. This is the attempt to create “you win, I win” situations. Conversely, negative assertiveness is typically called aggression. This is the attempt to shape the behavior of others to our own ends whether or not the ends will be beneficial to that other person. The person who is positively assertive will have a strong personal orientation toward other individuals, and will attempt to identify their needs and values so as to be able to create maximally beneficial situations.

Open Mindedness: Openness often refers to the distinction between a person’s being closed as opposed to open-minded. Closed –minded individuals tend to see situations and people in only one way (tunnel vision). They are not open to the suggestion of alternatives and will either show or simply fail to understand them. By contrast, an open-minded individual is able to see alternatives in situations, and is willing to invite alternative suggestions, and has the ability to assess the alternatives.


Ability to Feel Empathy: Empathy is the ability not only to sense but also to feel the emotions of others. In a sense it is the ability to be in the other person’s shoes. Empathy, in part, is an imaginative process. It may involve the ability to role-play, to project, or to react emotionally as another person would in a given situation. There are good reasons to believe that empathy is itself a communication skill. That is, we can learn to recognize certain cues in other individuals that will give us a basis for sensing that individual’s deeper feelings. Communication may have to go through a variety of give-and take exchanges before we can personally sense how the other individual feels.

Ability to use Persuasive Strategies: Most of the preceding characteristics of effective interpersonal communicators set the stage for personal influence. If you know what you want (self-concept), realize that you must positively opt for it (assertiveness), understand that different alternatives may be involved (open-mindedness), and sense which of the person’s deeper feelings may influence actions (empathy), you are in a position to persuade. This means that you are now able to use strategies of influence that will relate most directly to the needs and values of the other individual.


The Johari Window 
Johari window is the illustration of human personality by a window structure framework, the four panes of which are indicated as open self, blind self, hidden self and unknown self.

Open self includes those traits of an individual, which are known to self as well as known to others. The traits mean information, attitudes, needs, experiences, desires, ideas, behaviour etc of the individual.

Blind self includes those traits, which are not known to self, but known to others. By others, we mean to indicate those with one interacts frequently.

Hidden self includes those traits, which are known to self but not known to others. It includes one’s personal secrets and privacies, which s/he never wishes to disclose to others.
Unknown self includes that part of the personality containing the traits not known to the individual as well as to the others. It is related to the unconscious level of mind as indicated by Sigmund Freud.

	
	Known to self
	    Not known 
         to self

	Known to others
	1
	2

	Not known to others
	3
	4


1. Open Self             2.  Blind Self
3.    Hidden Self          4. Unknown Self

  3.  Small-Group Communication  
Small - group communication occurs when a small number of people meet to solve a problem. The group must be small enough so that each member in the group has a chance to interact with all of the other members. Because small groups are made up of several senders-receivers, the communication process is more complicated than in interpersonal communication. With so many more people sending messages, there are more chances for confusion. Messages are also more structured in small groups use the same channels as interpersonal communication, however, and there is also a good deal of opportunity for feedback. In view of their problem - solving nature, small groups usually meet in a more formal setting than people involved in interpersonal communication.

4. Mass Communication 
In public communication the sender-receiver (the speaker) sends a message (the speech) to an audience. The speaker usually delivers a highly structured message, using the same channels as in interpersonal and small-group communication. In public communication, however, the channels are more exaggerated than in interpersonal communication. The voice is louder and the gestures are more expansive because the audience is bigger. The speaker might also use additional visual channels such as slides, flip charts, and so on. Generally, the opportunity for verbal feedback in public communication is limited. The audience members may have a chance to ask questions at the end of the speech, but usually they are not free to address the speaker as he or she is talking. However, they can send nonverbal feedback. If they like what the speaker is saying, they may interrupt the speech with applause. If they like what the speaker is saying, they may interrupt the speech with applause. If they dislike it, they may move around a lot of simply stop paying attention. In most public communication the setting is formal. 
					 
5. Organizational Communication
Types of Organizational Communication
· Cross Communication
· Downward Communication
· Upward Communication

Cross-Communication: Incumbents in any organization are naturally, as also professionally, required to interact with each other horizontally or diagonally within the administrative structure. Such contacts and relationships are more pronounced in development administration and more seriously in the agricultural production system. This is a basis for healthy cooperation and coordination at present. Cross communication, in multi dimensional subjects like agriculture and its multi agency involvement’s becomes the more important. Such communication takes place more at the lower  echelons and should be encouraged and utilized by the management, for adequate cross-communication, an effective use of meetings, conferences, newsletters, special bulletins etc, can be made of: 	

Downward Communication: The flow of information from top to bottom in the organization is a common feature. The higher-ups would like to send messages in the form of orders, directions or general educational news either written or oral to different levels of the organization. Timeliness, quality and adequacy of communication are three important ingredients which must be kept in mind while communicating downwards. People can get fed up with too many reports, circulars, instructions etc., and thus can find less time for work. Besides, it has negative repercussions. Management, therefore, must be judicious and well informed. Employees must not be starved of information nor should they be overfed with it. Proceedings and resolutions must result in improving actions.

It is important to realize that normally there are several links or levels through which the messages have to travel and more of these levels relate to the management group. There are at least four to five levels in the administration before the information can reach the actual users at the operational level. The chances of loss or distortion of information are great and hence communication cannot be taken for granted by the superordinates . In one study (Clark and Abraham; 1960) in the USA, 67% of the verbal communication from the Board Directors was understood by the vice-presidents, 56% by the plant managers, and 30% by the foremen. By and large, only 20% goes to the real workers.

The superordinates and the subordinates must have a common frame of reference in order to communicate better. But this is vulnerable area; most of the higher-ups take it for granted that they know the problems and levels of understanding of the lower personnel. The administrative and managerial staff must deliberately prepare themselves to be effective and efficient communicators.

Upward Communication: Two-way communication is an imperative in all types of interaction. The downward communication will be poor, incomplete and ineffective in the absence of proper and timely upward communication, for many of the top-down communications are based on upward communications. In the context of the democratic decentralization concept in action in our rural reconstruction efforts, upward communication occupies a still greater significance. But unfortunately, upward communication has always been found wanting either due to the weaknesses of the lower staff, non-availability of facility or the discouragement of the higher-ups. The process of upward communication is like going up a hill . It is  much slower and more difficult than coming down

























CHAPTER THREE : COMMUNICATION MODELS
Some sociologists, educationists, psychologists, anthropologists and rural sociologists have described the process through various models. Their usefulness lies in the manner in which they are used.

	3.1.		Aristotle’s model
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	Fig 3.1			Aristotle’s Model	

Aristotle says that all those three ingredients or elements are essential for communication. These can be organized to study the process through the person who speaks, the speech he produces and the person/audience who listens. Such communication takes place in a face-to-face situation, or in direct communication. The speech is either a message, an idea, a thought or a feeling.

	3.2.	Shannon - Weaver Model
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	Fig. 3.2.	Shammon - Weaver Model

If we translate the source into speaker, the signal into speech and destination into listener we have the Aristotle’s Model Plus two more ingredients: a transmitter which sends out the message and the receiver which catches the message to take it to its destination.
	
	3.3.	Westley and Machean Model
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	Fig. 3.3.	Westley and Machean Model

This also have five elements / ingredients on the lines of the Shannon & Weaver’s Model. Here the sender encodes the message which is passed through a channel and is then decoded and its meaning is drawn, after which the message is clear to the receiver.

3.4.	Leagan’s Model
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				Fig. 3.4. Leagan’s Model

This has six elements. It is more or less designed on the pattern of the Westley and Machean’s model. Though the terminology is different, most of the elements are common . Audience response is the six element about which Legean says that it is vital to the process, especially  when it is meant to bring about change in people.

 3.5.	Berlo Model
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	Fig 3.5.	Berlo Model
This has also six ingredients.  The difference from the Wesley and Machean Model is that Berlo adds message to his model.








CHAPTER FOUR: BARRIERS TO EFFECTIVE COMMUNICATION 

Ineffective communication may be attributed to many different types of human and technical barriers. They may be classified into four categories: intrapersonal, interpersonal, organizational, and technological.

4.1.	Intrapersonal Factors 

Selective Perception: The relationship between perception and communication is complex. The way in which we perceive a subject or an event affects not only the way we conceive of it but also the way in which our thoughts about it are converted into a form of meaningful communication. For example, it is a well-known fact that people have a tendency to see and hear only what they are emotionally prepared (or want) to see and hear. Furthermore, research suggests that people seek our favorable messages and ignore unpleasant ones. In other words, they reject or inaccurately perceive information that is inconsistent with their previously established beliefs and expectations.

In addition to differing in their perceptual ability, people also differ in their ability to develop and apply basic communication skills. Some people are incapable of expressing themselves verbally but are able to write very clear and concise messages. Others are effective speakers but poor listeners. In addition, many people read slowly and find it difficult to understand what they have read. when such difficulties exist, they are potential barriers to effective communication.

Without understanding, there can be no communication. Unless people comprehend the information directed at them, they certainly cannot be expected to act effectively upon it.

4.2.	Interpersonal Factors 

Climate: Within an organizational context, the relationship between two people largely derives from the treatment each receives from the other and from the way in which this reciprocal behaviour is interpreted. As the two people interact, the feelings that arise either limit or encourage both the content and the frequency of their communications, as well as the methods in which they attempt to communicate with each other. This combination of attitudes comprises the climate of an interpersonal relationship. The lack of a positive climate can easily lead to a restricted flow of communication, gamesmanship in the manipulation of information, and widespread distrust and antagonism. The resulting decay of group and enterprise effectiveness has been well documented. 

