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Course Description:

This is a truly interdisciplinary course.  The title of the course could just as well be called Group Decision Support Systems (GDSS) instead of Virtual Teams, or Computer Supported Collaborative Learning/Work (CSCL/CSCW), Computer Mediated Communication (CMC), Computer Mediated Negotiation (CMN), or Groupware.  In essence, it is, however, a study of the group behavior under the information technology whether the environment happens to be a business organization, or a learning setting.
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COURE OUTLINE:
Part I – The Foundation

1. Foundation of Group Behavior

a. Defining Groups

b. Why Do People Joint Groups?

1) Security

2) Status

3) Self Esteem

4) Affiliation

5) Power

6) Goal Achievement

c. Basic Group Concepts

1) Roles: 9 different roles, including innovator, consultant, explorer, evaluator, organizer, producer, supervisor, supporter, coordinator
2) Norms: There are acceptable standards of behavior within a group that are shared by group’s members.
3) Cohesiveness: the degree to which members are attracted to each other & are motivated to stay in group.
4) Size: large vs. small, even vs. odd
5) Composition: means or skills & knowledge 
6) Status: a prestige grading, position or rank in a group.
d. Group Decision Making

1) Groupthink:
2) Groupshift: groups tend to shift toward a more extreme position in the direction, more risks than before or more conservative than before.
e. Selecting the Best Group Decision Making Techniques

1) Brainstorming: meant to overcome pressures for conformity
2) Nominal group techniques: write own ideas, present them, discuss all ideas, and rank them individually
3) Electronic meetings
2. Understanding of Work Teams

a. Differences between Work Groups & Work Teams: goal, synergy, accountability & skills
1) Degree of interdependence

2) Degree of mutuality

3) Synergy

b. Types of Teams

c. Toward Creating High-Performance Teams

d. Turning Individuals into Team Players

3. Communication

a. functions of Communication

b. The Communication Process

c. Direction of Communication

d. Popular Ways to Communicate

e. Communication Networks

f. Barriers to Effective Communication

g. Cross-cultural Communication

4. Leadership

a. What is Leadership

b. Transitions in leadership Theories

5. Power & Politics

a. Definition of Power

b. Contrasting Leadership & Power

c. Bases of Power

d. Power in Groups: Coalitions

e. Power & Sexual Harassment
f. Politics: Power in Action

6. Conflict & Negotiation

a. Definition of Conflicts

b. Transitions of Conflict Thought

c. The Conflict Process

d. Negotiation

Part II – The Origin: GDSS

I. Overview of GDSS

1. On the Study of GDSS: An Introduction to GDSS Research and Development

2. GDSS Facilities and Software

a. The EMS framework (or Efficiency-R-Us): Major assumption  underlying the framework is that group performance & behavior can be improved by imposing an efficient structure on the group thru specific heuristic, process & technologies.
b. Adaptive Structure Theory (AST) (Give-N-Take): This theory suggests that the GSS technology 
c. In the middle

d. The rest of the world

e. Capsule descriptions of nine GDSS research sites

U. of Arizona

U. of Minnesota

U. of Georgia

Indiana U.

New Jersey Institute of Technology

Queen’s U. 

The Claremont Graduate School

U. of Hohenheim

II. Research Issues in GDSS

3. A History of GDSS Empirical Research: Lessons Learned and 
Future Directions

a. Research review

a)Roots: 1) computer message vs. F2F verbal communication; 2) b)Early empirical research on computer support for intellectual 

tasks such as alternative generation & problem solving.


 c)Initial explorations: mainly on group processes


 d)Early experiments: on group processes & outcomes in Labs. GSS was 1) more appropriate for complex tasks; 2) better quality-decision; 3) less satisfied than non-GSS settings


 e)Field studies: GSS could enhance six capabilities linked to more successful strategic management outcomes: 1) enhancing idea generation; 2) identifying key problem areas; 3) enhancing innovation; 4) communicating line managers’ concerns to top management; 5) fostering organizational learning; & 6) integrating diverse functions & operations.


 f)In-depth studies: This research aims to find out not just what effects GSS use has but why & under what circumstances those effects (meeting processes & outcomes) occur. 

  g)Parallelism: The ability for group members to work in parallel may reduce production the blocking and thus may account for increased productivity of GSS idea-generating groups.


 h)Anonymity: Anonymity has been one of the most studied GSScomponents. 