Credibility: Closely related to trust, “credibility” refers to the perceived charateristics of a source of information. Empirical research has identified four distinct elements of source credibility: honesty or general trustworthiness, expertise or competence, dynamism or enthusiasm, and objectivity or open-mindedness. These characteristics are not necessarily possessed by a given source but are attributed to that source by individual receivers. Thus, the credibility of a source is actually receiver determined. For example, when presented with identical communications from different sources, people will most often believe the one coming from the source that they perceive to be the most qualified, honest, fair and forceful. 

Sender-Receiver Similarity: Research generally indicates that the accuracy of communication between two communicators is directly related to the extent to which they perceive themselves to be similar. The degree of similarity between communicators in terms of such characteristics as age, sex, intelligence, race, and socioeconomic status and such factors as common attitudes, interests, values and abilities influences the ease and openness with which they communicate. Communicators who perceive themselves as being similar are generally more willing to accept the viewpoints of one another and to express common agreement. Likewise, studies conducted within organizational settings indicate that the greater the degree of similarity between a superior and subordinate, the more effective communication will be.

4.3	Organizational Factors

Status: A person’s status in an organization depends largely upon the prestige associated with the position he or she occupies. The influence of status on the direction and frequency of organizational communication has been the subject of numerous studies. Evidence indicates that (a) people generally prefer to direct their communication to individuals of higher status; (b) persons of higher status generally communicate more with one another than they do with persons of lower status; (c) the wider the status differential, the greater the likelihood that information will flow from the higher to the lower status persons rather than vice versa (d) high status persons generally dominate conversations with lower status persons; and (e) low status persons often attempt to gain the favour of those with higher status by displaying respect, offering praise and agreeing with their views.
	
These findings clearly suggest that status is a major influence on the process of communication. From an organizational viewpoint, there are at least two reasons that people prefer to communicate with individuals of higher status. First, such interactions can be an effective way to gain peer group recognition and prestige. Second, communicating with higher status superiors who possess the capacity to gratify or deprive is often perceived as a means of increasing one’s chances of satisfaction.

Hierarchical Transmission: Hierarchical differentiation is a structural aspect of the development of an organization. As organizations grow, hierarchies develop not only to facilitate the accomplishment of broadened activities but also because they are necessary to communication. Information must be systematically channeled to all parts of an organization. Although hierarchical transmission is thus desirable, it does give rise to numerous communication difficulties. For instance, the more levels a message must pass through, the longer it takes to reach its destination and the less likely it is to be accurate. In addition to the factors associated with both the efficiency and the effectiveness of vertical information flow discussed earlier, certain individual processes also serve to distort the hierarchical transmission of information. Such distortions have been shown to take a number of systematic forms: condensation, closure, expectation, and association. These distortions contribute to both the selective retention (sharpening) of certain details in a message and the selective omission (leveling) of other details. 

Condensation: Research indicates that the recipient of a message who in turn is responsible for passing it on to another person typically distorts its content (especially in word-of-mouth transmissions) in a predictable manner. That is, what he or she repeats will be shorter and less detailed than what he or she received. Often only the salient points of the message are forwarded, and most often in a condensed form; certain portions of the message are therefore intensified, and others are ignored. Condensation frequently occurs in situations where inferences are drawn from a sum of evidence and the inferences, rather than the evidence itself, are communicated. Interestingly, it seems that, as a message is relayed, its midsection is more likely to be condensed (that is, edited) than either its beginning or its end. In addition, the longer the period between the time a message is received and the time it is relayed to the next level and the larger the number of people involved in its transmission, the more likely it is to be distorted. 

Association: Research further indicates that when events or outcomes have occurred together in the past, they are often associated with one another at a later date. For instance, if past errors have been attributable to a particular person, that person is likely to be linked to any recurrence of the original errors, often without justification. 

4.4 Other Factors
Language and Meaning: A major determinant of communication accuracy is the extent to which communicators assign similar meanings to the same words. Because language, like mathematics, is a symbol system, words in and of themselves have no meaning. They are simply labels we use to describe or symbolize our own personal view of reality. The meaning a person attaches to a message is uniquely determined by prior experiences, individual needs, social background, and so on. For this reason, the words used in a message rarely have exactly the same meaning to a sender as they do to a receiver; neither do they have the same meaning for different receivers. The imprecision of language is further complicated by the fact that, besides simply serving as labels, words are capable of evoking a vast array of emotions that may bias the interpretation of a message. 

Nonverbal Cues: When people speak, their words are usually accompanied by a variety of meaningful nonverbal cues, such as physical posture, gestures, facial expressions, body movements, touch and visual behavior. These nonverbal stimuli are “silent” messages that assist in the accurate transfer of meaning. For example, the degree of eye-to-eye contact between communicators may indicate interest, liking, involvement, or aggression. Similarly, body movements (shifts in position, hand gestures, head nods, etc.) may convey eagerness, anger, or feelings of relaxation. 

The importance of nonverbal communication is underscored by evidence which suggests that, in face- to- face communication, only 7 per cent of the content of a typical message is transmitted by verbal stimuli. The remaining 93% is transmitted by tone of voice (38 percent) and facial expression (55 percent). Verbal and nonverbal cues thus interrelate to create a total message. Research indicates that, in a majority of instances, verbal and nonverbal cues will carry the same meaning. That is, they will repeat, complement, or accent one another. For example, a verbal expression of anger may be accompanied by a look of disgust, a rigid body stance, and a clenched fist accenting particular phrases. On the other hand, nonverbal stimuli may, in certain circumstances, contradict and even negate the intended meaning of a verbal message. For instance, a statement such as “ That’s great, just great!“ said in a sarcastic tone of voice in reaction to an unfavourable outcome is almost always perceived as negative. In general, evidence suggests that when nonverbal cues are incongruent with an accompanying verbal message, reliance is placed primarily upon the nonverbal portion of the total communication. That is, observers are more inclined to believe nonverbal cues, because such cues are less subject to conscious control. Furthermore, research suggests that when a discrepancy between a sender’s verbal and nonverbal behaviour persists, the resulting ambiguity will almost invariably lead to feelings of tension and anxiety on the part of affected observers. 

Channel Effectiveness: Researchers have long been concerned with the comparative effectiveness of different channels of communication. Amid often conflicting results, evidence suggests that written and oral channels are each to be preferred for specific tasks. Written channels (memoranda, charts and diagrams, bulletins, company newspapers, etc.) have been found to be most effective for transmitting lengthy and detailed material. A written communication provides readers with the opportunity to achieve understanding at their own rate (even rereading as needed) and by their own method. Written communications also allow ideas to be conveyed over distance and time. Wider distribution is possible (for example, directives to regional offices), as are storage and retrieval for use in making future decisions. By being open to the scrutiny of more than one person, written messages can be made more exact. 

Oral channels (face-to- face discussion, telephone conversations, lectures, conferences, etc.) are especially appropriate for communications that require translation and elaboration in order to be understood by recipients with varying orientations and language skills. Oral channels are most effective when rapid transmission of information and immediate feedback are desired. In addition, a degree of personalism is possible in oral communication that is difficult to achieve through written means. Feelings and ideas are often more accurately communicated orally than they are in writing, since discussion provides a maximum opportunity for interaction on the basis of both verbal and nonverbal cues. 

Group Size: Communication becomes increasingly difficult as the size of a work group increases. This occurs in part because the number of possible communication channels between individual members increases more rapidly than group size does. Furthermore, as the size of a work unit increases, communication patterns become increasingly complicated by the formation of subgroups. Their development not only creates new communication channels- for instance, between subgroups or between an individual and a subgroup-but also increases the likelihood of inner group conflict. 

In addition, studies indicate that as group size increases the amount of time available for open communication per member decreases. As groups become larger, each member has less opportunity to participate in discussions; and in larger groups, there is a tendency for communication to be dominated by a few members. Furthermore, studies suggest that, as size increases, group members often experience feelings of threat accompanied by a reluctance to participate. Interestingly, one study has shown that communication activity may also be related to overall organization size. The larger an organization, the less likelihood there is that adequate communication will be achieved; reduced levels of interpersonal attraction are the result of less adequate communication, and this in turn further contributes to decreased communication among organization members. 

Spatial Constraints: Physical distances restrict the amount and quality of communication that can take place between group members. Research on the relationship between spatial constraints and communication flow has been conducted in a wide range of settings. A review of past studies provides strong support for the more recent hypothesis that “the rate of information flow among components is less the farther they are from one another and the longer the channels between them.”

Information Overload: There is clearly a limit to the amount of information an individual can process and absorb at any given time. Information overload is partly a product of the technological and scientific knowledge explosion of our times. As should be obvious, information overload may have consequences for individual group members. Stress form the resulting confusion and overwork is often signaled by indicators such as increases in the frequency of errors and interdepartmental friction.  Numerous methods have been suggested for dealing with information overload. A first response is filtering, whereby a scheme of priorities dictates the processing of certain types of information to the exclusion of others. 


















CHAPTER SIX: LISTENING BEHAVIOUR 

6.1 Active Listening 
The way to break all bad listening habits is to become a good active listener. You are an active listener when you make a mental outline of important points and think up questions or challenges to the points that have been made. Even though you might not say anything, you are mentally involved with the person who is talking. People who are active listeners receiver greater rewards. As students they get better grades than passive listeners, who record but do not evaluate what they hear. In fact, the author of this chapter had an experience that illustrates this point very well. She was teaching a class where she lectured on a good deal of material that was completely unfamiliar to students. She noticed, with some annoyance, that one student in the class did not take a single note- he didn’t even bring anything to class to take notes with. She, also noticed, however, that the student was listening carefully. He often asked questions to clarify and interpret the material. When the time came for examinations, it was clear that this student was an active listener - on all exams he had the highest score in the class. Although most students would consider it very risky to give up note taking in class, this illustration demonstrates that careful listening has a definite advantage over slavishly recording everything the instructor says. 

Active listening also helps to avoid boredom. We are more likely to be bored if we are observing rather than participating in an event. Active listening is a way of involving yourself, and once you are involved, you are likely to get interested. If you use active listening techniques, when you listen to a lecture, you might be surprised to find how quickly the time passes. Active listening, then, involves active participation on the part of the listener. 

6.2 Emphatic Listening (Reflective Listening)
When we are involved in interpersonal communication, talking to one another person or to a group of friends, we can use our skills in listening for information. We can ask, for example, what is the cheapest way to get to a particular place? Should we use the bus or train? Or what did the instructor say in class today?

One day, however, we see that a follow student is very upset. He knows what he is upset about - he is failing a course - and he is looking for a good listener. In this situation it is not listening for main points or criticizing ideas that are called for but listening for feelings. This kind of listening is called reflective or emphatic listening. 

Listening for Feelings 
We are often asked or expected to listen for feelings, and we often want to share our feelings with others. We are all upset or happy at one time or another, and if we share these feelings with someone else, it permits us to reveal ourselves. Sharing our feelings also helps us to cope with them. Often when we talk our feelings over with other people, we can gain control of them or deal with them better. Sharing feelings, then helps us to feel better; our joy is greater and our distress is lessened whenever sharing takes place. 

Negative Listening Responses 
In order to look at negative listening responses, let us assume that your best friend has been feeling depressed for the last few days. You ask her what is wrong and she responds that she is having a terrible time at her job because her boss is picking on her so much. Here are some possible ways you could respond - responses that we all use, but none of them very useful. 

 Denying Feelings - If you respond “you shouldn’t feel that way - everyone knows how hard it is to get along with him”. You are focusing on the personality of the boss rather than on what your friend is feeling. When our feelings are very intense, we want them recognized. We don’t want them pushed aside while other, less important items are dealt with. 

Evaluating - If you respond, “Why don’t you just stop trying? There are other jobs” or “He really doesn’t appreciate all the work you do”, you are making an evaluative response- one that passes judgment on and offers an opinion of either your friend or of the boss. Often an evaluative response is a way of trying to dispose of another’s problems. The listener does not take the time to listen to the problem; he or she just makes some generalizations that are designed to make the problem go away. 

Giving Advice - “Go out and get a new job your boss will never get any better”. This is concrete and specific advice. When people have problems, however, it is better to let them find the solutions to their problems. Your job is not to give advice but to listen in such a way that your friend can find her own solution. 

 Defending the Other Person- Sometimes we think it might be helpful to present the other person’s viewpoint: “Well you have to understand his side. He has a lot of employees to supervise”. But your friend with the problem doesn’t want to hear any defense of the boss. If you defend him, she might wonder where your loyalties lie. 

 Expressing Pity- Sometimes we are tempted to give total sympathy. “I really feel sorry for you. It must be terrible to work for a person who treats you so badly”. But with a response like this, your friend is going to feel even worse. 

Questioning- Sometimes our response to a friend’s problem is to ask a series of questions: “What did you do to make him disapprove of you?” “ Is there anything you can do to make the situation better?” Question asking can be available interpersonal skill but not when emotions are very high. Once the feeling has lost some of its intensity, questions might be useful to help to solve the problem. 

All of these responses are weak because they do not deal with the problem of feelings. They all, in one way or another, lead the person with the problem away from her feelings. How, then, can we respond in such a way that we focus on feelings. 

The Reflective Listening Response 
The best way to listen for feelings is through reflective listening - where you try to understand what the person is feeling from his or her point of view and reflect these feelings back. As the listener, your job is to put aside your own feelings and enter into the feelings of the person who is speaking. In order to do this you need to recognize what feelings are involved, let the person tell you what has happened, and then encourage him or her to find the solution to the problem. 


Identify the Emotion - First, and this is often the most difficult part, you need to “hear” what the person is really saying. If, for example your roommate comes home and bursts through the door saying, “I would really like to kill Abebe!” he is obviously not saying that he literally wants to kill Abebe. When we are listening reflectively, we first need to identify what the speaker is feeling. In this case, it would he reasonable to assume he is feeling anger, and we respond with “Boy, you really sound mad”. With this kind of response, it is almost certain your roommate will tell you what has happened. 

Listen to the Story - Second, part of a reflective response is to listen to what the person has to say. As the whole story comes out, there is no need to respond with anything very specific. This is the point where the person just wants to be listened to. You can show your interest by paying attention and looking sympathetic. Let us go back to your roommate and his problem with Abebe. What did Abebe do to make him so mad? You discover that Abebe borrowed your roommates favourite shirt - the one he got from his girlfriend for his birth day. While Abebe was wearing the shirt, he stopped to pick some blueberries and got blueberry stains all over it. 

After your roommate has told you the whole story, he is not quite so mad, but he is still pretty upset. As you listen, you discover other feelings in addition to anger. Because the shirt is a gift from your roommate’s girl friend, he may be feeling quilt that he betrayed her by lending it to Abebe. He may also be feeling upset because he is going to have to tell his girl friend what happened to it. Usually people do not feel one just one, emotion - they have a whole series of them. 

Let the person Workout the Problem - And lastly, we need to give the person a chance to work out his problem. Sometimes just listening for people’s feelings and letting them explain what is upsetting them largely solves the problem. We often hear someone say, “I feel better just because I have talked to you. People sometimes just want to ventilate their feelings, and once they have done so, they feel better. 

The last step in reflective listening, then, is to give the person a chance to work out his/her problem. In the case of the roommate, you don’t want to say, “you should make Abebe buy a new shirt”. Let your roommate decide what he wants to do. If the emotion in the situation has died down, it might be appropriate to ask some very broad and general questions, such as, “What are you going to do now?” It might also be possible to ask some questions that might lead to a solution the other person has not thought of : “Do you think the dry cleaners might be able to get the stains  out?” Has Abebe offered to do anything about the shirt”? 

6.4 Causes of poor listening
Hostile expression 
The listener will often hear negative, hostile expressions directed at him/ her. Such expressions are hard to listen to.

Physical distractions such as mental and factual distraction
Mental distraction is the wondering of mind when it is supposed to focus on something.
Factual distractions are those that occur when you focus so intensely on details that you miss the main points.

Inefficient note taking: Although note taking does help most people remember content longer, trying to write everything the speaker says has the opposite effect. The best notes are brief key words and phrases that will refresh the listener’s mind latter.

Lack of interest: Many poor listeners justify for their poor listening by declaring that the speakers topic is not interesting. It is only after listening to the entire presentation, you can say that it contained nothing value or interest.

Criticizing the speakers delivery: Poor listeners make a game of criticizing speaker’s delivery. The moment a speaker begins to talk (if not sooner) the poor listener condemns the speakers walk, clothes, mannerism, voice or dialect. Thus poor listener feels justified and begins to think about something else. Whereas good listeners would remember that a speaker’s message is much more important than the way it was presented.


6.4 How to improve Listening. 
Assuming that your listening is about average, what can you do to improve? You can almost double listening effectiveness in a few months. In fact, by following a few simple steps, you will note improvement in your listening immediately. 

A) Adopt a positive listening attitude 
There is no reason why you cannot improve your listening if you want to. It is up to you to decide that listening is important and that you are going to do whatever it takes to listen better. 

B) Recognize differences in types of listening and in listening difficulty 
Listening is similar to reading in that you should listen differently depending on the goal and degree of difficulty of the material. Yet many people “listen” about the same to all kinds of material. Listening intensity differs depending on the goal. The majority of your listening is done for pleasure or appreciation, for learning or understanding, for critiquing or enabling you to respond helpfully. 

A more difficult challenge is listening to understand. Effective listening to understand requires you to develop greater intensity. Your class room lectures require this kind of listening. By far the most demanding challenge is listening to evaluate. Daily we are flooded with message designed to influence our behaviour, from the advertisements we hear on the radio or on TV to the political speeches we hear calling for our vote. Critical, evaluative listening requires us to be able to recognize the facts, weigh them, separate them from emotional appeals, and determine the soundness of the conclusions presented. 

C) Get ready to listen 
Your listening potential improves immediately when you become physically and mentally alert. Since physical alertness often encourages mental alertness, you need to stand or sit in a way that will help you to listen. Moreover, you will want to look people in the eye when they talk with you. The visual bond you establish between you and the speaker helps form a mental bond that improves listening effectiveness.

D) Make the shift from speaker to listener a complete one 
In the classroom where you listen continuously for long stretches, it is relatively easy to develop a listening mood. In conversation, however, you are called upon to switch back and forth from speaker to listener so frequently that you may find it hard to make the necessary shifts. If, instead of listening, you spend your time thinking about what you are going to say when you talk, your listening effectiveness will take a nose dive. 

E) Hear a person out before you react 
Far too often, because we think we know what some one is saying, we may stop listening before the person has finished. Always let a person complete his or her thought before you stop listening or before you try to respond. 

F) Listen actively 
Instead of letting your mind wander you can practice and use active listening skills. Active listening includes repeating important details to yourself, questioning, paraphrasing and distinguishing among governing ideas. Active listening involves you in the process of determining meaning.  

