In general, there were no differences in performance and satisfaction due to anonymity. But there were substantial differences in others, such as high-quality ideas, more critical feedback.


 i)Group size: large vs. small or odd vs even. Large groups had more ideas and were more satisfied & the reverse is true for the small ones.


 j)Process structuring: Structured groups generated more alternatives, made higher-quality decisions, & had more equal participation, but took more time than the unstructured groups. 


 k)Group development and studies over time: Members of established groups exhibited personalities compared to ad hoc randomly built groups. Also they were more likely to express uninhibited comments, to question process, & to make directly critical comments, and the groups themselves had a less even distribution of participation.

b. What we know and what we don’t

a. Summary of findings

b. Implications: 1) Past research tended to suggest that GSS-based groups were often more productive & satisfied than non-GSS groups. 2) the size of GSS-groups should not be artificially constrained, but rather should as large as the task warrants. 3) Anonymity also proved useful in some cases, particularly where there were power & status differences within the group. 
c. Future research: Should focus on 1) specific functional areas; 2) group interface; 3) how to incorporate knowledge-based systems into GSS; 4) How they transform the process of group work.

4. Putting the “Group” Back in GDSS: 
From the outset, efforts to provide groups w/technological support 

for their task performance activities have been driven by three basic 

ideas:

a) the idea that technological enhanced support systems could improve group task performance effectiveness, helping groups overcome so-called “process loss” by altering group task performance processes;

b) the idea that computers could increase the range and depth of info that a given individual (or group), engaging in info-intensive work, could have access to, & also increase the speed & power w/which that info could be acquired, processed & presented for use;

c) the idea that groups using electronically enhanced communication systems could transcend the time & space constraints that burden groups that meet FTF.

Some Theoretical Issues about Dynamic Processes in Group with 
Technological Enhancements

a. Systems for technological enhancements of work in groups

GCSS: technologies for the group’s internal communication
There are six types of GCSS differed on two main axes: 1) the requirements they impose (& the opportunities they permit) regarding spatial and temporal distribution of group members; & 2) the modalities they provide (& those they preclude) for w/in group communication among group members. 

- Video/audio: Synchronous video systems vs. Noninteractive (Asynchronous) video systems

-Audio: Telephone conferences vs.Voice messaging 

-Text/graph: Synchronous computer conferences vs. 

Asychronous computer conferences

GXSS: technologies for the group’s external communication 

GISS: technologies for the group’s information base

GPSS: technologies for the group’s performance process

b. Groups, tasks, and electronic support systems

Group and member characteristics

Task types: McGrath posits four basic task performance processes, each w/two major subtypes: to generate (ideas or plans); to choose ( a correct or a preferred answer); to resolve (conflicting views or interests); & to execute (in contests against another group or in competition w/external standard performance). (see p. 91)

Task types, communication media, and information richness

The task/media fit hypothesis

GDSS from a group theory perspective
Task & Media fit on info richness

	Increasing potential richness required for task success
	Media for
	group
	communication
	system

	Task type(s)
	Computer systems
	Audio systems
	Video system
	F2F communication

	Generating ideas & plans
	Good fit
	Marginal fit info too rich
	Poor fit info too rich
	Poor fit info too rich

	Choosing correct answer:intellective tasks
	Marginal fit medium too constrained
	Good fit
	Good fit
	Poor fit info too rich

	Choosing preferred answer: judgment tasks
	Poor fit medium too constrained
	Good fit
	Good fit
	Marginal fit info too rich

	Negotiating conflicts of interests
	Poor fit medium too constrained
	Poor fit medium too constrained
	Marginal fit info too rich
	Good fit


5. A Foundation for the Study of GDSS (see Densctis & Gallupe’s 
1987 paper)


a. Intro


b. Group Decision-making

c. Three Levels of GDSS


a) Level I: Computer supported conference rooms


b) Level II: providing decision modeling & group decision 
techniques


c) Machine-induced group communication patterns

d. A Contingency Perspective of GDSS Research


a) The GDSS shell


b) A taxonomy of systems


c) The role of task

e. Research Directions


a) GDSS design


b) Patterns of info exchange


c) Mediating effects of participants

d) Effects of perceived physical proximity, interpersonal 
attraction, & group cohesion


e)Effects on power & influence


f)The performance/satisfaction tradeoff
f. New Directions of GDSS

6. Shifting foundation in GDSS The Role of GSS in Organizations
A. GSS as a tool: Individualism

The traditional view among economics and psychologists is that the organization is an assembly of individuals. The assembly shares the same goal as that of the individual: maximization of personal gain.  Primary among the goals of the organization are operational efficiency and the achievement of competitive advantage.