[bookmark: _Toc194676510][bookmark: _Toc194676511]CHAPTER SEVEN: THE NATURE OF GROUP COMMUNICATION

[bookmark: _Toc194676525]7.1 Introduction
Whenever three or more people get together to work on a task or are engaged in some common activity, we have a group. Group plays important roles in our lives. We are born into groups, we live and learn in groups, we get included in and excluded from groups, and we turn to groups for both pleasure and support. Group communication has much in common with interpersonal communication, partly because interpersonal relationships often develop between dyads (two persons) of group members. Yet, group communication is more than interactions between pairs of group members. Whenever more than two people communicate, something different happens from when there are only two people communicating. Adding even one more person to a dyad causes qualitative changes in the nature of the human interaction.

[bookmark: _Toc194676526]7.2 Definition of Groups
Exactly ‘what constitutes a group?’ is a legitimate question. Any gathering of three or more people is not automatically a group. In general, a number of people together at a given place and a given time can be considered as a group.

A Group is defined as a number of people that are put together or considered as a unit. Or a group is defined as two or more people who interact and influence each other towards a common purpose. It is composed of a number of people who are brought together or who come together voluntarily and who share a common goal, task, or purpose. 
From organizational point of view, a group is a team and a team has a different meaning and definition. According to Marvin Shaw, cited in the work of Chandan, (1997) “ a group is two or more persons who are interacting with one another in such a manner that each person influences and is influenced by each other person”.
There are three key elements in the definition.
· First, there must be at least three persons involved in forming a group. 

· Second is the interaction among group members. For example, co-workers may work side by side on related tasks, but if they do not interact with each other, they do not constitute a team. 

· The third element is the influence of one group member on another group member. This means that group members are mutually influencing each other with respect to the attainment of one or more common goals.  
As one of the elements in the definition, the number of members in a group determines group size.  Groups may be as small as three people or include hundreds of people. According to Wahlstrom, 1992, groups of from three to twenty-five people are generally called small groups, whereas groups more than twenty-five are called large groups.  It should be noted that in order for the group members to interact with each other effectively, the group size should be reasonable and practical. It is difficult to interact closely with each other when the group size is very large. In fact, the dynamics of large groups is significantly different from the dynamics of small groups. 

[bookmark: _Toc194676527]7.3 Why Do People Join a Group?
People join groups for a variety of reasons. Some group members are motivated by task concerns and others are motivated by interpersonal attraction to other group members. Let us see the reasons one by one in detail.

Group Synergy refers to the idea that two heads (or more) are better than one. You may have also heard the phrase, "The whole is greater than the sum of its parts," which also refers to group synergy. Put simply, groups are often capable of producing higher quality work and better decisions than can an individual working alone.

Support and Commitment A group may be more willing to take on a large project than would an individual. In addition to its increased ability to perform work, the group can provide encouragement and support to its members while working on a big project.

Interpersonal Needs Individuals often join a group to meet their interpersonal needs. William Schutz has identified three such needs: inclusion, control, and affection.

[bookmark: _Toc194676528]7.4 Types of Groups
Groups are formed to accomplish some objectives. The objective may be to complete some kind of task or it may be to promote the interpersonal relationships between/among the group members. Many groups, however, fulfill both of these functions. Based on various functions groups can be categorized in to:
i) Social Groups 
While all groups will have both social and task dimensions, some groups are predominantly social in their orientation. Examples of these groups would be families and social clubs. These groups provide us with safety and solidarity needs, and they help us develop self-esteem.

ii) Work Groups 
Work groups function to complete a particular task. In a work group, the task dimension is emphasized. The group members pool their expertise to accomplish the task. Examples of this would be workplaces, campus organizations, or juries. 
[bookmark: _Toc194676529]
The Nature of Groups from Organizational Point of View
Groups in organization come into being as the result of growth and specialization within an organization. Specialization involves not only the breaking down of the organization into functions, but also the formation of groups to support the tasks of groups of related tasks performed within those functions. In different organization, a “work group” might be called “team” or a “unit” or a “section” or a “department” by same other description. Two types of teams exist in organization- formal and informal. 

Formal groups: Formal groups are those set up by the management of an organization to undertake duties and perform tasks in pursuit of organization or corporate goals. The most prevalent type of formal group is the command team, which includes a manager and all employees who report to that manager. Another type of formal group/team is the committee, which generally lasts a long time and deals with recurrent problems and decisions. For instance, University or college probably has a committee for student affairs to deal with recurring issues that involve students’ lives, while members of this committee may come and go, the committee remains in place over time. 

Some formal teams are temporary. They may be called task forces or project teams. These teams are created to deal with a specific problem and are usually disbanded when the task is completed or the problem is solved.

Informal groups: Informal groups or teams are those groupings, which the employees (of differing status) have themselves developed in accordance with their own needs. Informal organizations are of course unofficial nevertheless, every organization has such unofficial groups and research has shown how important they are for organizational effectiveness.

[bookmark: _Toc194676531]7.5 Group Development
Researchers have studied groups to understand how they develop. Several different models have been suggested, but they all tend to follow a similar progression. Listed below are three of the most common models. 
[bookmark: tuckman][bookmark: _Toc192086680][bookmark: _Toc192087002][bookmark: _Toc193524810][bookmark: _Toc193631739][bookmark: _Toc193631936][bookmark: _Toc193632168][bookmark: _Toc194676539]
Tuckman's Small Group Development Theory
The other group development theory is Tuckman’s group development theory, which passes through some stages for group development. These stages are:
Stage1: Forming 
In the forming stage, group members learn about each other and the task at hand.

Stage 2: Storming 
As group members become more comfortable with each other, they will engage each other in arguments and vie for status in the group. These activities mark the storming phase.


[bookmark: _GoBack]
Stage 3: Norming
During the norming stage, group members establish implicit or explicit rules about how they will achieve their goal. They address the types of communication that will or will not help with the task

Stage 4: Performing
 In the performing stage, groups reach a conclusion and implement the conclusion.

Stage 5: Adjourning
As the group project ends, the group disbands in the adjournment phase.
[bookmark: _Toc192086681][bookmark: _Toc192087003][bookmark: _Toc193524811][bookmark: _Toc193631740][bookmark: _Toc193631937][bookmark: _Toc193632169][bookmark: _Toc194676540][bookmark: poole]Dear colleague, now we are quiet sure that you have passed through either of these group development theories in forming your present group. Is that true? We hope so!

[bookmark: _Toc194676544]7.6 Group Characteristics
Once a group has become a functioning entity, there are four elements, which seem to characterize it: Identity, status, formality, and cohesion. These four occur in varying degrees and affect group behavior. 

Identity: All groups are unique, and each works out ways to confer identity on their units. Members are not allowed to forget that they are part of a group that is important to them and to the entire organization. In addition, the group regulates the behavior of the members to establish and to maintain this identity.

Status: Status usually refers to the degree to which group members possess certain socially approved attributes, to the importance of given roles, or to exercise of influence. Status may be given to or earned by an individual. Normally a group assigns its highest status levels. Similarly, prestige refers to the generally accepted rankings of group members; that is, high prestige hierarchy is established, to influence the flow, content, quality and accuracy of communication.

Formality: A group may be classified as either formal or informal. If a group has a well-defined, highly developed structure, it is considered formal. Roles are often based on contract or written policy; violation of any stipulation will result in formal disciplinary action. If a group does not have such well-defined characteristics but is more spontaneous, it is considered informal. Most groups exist at some level between the two extremes of high formality and high informality. 

Cohesion: In addition to identity, status, and formality, groups can be characterized by their cohesiveness. Cohesion refers to the ability of a group to stick together. It relates to the internal strength of a group. Generally, cohesive groups are more democratic, cooperative, friendly, better oriented, more coordinated, more orderly, more group-centered, more ready to accept the ideas of others, more attentive to one another, more insightful, and more productive than non-cohesive groups.

[bookmark: _Toc194676545]7.8 Group Functions
Groups may be characterized in several different ways. They also serve a variety of useful functions and some dysfunctions (not behaving or working normally) to individuals and organizations.
[bookmark: _Toc194676546]Useful Functions: Work groups are usually formed to achieve a specific task. Therefore, most groups are oriented toward accomplishing some major objectives. Moreover, certainly it is true that groups of individuals working together can often accomplish more than the same number of people working alone. The sharing of ideas and feedback that occurs in a small group is referred to as “synergy” and suggests that a group accomplishes more than the sum of its parts. 

Some of the psychological functions groups can fulfil are the following:
· First, an outlet for affiliation is needed. Almost every person needs some friendship, support, and love. 

· Second, a source of emotional support to group members is needed. Work groups and therapy groups alike provide members with reassurance and support. When a group member of a cohesive group feels emotionally despondent (down), he or she can rely on the group for some temporary bolstering.

· Third, a means of coping with a common enemy. In recent years, white-collar groups have been more attuned to collective action in voicing their complaints about work. People feel more secure when they collectively discuss strategy; collective action is a more powerful mechanism than individual action.

What else? Still there is another function of groups. Let us proceed to look at that function! One other function of a group is to provide information about its internal structure and processes. Thus some of the most common principle goals of group are:
· providing a service without regular financial compensation (e.g. charitable institutions)
· providing goods and services for economic profit (e.g. business, industry, and the black market)
· serving spiritual needs of individuals (e.g. Churches, Mosque, sect, and cults)
· Protecting individuals from harm (e.g. Army, National guard, Police and fire department)
· maintaining social order and continuity (e.g government agencies at all levels, judicial systems, and schools),
· Fulfilling social, recreational and interactional needs of individuals (e.g. non-service voluntary associations, clubs, and non-professional athletic teams).
[bookmark: _Toc194676548] Dysfunctions
Although groups perform a number of constructive functions, they also provide some dysfunctions, chief of which is conformity. Groups bring pressure on members to conform to norms and often manipulate behaviour. Members usually conform to the norms of those groups, which have the greatest impact on them at a given time. Deviation from the norms are rejected and isolated from the group. Of course, not all individuals conform; some people deliberately pattern their behaviour directly contrary to the group’s norms. This is referred to as “anticonformity”. 
[bookmark: _Toc194676553] Groupthink: One of the dysfunctional effects of conformity that limits and interferes with objectives, critical thinking is groupthink. Groupthink is a concept that refers to faulty decision-making in a group. Groups experiencing groupthink do not consider all alternatives and they desire unanimity at the expense of quality decisions. It has also some bearing on our earlier discussion of cohesiveness, since groupthink always occurs in a cohesive group. The reason is that the members have strong, positive feelings toward the group and are highly motivated to remain part of that group. They have strong sense of solidarity and thereby drive for consensus at any cost. 

[bookmark: _Toc194676555]7.9 Roles in Groups
Every member of a group plays a certain role within that group. Some roles relate to the task aspect of the group, while others promote social interaction. A third set of roles are self-centered and can be destructive for the group. Let us see these roles in detail.
Task-Oriented Roles: includes several roles, which relate to the completion of the group's task: 
· initiator-contributor: Generates new ideas, 
· information-seeker: Asks for information about the task,
· opinion-seeker: Asks for the input from the group about its values, 
· information-giver: Offers facts or generalization to the group, 
· opinion-giver: States his or her beliefs about a group issue, 
· elaborator: Explains ideas within the group, offers examples to clarify ideas, 
· coordinator: Shows the relationships between ideas, 
· orienteer: Shifts the direction of the group's discussion, 
· evaluator-critic: Measures group's actions against some objective standard, 
· energizer: Stimulates the group to a higher level of activity, 
· procedural-technician: Performs logistical functions for the group, 
· Recorder: Keeps a record of group actions.
Social Roles groups also have members who play certain social roles: 
· encourager: Praises the ideas of others, 
· harmonizer: Mediates differences between group members, 
· compromiser: Moves group to another position that is favored by all group members, 
· gatekeeper/expediter: Keeps communication channels open, 
· standard Setter: Suggests standards or criteria for the group to achieve, 
· group observer: Keeps records of group activities and uses this information to offer feedback to the group, 
· Follower: Goes along with the group and accepts the group's ideas.
Individual Roles: these roles place the group member above the group and are destructive to the group. 
· Aggressor: Attacks other group members, deflates the status of others, and other aggressive behavior. 
· Blocker: Resists movement by the group. 
· Recognition seeker: Calls attention to himself or herself. 
· Dominator: Asserts control over the group by manipulating the other group members. 
· Help seeker: Tries to gain the sympathy of the group. 
· Special interest pleader: Uses stereotypes to assert his or her own prejudices.



















[bookmark: _Toc194676560][bookmark: _Toc194676561]CHAPTER EIGHT: GROUP DYNAMICS AND DECISION MAKING IN GROUPS

[bookmark: _Toc194676565]8.1 Group Dynamics
Groups are quiet difficult to generalize about because they are so varied. Psychologist Kurt Lewin made a large contribution to our understanding of groups by noting that even as individuals we have what he called a “life space,” or “Psychological fields,” so too do groups. As individuals move through their life space, they struggle to overcome the barriers that stand in the way of their goals. Lewin pointed out that tensions arise from our needs and desires as we try to reach our life goals. These tensions determine our behavior or the way we move in that life space. Lewin felt that groups functioned much as human beings do. He was interested in the tensions that were present in groups as they respond to the various forces that shape them, and he is particularly interested in the way the forces within a group affect individual group members. Lewin consider this the study of group dynamics. 

Groups are marked by a variety of dynamics or patterns of interaction. These dynamics affect how the group goes about setting its tasks and achieving its goals.  Basically, there are internal and external dynamics of groups. 

[bookmark: _Toc194676566]8.2 Internal Dynamics of Groups
The term dynamics in this context, as mentioned earlier, means the energies and forces derived both from individuals and from their interaction with each other, and the summation and resolution of these forces into active as opposed to static behavior.
There are many factors, which contribute to the internal dynamics of groups. These factors exert differential forces on the groups and influenced by the standards of operation and degrees of social controls under which the group functions.

Group atmosphere: Group atmosphere is the prevailing mood, tone and feeling that permeates the group. It includes the physical setting of group interaction such as seating positions or room arrangements and also psychological environment such as mutually trusting, satisfying, friendly, cordial, creative or motivating as well as frustrating, aggressive, demoralizing etc.

 Communication patterns: Communication patterns may include the language, meaning of words perceived, heterogeneity or homogeneity of the group, line of communication (one way or two way), persuasive effects, feelings shared etc.

Participation: The most important force in group participation is the personal and psychological involvement of individuals in the affairs of the group. It may be overt or otherwise. Participation can be through involvement in discussions and involvement in committees and meetings. Research studies indicate that group productivity is highly influenced by the extent of participation of members.

Group standards: They are the levels of performance acceptable to the group itself. Group standards may be implied or clearly stated. Deviation from the expected standards of performance, either above or below, is frowned on by the members, and the group sets up ways securing conformance. Small groups are more rigid in setting up such standards, as they can enforce penalty on the members. The standards are to be consistent and not to be rigid in one occasion and loose in another.

 Social control: This is the means by which group secures conformity to the expectations of its group members for meeting group standards. They may make a form of rewards to group members for meeting standards, by way of recognition or positions or other tangible benefits. It may include punishments also for non-compliance in the form of rejection, taking away privileges, social fencing, or even physical punishments.

We-feeling or identity: It implies certain common bond, common sympathy, and a definite consciousness of being united in some way. This is also described as solidarity, esprit de corps etc. The identity is largely emotional. There is high relationship between identity and participation. This is a reciprocal relationship since greater identity encourages more participation in the activities. The manner in which the ego of the individual is rewarded depends on extent of identity.

 General role definition: It is the general expectation of the member’s role in the group. It will be different from that of the leader and then specifically it has to be defined. What responsibility does each member have and to what extent s/he has to contribute? To what extent s/he has to involve and what privileges s/he has to enjoy? The groups, which define the roles of all members, are likely to have high goal achievement.

Group task roles: The major task of the group is to select, define and solve common problems. The roles are identified in relation to facilitation and coordination of group problem solving activities. Each member may assume more than one role in any given unit of participation and a wide range of roles in the ensuing participations. Such roles may be that of initiator – contributor, information seeker, opinion giver, harmonizer, follower, aggressor, dominator and the like.

Human relation skills: It is the ability to work with people and getting along with people. It is not just to live in a society without creation of hostility, but also to move with others with power of influence and establish bondages. The group has the responsibility of helping its members grow. The members should know each other and create opportunities and options for others to use their talents and skills to contribute to the group and for personal well being. Group member’s motivation, participation, productivity and satisfaction are greater when the members possess a high level of human relation skills.

Homogeneity – heterogeneity: Heterogeneity refers to the presence of differences within the group and indicative of that each member represents certain potential in the group. The group must learn to recognize and mobilize all the diversified potential to move towards the goals. Group heterogeneity may also place limitations in using the group techniques due to the diversity. However, there will be relatively some homogeneity because the group formation is taking place with that force. The factors such as age, moral standards, education, and values may remain heterogeneous depending on the group structure. The more the group works together, the more is the chance to achieve homogeneity in interests, objectives and satisfaction.

Group size: Size is an important factor to consider in deciding the techniques to apply. It is a variable that may limit the amount and quality of communication. When the group size increases, the tendency to become formal in interaction and to reduce cohesiveness can be seen. Increased size is usually accompanied by increased difficulty in coordinating group activities. Similarly, consensus in decision-making is also affected by group size.

Group evaluation: Evaluation may be a powerful force affecting group productivity. Evaluation is ever present in all groups, consciously or unconsciously, sometimes without systematic way. Each of us evaluates our role, status, contribution or feelings towards the group. We also evaluate other group members in the same fashion. We evaluate how well our goals and interests are met by this group. We evaluate other groups in these terms. By the same token, our group is also being evaluated by other groups. Evaluation is a force that is always present in any group. If the evaluation is done in a rational, systematic and meaningful way, it has great potential to lead the group to high productivity.

[bookmark: _Toc194676567]8.3 External Dynamics of Groups
External forces affect all group activities and no group exists in social vacuum. Such forces as community values, community expectations, institutional values, parent group affiliations and control, inter-group competition, and prestige and status affect every group – its member’s motivation, goals and means, and ongoing activities. These external forces are reflected largely through beliefs, feelings and actions of members. The expectations of a group may be based on such things as traditions, past performances, social status of the membership and the leadership. It is also influenced by the group’s publicly stated purposes and the public image of the organization and its organizational affiliation. These forces may become effective in reflecting in individual member’s activities.

However, forces may originate from individuals who are not members, from other groups in the community, or from institutions within the community. The external forces may be judged as “restrictive” by the group. They may feel that they cannot adopt certain desired goals and means. On the other hand, the group may judge these external forces as “expansive” in the sense that the group feels the pressure to accept some new and perhaps broader concept of its goals and means. In either cases, external forces will affect group functioning. These external forces are discussed below:
The community: Every community has value system. Individuals and groups have a status in a community to the extent that they have accepted and achieved (by approved means) the important community goals. Each group has a status in a community and the rating is done on the basis of the degree of consistency of goals, objectives and means.

Multiple group membership: Another pattern of forces at play within each group is created by affiliation of its members to other groups. Every individual desires security, recognition, response, and new experiences. The relative importance s/he places on these desires is based on experiences, which are related to the personal value system. This invariably influences the involvement in different groups, and it will affect the group productivity where the involvement is less. Time is a scarce resource and the pattern of spending time to different groups becomes an important factor.

[bookmark: _Toc194676568]8.4 Group Productivity, Maturity and Effectiveness
[bookmark: _Toc194676569] Group productivity: Group productivity can be analyzed from different points of view. One point of view is that of the group itself, and it is more rational. Usually we consider a group which effectively selects realistic goals and effectively and efficiently accomplishes those goals as a productive group. The overall evaluation of the relative productivity of groups is often colored by judgments about the ‘costs’ of such productivity. In a democratic group, there is concern about the dignity of the individual; his/her rights, needs, interests and development. Thus the judgment about the productivity in terms of accomplishment of goals is usually made by taking into consideration the use of acceptable means.

Productivity can also be analyzed from the point of view of the community or larger society. From this point of view, that group which promotes and accomplishes the most for the general good of the community may be considered as the most productive.
[bookmark: _Toc194676570]Group maturity: Maturity is used to mention a process function (productivity was discussed as a problem solving function). A mature group will be effective in the process function, at the same time it has to be productive too. Effective organizations in problem solving area usually behave in such a way as to ensure great motivation, individual satisfactions, and high group morale. Before these can be attained, it is usually necessary to reach a high degree of maturity. The length of time group has existed or number of times it has met is not good criteria of maturity.

Individuals of mature chronological age sometimes remain immature and the same is with the group. The assumption of maturity relates to qualities of experience and ‘know-how’, without loss of youthful vigor and drive. Maturity in a group does not spring up spontaneously, but sound practices and skilled leadership develop it.
Every individual, and every aggregate of individuals has unique attributes and characteristics. Methods helpful in one instance may prove useless in another. It is important that creative efforts be spent in the direction of maturity, and no simple formula for action will do here. Group maturity is most evident through the harnessing of group member skills and combining them effectively. Immature groups become mature by this process. At the same time, unproductive groups become productive. It is quite possible that group processes developed for one stage of maturity will have to be altered as conditions change, as new problems present themselves, or as greater maturity is achieved. If the group is to remain vigorous, there must be constant analysis and adjustment. In some cases, a mature group may even decide to terminate its existence if a need for it is no longer recognized.

A mature group is one which:
· recognizes the values and limitations of the democratic procedures,
· provides an atmosphere of psychological freedom for the expression of all feelings and points of view,
· achieves a high degree of effective interpersonal communication,
· has a clear understanding of its purposes and goals,
· is able to initiate and carry on effective, logical problem solving which results in action,
· recognizes that means must be constant with ends,
· faces reality and works on a basis of fact rather than fancy,
· provides for the diffusion and sharing of leadership responsibilities,
· makes intelligent use of the differing abilities of its membership and recognizes the need for and utilizes outside resources,
·  strikes an appropriate balance between group productivity and the satisfaction other felt needs,
· provides for satisfactory integration of individual values, needs and goals with those of the group,
·  is objective about its own functioning, can face its procedural emotional problems and can make whatever modifications are needed,
· has the ability to detect rhythms of fatigue, tension, emotional atmosphere etc. and to take measures for their control,
· achieves an appropriate balance between problem solving and process orientation,
· strikes a useful balance between using established methods and a willingness to change procedural patterns to meet a situation,
· has a high degree of solidarity, but not to the extent of stifling individuality,
· finds a healthy balance between cooperative and competitive behavior among its members,
· Strikes balance between emotionality and rationality.
[bookmark: _Toc194676571] Group Effectiveness: If a group is motivated to cooperate, the members will work toward a group goal. They will show more positive responses to each other, be more favorable in their perceptions, be more involved in the task, and have greater satisfaction with the task. Similarly, members of cooperative groups are less likely to work at cross-purpose. They are more efficient, productive, and better able to recall meaningful contributions, as well as their own ideas. 
· Some of the factors affecting team effectiveness are shown as follows:
Individuals: A group is as good as the individuals who form the group. If the individuals are dedicated and consciously aware of their roles and their responsibilities towards accomplishing their group and organizational objectives, then the group would be an effective group. It is necessary and important that all members must have share the enthusiasm of group activities and group accomplishments.

Group size: It is difficult to determine as to what the optimal group size is, but such a size would depend upon the complexity of the problems that a group is expected to address. However, in general, smaller groups are more effective than the larger ones. Research conducted by Cummings, Humber and Arendt has led to the following recommendations.
· For complex problems requiring high quality decisions, use seven to twelve members under a formal and expert leader.
· When consensus in a conflict situation is important, use three to five members without formal leaders.
· When both quality and consensus are important, a team of five to seven members seems most important.
It is important to have odd numbers in the group so that a majority decision can be reached and there is no deadlock. 

Group norms: Group norms are the informal guidelines of behaviour and a code of conduct that provide some order to group activities and operations. These guidelines are expected to be followed by all the group members. These unwritten expectations usually develop gradually as group members learn as to what behaviours are necessary for the group to function effectively. These group norms may be concerning attendance, to function effectively. These group norms may be concerning attendance, performance, interpersonal interaction, dress code and so on. 

The groups enforce compliance with norms in many ways. They can reward people who comply with group norms by appreciating them, by listening to them in a respectful manner and by making them leaders of the groups. Also the group can take negative actions against those persons who deviate from the group norms in the form of ridicule or by “silent treatment” or by withdrawing privileges or by ultimate action of expelling them from the membership of the group.   

Synergy: Synergy simply means that two plus two equal to five. To achieve synergic effects, the collective performance must produce better results than the sum of individual performances. Accordingly, it is important that the “right” members join a given group. Managers need to recognize that such group synergism brings special advantages with regard to cost, market power, technology or operating skills. 

Leadership: Formal groups have managers or supervisors as their leaders. Informal groups usually select their leaders by consensus. In both type of groups the quality of leadership is highly influential on the quality of the group. The leader must be knowledgeable, patient and respectful to the group. He must give proper guidance to the group and support group efforts, not only achieving the organizational goals but also group goals as well as the individual goals within the group.

Cohesiveness: Cohesiveness refers to the degree and strength of interpersonal attraction among members of the group. High degree of cohesion is highly motivating in achieving the group goals.  Cohesiveness is identified by attitudes such as loyalty to the group, compliance with group norms, friendliness, a feeling of role responsibility for group efforts and willingness to defend the group against outside undesirable interference. The extent of cohesiveness depends on many factors including the compatibility of individuals’ goals with group goals. The more the members are attached to each other and the more the group goals align with their individual goals, the greater the group’s cohesiveness.

[bookmark: _Toc194676575]8.5. Group Dynamics and Leadership

Group consists of two or more individuals with mutual interaction and reciprocal relationships. According to numerical size, it can be dyad (two members), triad (three), small (4 – 9) or large (10 or more). There are many classifications for groups such as formal and informal, voluntary and involuntary, primary, secondary and tertiary etc. Another way of classifying and studying the group process is by considering them as autocratic, democratic and laissez-faire groups.

i) Autocratic Group
Under the domination of an individual or ‘power clique’, autocratic group operates. Members may go through democratic styles, but they have to accept the decisions of leadership. There is gap in status between leadership and members and communication tends to be one way (Top to bottom).

Ideas are evaluated and accepted not based on merit, but based on origin. Autocratic group carries seeds of its own destruction. If the leader is sick or dies, there will be a contest for power and chance for division of group is more. It may perish or move to democratic style in some cases.

Autocratic group cannot compete with democratic group in terms of productivity. Within this group, always there is irritability, hostility and aggressiveness towards other members and leadership. Individuals have more dependency and less creativity. When the leadership is absent for a while, no action will take place.

ii) Democratic Group
This is a group of ordinary people, having the ability to recognize, define and solve their problems within their capacity to satisfy their common needs by working together. Group action is based on group consensus achieved through participation, according to their abilities to contribute. Group productivity can be enhanced through efforts of entire group as well as of individuals. Their human relation skills, group interaction and continuous evaluation of progress will help in this process.

Decisions are made by the group as a whole. Member participation is based on their interest and skills. Ideas are evaluated based on merit and relevance to group goals.
Democratic group follows the rational behavior that “means used must be consistent with the ends sought”. This group has greater motivation towards work, more member satisfaction and greater productivity. There is less discontent among members and less evidence of frustration and aggression. There is more friendliness, cooperation and group-centredness. More individuals’ initiatives are expressed and appreciated. Individuals are not superior to the group. Participation in decision making increases commitment and productivity, reduces turn over. Finally yet importantly, leadership style is the Laissez faire group. Let us see it in detail.

iii) Laissez-faire Group
It is characterized by lack of organization. Mostly it is dormant and occasionally it shows the life (eg. Political parties become active when the elections come)

Organizational meetings are normally with a caucus. This type of group is unable to accomplish any purpose. Individual initiatives are not accepted and hence progress will be nil. It may perish sometimes and turn to autocratic group. Rarely may it grow to democratic group as well. Laissez-faire group is characterized by lack of productivity. Individuality is often exhibited, but cannot be channelized into useful fields. The general feeling of lack of progress makes members disinterested and indifferent.

[bookmark: _Toc194676579]8.6 Methods of Decision Making in Groups
Many groups meet to solve problems or make decisions. The following are some of the methods groups depend on to make decisions: 

A. Standard Agenda 
Developed by John Dewey, reflective thinking involves a careful, systematic approach to a problem. Groups, which use reflective thinking to make their decisions make use of a six-step guide, called the "standard agenda. 
a. Problem identification. What is the problem? What is wrong with the current situation? 
b. Problem analysis. View the current situation as a balance between restraining forces and helping forces. What are the forces in play in your group's situation? 
c. Criteria selection. What are the goals of the final decision? 
d. Solution generation. Generate as many solutions as possible. Avoid groupthink by listing many solutions. 
e. Solution evaluation and selection. Measure each solution against the criteria from step three. 
f. Solution implementation. Enact the chosen solution

B. Brainstorming 
Another option for decision-making is brainstorming. When brainstorming, group members are encouraged to generate as many ideas about a particular topic as they can. For instance, group members may use brainstorming to generate as many solutions as they can in step four of the standard agenda. Group members should be encouraged to say anything that comes to mind when brainstorming. Every idea is written down and judgments about ideas are saved until later, when the group returns to all of the ideas and selects those that are most useful.

C. Nominal Group Technique
Nominal group technique is a group decision-making tool used when the group must rank order of a set of options. In order to use the nominal group technique, group members work individually to list all alternatives to a problem or issue. Sometimes, nominal group technique is used after a brainstorming session is held. Then, the group facilitator asks each group member to individually rank all of the options from lowest to highest priority. Finally, the facilitator computes an average score for each idea. The lowest score is the highest priority for the group. Nominal group technique is a good way to have all of the group members voice their opinions and discussion is not dominated by a few vocal group members

[bookmark: finaldecision]The Final Decision: There are many ways in which a group can make a final decision, decide on a solution, or come to agreement. Some of the most popular ways of making the decision include:
  Consensus: The group members all agree on the final decision through discussion and debate. 
Compromise: Through discussion and readjustment of the final plan, group members come to agreement by giving up some of their demands. 
Majority Vote: The decision is based on the opinion of the majority of its members. 
Decision by Leader: The group gives the final decision to its leader. 
[bookmark: _Toc194676580]Arbitration: An external body or person makes a decision for the group.


[bookmark: _Toc194676588]


[bookmark: _Toc194676589]CHAPTER NINE: CONFLICT AND CONFLICT MANAGEMENT IN GROUPS

[bookmark: _Toc194676593]9.1 Conflict in Groups
Conflict might be defined as disagreement between/among people. Basically, it is a situation where the goals, values, interests, and perceptions of one individual or group are incompatible with another individual or group. In general, conflict may range from a very mild disagreement to a complete breakdown in a relationship.

Conflict is often a natural outgrowth of change. In fact, conflict is inevitable in organizations as well as in any groups because group members and group leaders are constantly struggling with issues of competition, cooperation, individuality, conformity, freedom of expression, and inhibition feelings.  Mangers are faced with the necessity of evaluating, correcting, and disciplining employees. These types of confrontations are not only necessary but also are factors in the growth and effectiveness of employees.

[bookmark: _Toc194676594]Obviously, some instances of conflict are beneficial, but some are disruptive and destructive. Therefore, there is popular preoccupation with morale, human relations, and cooperation: hence, the general value that peace is good and conflict bad.

[bookmark: _Toc194676595]9.2 Major Sources of Organizational Conflict
Although we have listed many causes for conflict on the job, three sources of conflict seem to stand out and are worthy of more discussion from organizational point of view; these are communication, structure, and personal behavior of factors. Many of the contributing factors for these areas of conflict were discussed in module one of this course. These factors are discussed in detail below:

· Communication Conflict
Communication conflict is often the result of misunderstandings. For example, manager A and employee B often engage in heated, pointless conflict simply because they do not listen to one another. Three common sources of communication misunderstandings are semantics, ambiguity versus perfect knowledge, and channels. Semantic difficulties result from the idea established that meanings are in people, not in words. 

Ambiguity versus perfect knowledge suggests that inadequate, unclear communication stimulates conflict and that perfect knowledge increases conflict rather than improving coordination. The communication channels can significantly influence the level of conflict by introducing bias into information, by allowing information to become distorted as it travels from one level to another, and by deviating from the formal hierarchical structure.

· Structural Conflict
The structural factors of conflict might be defined as size, bureaucratic qualities, and heterogeneity of staff, participation, reward systems, power and interdependence.
Structure refers to those organizational factors that mangers can control. However, as an organization increases in size, communication is restricted, interaction is impeded, and separateness is fostered. Thus, the larger an organization becomes, the more probable is conflict. Bureaucratic qualities suggest reutilization, specialization, and standardization- all are possible stimulants to conflict. 

The heterogeneity of staff (non-uniform or dissimilar members) also stimulates conflict because of age, tenure (the right to remain permanently in a job), or position of the organization members. 

Although one would surmise that participation in group problem solving would decrease conflict, research suggests that high interaction of members acts to solidify differences rather than facilitate decision making. The result is greater conflict intensity. The greater the mutual dependence of timing of activities, the greater will be the felt need for participation in decision-making. These two central problems produce pressure toward total participation and joint group decision making. Thus, it is easy to see why conflict might arise. If different reward systems are provided for two or more groups, where one gains at the other’s expense, the groups are in opposition to each other and therefore at conflict. The power of one person to exercise authority over someone can develop conflict. Certainly, power can facilitate coordination, but where power is excessive, one can expect it to be challenged. 

Interdependence also can be the seeds for conflict. If the activities of one group are perceived to have direct consequences on the ability of another group to pursue its goals, conflict will undoubtedly develop and expand. 

· Personal Behavior Conflict
The third major sources of conflict deals with human factors within the organization- personality, role satisfaction and status perception, and personal goals. Concerning personality as a type of conflict, studies indicate three major sources: high authoritarianism, high dogmatism, and low self-esteem. Dissatisfaction with one’s role and status hierarchy also can produce conflict between self and peers. Incongruity of “high” versus “low” status is a perceptual problem, but it is a stimulant to conflict. 

There is pressure toward consistency of values with expectations. Thus, the greater the number of independent information sources and the greater the channeling of information processing, the greater will be the differential of individual perception with groups.

Finally, the differences between individual and organizational goals, or between two organizational groups, are sources of conflict – especially when both parties seek the “right” goals. Since individual motivations differ, group members are induced to conform. These potential conflicts of interest influence inter-group conflict. 	

[bookmark: _Toc194676596]9.4 Type of Conflict Situations
Since conflict has both positive as well as negative connotations and consequences, it must be looked into and managed for organizational benefit. 

Management must survey the situation to decide whether to stimulate conflict or to resolve it. Thomas and Schmidt have reported that managers spend up to twenty percent of their time in dealing with conflict situations. Hence, it is very important that managers understand the type of conflict that they have to deal with so that they can devise some standardized techniques in dealing with common characteristics of conflicts in each type of category. These are five basic types of conflicts. These are:

A. Conflict within the individual
 The conflict within the individual is usually value related, where role-playing expected of the individual does not conform with the values and beliefs held by the individual. For example, a secretary may have to lie on instructions that her boss is not in the office to avoid unwanted visitors or unwanted telephone call. This may cause a conflict within the minds of the secretary who may have developed an ethic of telling the truth. 

B. Interpersonal conflict
Interpersonal conflict involves conflict between/among individuals, and it is probably the most common and recognized conflict. This may involve a conflict between two managers who are competing for limited capital and manpower resources. This conflict can become further acute when the scarce resources cannot be shared and must be obtained. 

Similarly, if there are two deserving experts in Agriculture and Rural Development office   and they are both up for promotion, but only one of them can be promoted because of budget and positional constraints, and then this could result in interpersonal conflict between the two experts. 

Another type of interpersonal conflict can be related to disagreements over goals and objectives of the organization. For example, some members of a board of directors of a school may want to offer courses in sex education while others may find this proposal morally offensive thus causing interpersonal conflict among the members of the board. 

Similarly, a college or a university may have a policy of quality education so that only top quality students are admitted while some members of the organizational board may propose "open admission" policy where all high school graduates are to be considered for admission. Such a situation can cause conflicts between/among the members of governing board. 

In addition to conflicts over the nature and substance of goals and objectives, the conflicts can also arise over the means of r achieving these goals and objectives. For example, two department heads/team leaders may argue as to which extension methods would result in higher adoption of technology. These conflicts become highlighted when they are based upon opinions rather than facts. Facts are generally indisputable, resulting in agreements. Opinions are highly personal and subjective and may results in disagreements and criticism.

These interpersonal conflicts are often the results of personality clashes. People with widely different characteristics and attitudes are bound to have views and aims that are inconsistent with the views and aims of others.

C. Conflict between the individual and the group

As has been discussed, all formal and informal groups have established certain norms of behavior and operational standards which all members are expected to adhere to. 

An individual member may want to remain within the group for social needs but may disagree with the group goals and the methods to achieve such goals. For example, in some restaurants, all tips are shared equally by all waitresses. Some particular waitress who may be overly polite and efficient may feel that she deserves more: hence conflict between her and the group. Similarly, if a group is going on strike for some reasons, some members of the group may not be convinced with these reasons or simply may not be economically able to afford to go on strike, thus causing conflict with the group.
This conflict may also be between the manager and a group of subordinates or between the leader and the followers. A manager may take a disciplinary action against a member of the group causing conflict with the group and this may result in reduced productivity. 

D. Inter-group conflict
An organization is an interlocking network of groups, departments, sections or work teams. The inter-group conflicts are not so much personal in nature as they are due to factors inherent in the organizational structure. These inter-unit conflicts can also be caused by inconsistent rewards and differing performance criteria for different units and groups. Different functional groups within the organization may come into conflict with each other because of their different specific objectives. 

There are some fundamental differences among different units of the organization both in the structure as well as operations and processes; and thus, each unit develops its own organizational sub-structure. Similarly, inter-group conflict may arise between day shift workers and night-shift workers who might blame each other for anything that goes wrong from missing tools to maintenance problems.

E. Inter-organizational conflict
Conflict also occurs between organizations, which are dependent upon each other in some way. This conflict may be between buyer and supplier organizations about quantity, quality and delivery times of raw materials and other policy issues. Such conflict could also be between unions and organizations employing their members; between government agencies that regulate certain organizations, and the organizations that are affected by them.

[bookmark: _Toc194676597]9.5 Conflict Management
[bookmark: _Toc194676602]9.5.1  A four-Step Model to Conflict Resolution
Another approach to resolving organizational conflict involves a four-step process. Those involved in conflict need to:
1. agree on a definition of what actually constitutes the problem; 
2. explore possible areas of agreement; 
3. determine what specific changes each faction must make to resolve the issue satisfactorily;
4. Keep the conflict directed at the issue; do not resort to personal attacks.
[bookmark: _Toc194676603]


9.5.2 Conventional Approaches to Conflict Resolution
[bookmark: _Toc192086733][bookmark: _Toc192087055][bookmark: _Toc193524865][bookmark: _Toc193632223][bookmark: _Toc194676604]
Some of the conventional approaches to resolving conflict in order to avoid/minimize further problems in an organization include compromise, third party judgment, procrastination, ignoring the demand of others, peaceful coexistence, changing the organization structure, and liaison groups or intermediaries.

[bookmark: _Toc192086749][bookmark: _Toc192087071][bookmark: _Toc193524881][bookmark: _Toc193632239][bookmark: _Toc194676620]i) Compromise
[bookmark: _Toc192086750][bookmark: _Toc192087072][bookmark: _Toc193524882][bookmark: _Toc193632240][bookmark: _Toc194676621][bookmark: _Toc192086751][bookmark: _Toc192087073][bookmark: _Toc193524883][bookmark: _Toc193632241][bookmark: _Toc194676622]One of the most often used devices for settling conflict is compromise. Opposing competing parties helps seldom/hardly to solve their problems, and so, they need to seek some sort of a compromise in an attempt to placate both sides. Top management might be the umpire/ mediator who decides the boundaries of the compromise.
[bookmark: _Toc192086752][bookmark: _Toc192087074][bookmark: _Toc193524884][bookmark: _Toc193632242][bookmark: _Toc194676623]
ii) Third Party Judgment 
[bookmark: _Toc192086753][bookmark: _Toc192087075][bookmark: _Toc193524885][bookmark: _Toc193632243][bookmark: _Toc194676624][bookmark: _Toc192086754][bookmark: _Toc192087076][bookmark: _Toc193524886][bookmark: _Toc193632244][bookmark: _Toc194676625]Third party judgment resembles the compromise. Two parties whose have reached an impasse/deadlock in their positions ask a common superior to decide for them. The difference between this approach and compromise is that one group will win and one will lose; both sides cannot win. Obviously, the “loser” is not likely to be psychologically committed to the decision.

[bookmark: _Toc192086755][bookmark: _Toc192087077][bookmark: _Toc193524887][bookmark: _Toc193632245][bookmark: _Toc194676626]iii) Procrastination
[bookmark: _Toc192086756][bookmark: _Toc192087078][bookmark: _Toc193524888][bookmark: _Toc193632246][bookmark: _Toc194676627][bookmark: _Toc192086757][bookmark: _Toc192087079][bookmark: _Toc193524889][bookmark: _Toc193632247][bookmark: _Toc194676628]One of the more unproductive methods of conflict resolution is procrastination. “Putting off until tomorrow” is a subtle waiting and wishing that an environmental change or fate would resolve the difference. 

iv) Ignoring the Demands of Others
[bookmark: _Toc192086758][bookmark: _Toc192087080][bookmark: _Toc193524890][bookmark: _Toc193632248][bookmark: _Toc194676629]Ignoring the demands of others is similar to the old saying that “no news is good News.” The individual who practices this variation of the procrastination approach believes that no decision arouses less conflict than rejecting another person’s or group’s demands.

[bookmark: _Toc192086759][bookmark: _Toc192087081][bookmark: _Toc193524891][bookmark: _Toc193632249][bookmark: _Toc194676630]v) Peaceful coexistence
[bookmark: _Toc192086760][bookmark: _Toc192087082][bookmark: _Toc193524892][bookmark: _Toc193632250][bookmark: _Toc194676631][bookmark: _Toc192086761][bookmark: _Toc192087083][bookmark: _Toc193524893][bookmark: _Toc193632251][bookmark: _Toc194676632]Peaceful coexistence allows organizational groups to exist together by avoiding overt displays of disagreement. Open conflict is strenuously avoided; disagreement is suppressed and commonalities are emphasized. Rarely, however, do the groups involved collaborate so that their joint potential can be maximized.
[bookmark: _Toc192086762][bookmark: _Toc192087084][bookmark: _Toc193524894][bookmark: _Toc193632252][bookmark: _Toc194676633]

vi)  Changing the Organizational Structure
[bookmark: _Toc192086763][bookmark: _Toc192087085][bookmark: _Toc193524895][bookmark: _Toc193632253][bookmark: _Toc194676634][bookmark: _Toc192086764][bookmark: _Toc192087086][bookmark: _Toc193524896][bookmark: _Toc193632254][bookmark: _Toc194676635]Conflict resolution often can be attained through reorganization. Changing the organization’s structure allows for the setting of conflict at lower levels and eliminates special interest groups. This decentralization provides a greater number of common bosses, creates smaller groups, and makes available more common superiors to settle inter-groups and interpersonal conflict. 

[bookmark: _Toc192086765][bookmark: _Toc192087087][bookmark: _Toc193524897][bookmark: _Toc193632255][bookmark: _Toc194676636]vii) Liaison Groups Intermediaries
[bookmark: _Toc192086766][bookmark: _Toc192087088][bookmark: _Toc193524898][bookmark: _Toc193632256][bookmark: _Toc194676637]Sometimes the way to settle conflict is to separate the groups that would be in conflict if they interacted on a daily basis. Someone who can speak their language mediate between them. 
[bookmark: _Toc193632269][bookmark: _Toc194676650]
9.5.3 Strategies for Conflict Resolution

Conflict resolution is a basic problem-solving orientation that involves intervention and conformation. There are six steps in the confrontation meeting. 
1. Climate setting (45 – 60 minutes): the top manager states the goals for the meeting and emphasize that a free, open discussion of issues and problems is encouraged. The consultant follows with an emphasis on the importance of problem solving and communication in organization.

2.  Information collecting (60 minutes): Small heterogeneous groups of seven or eight members work in teams to identify problems in the organization such as burdensome procedures, unclear goals, an inadequate reward system, and other conditions contributing to poor attitudes and performance. 

3. Information sharing (60 minutes): The finding of each small groups are placed on newsprint on the wall.  Usually the team leader categories these in to common types of problems such as communication, evaluation system, etc. 

4. Priority setting and group action planning (60 – 75 minutes): A list of the categorized items is given to the regular formal organization structure so that a subordinate is working with his or her supervisor. These work groups then identify and discuss issues and action steps to remedy the situation. They also designate priority issues for top management and decide how to communicate the results to subordinates. 

5. Immediate follow up by the top team (1 – 3 hours): After the others have left, the top management team meets to determine what follow up action should be taken on the basis of what they have learned during the conformation meeting. These plans are communicated to the rest management within the next few days.
 
6. Progress review (2 hours): Four to six weeks later a follow-up meeting is held with the total management group to report progress and review action resulting from the meeting. 
[bookmark: _Toc193632270][bookmark: _Toc194676651]
9.5.4 Win-Loss Strategies

Obviously, there are several methods of conflict resolution and problem solving. Three recent strategies should be considered:
I) Win-loss;
II) Loss-loss; and
III) Win-win

I. Win-Loss Method
The Win-loss method of conflict resolution is a struggle for dominance and involves the failure of one individual or group to achieve an objective. This competitive kind of conflict suggests that there can be a victory for one party only at the cost of the other’s total loss.The parties strive for goals, which are mutually incompatible. Emphasis is upon the event of winning. The action of each party is selected using criteria based on the probability of leading to successful outcomes, and the competition terminates when the result is obvious to both sides. 

II. Loss-Loss Method
The loss-loss method involves the failure of both parties to achieve goals. The common characteristics of these two methods have been outlined below;
1. There is a clear we-they distinction between the parties, rather than a we-versus-them-problem orientation.
2. Energies are directed toward the other party in an atmosphere of total victory or total defeat.
3. Each party sees the issue only from its own point of view, rather than defining the problem in terms of mutual needs.
4. The emphasis in the process is upon attainment of a solution, rather than upon a definition of goals, values, or motives to be attained with the solution.
5. Conflicts are personalized rather than depersonalized via an objective focus on facts and issues.
6. There is no differentiation of conflict-resolving activities from other group processes, nor is there a planned sequence of those activities.
7. The parties are conflict-oriented, emphasizing the immediate disagreement, rather than relationship-oriented, emphasizing the long-term effect of their differences and how they are resolved.

III. Win-Win Strategy
The win-win strategy or creative problem solving approach to conflict resolution attempts to integrate the needs of both parties without either side having to sacrifice its position. This can only be accomplished if both groups and/or individuals let their thinking go outside the narrow boundaries of their own self-interests.  
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