The role of technology is to aid management in its pursuit of efficiency and maximization of gain. Technology is a tool to be applied to enhance individual power and overcome human limitations, such as limited strength or rationality.

B. GSS as a product: Collectivism

Opposing view is that organizations exist for the service of society as a whole, rather than for the individual.  Collectivism assumes that the organization is not merely an aggregate of individuals but rather a social structure in its own right. Organizations evolve out of the need for the culture to have meaning and order.  They act as a force against disintegrations. 

	Individualism
	
	Collectivism

	*individual

*group as an aggregate of individuals
	Unit of analysis
	*society

*Organization

	“tool”
	Techology metaphor
	“product”

	*decision efficiency
*decision quality
	Technology goal
	Support for the social order

	Active (deterministic)
	Technology-induced change
	Passive (emergent)

	“I”
	Guiding paradigm
	“we”


Collectivism assumptions about organizations lead the researcher to view GSS as just one more evolutionary product to come down in the pike of cultural practice. Theories don’t focus on GSSs per se; rather, the cultural rules and norms that they embody are of greater interest.

Assumptions and Theories of GSS as Organizational Change 

Mechanisms

A. Competing Theories for GSS Research: five dominant theories

a. Theories of decision making

Decision-makers are viewed as desiring to maximize expected utility for personal gain, but at the same time as failing to achieve this end due to inadequate in human judgment capacities. DSSs are designed with the goal of enhancing rationality so that individual utility can, in fact, be maximized. This is done primarily thru the provision of decision models that enable the user to apply thorough and systematic problem solving.

b. Group process theories

Rational decision-making views have been criticized for the failure to acknowledge that people often reject rationality in factor of conventional practice or political considerations.  Group process theories argue that utility maximization is less important than the achievement of consensus by participating parties.

Under most group process theories is the assumption that decision making becomes more difficult as it is moved from the individual to the group setting due to “process losses” associated with interpersonal interaction. Difficulties in group problem solving include: reluctance to participate, inconsistent views about the problem’s components and their relationships, undue dominance by one person in a group, premature tendency toward convergence, unproductive avoidance or escalation of conflict, and issues of leadership.

The rich literature on group decision making, including studies of group size, leadership, groupthink, risk shift, and so on, have provided a tremendous foundation for research on GSS. 

Popular group process techniques include: brainstorming, the nominal group technique, the Delphi technique, the consensus approach, devil’s adovcacy, dialectical inquiry, and strategic assumptions surfacing and testing. 

c. Communication theories

Communication theories traditionally have focused on message exchange between two or more parties, considering information channels, message contents, and the nature of message senders and receivers. Many studies have considered the number or characteristics of information channels in a GSS setting. Electronic communication channels have been argued to increase de individuation and to reduce media richness and social presence.  These theories tend to emphasize the tradeoffs associated with GSS use, and numerous studies have been conducted to compare the relative value of electronic vs. F2F communication.

Electronic communication is hypothesized to bring efficiency gains and more open access to intra- and inter-team communication. On the other hand, there is evidence that electronic media reduce the number of socioemotional interactive sequences, inhabit interactivity, create uncertainties about the motivations and activities of others, discourage elaborated discussion, and result in weaker bonds for member support.

d. Institutional theories

The strongest collectivist position brought to GSS research has come from institutional theories that emphasize the symbolic value of information rather its content or delivery medium.  

Researchers within the institutional camp criticize decision, group process, and communication theories for the “technocratic” assumption that technology contains inherent power to shape human cognition and behavior, or that technology inevitably leads to certain cost/benefit tradeoffs for organization. This assumption leads to an overemphasis on hardware and software and an underemphasis on the social practice that technologies evolve. 

e. Coordination theories

Malone has proposed coordination theory as a guiding set of principles for development and evaluation of GSSs and other forms of cooperative work systems.  The approach draws from general systems theory, modern theories of organizations, and economics to provide cybernetic models of the interplay between computers, group members, goals, and activities. 

C. Missing Elements in Existing Theory

a. . Affective aspects

Argyris stressed the importance of the more emotive, intuitive, and personalized approaches to the appallingly complex process of making decisions.

b. The moral dimension

Normative factors influence how information is gathered and processed by groups and the inferences that groups draw on the options that they consider.

c. Accommodating diversity

We have given very little attention to to such issues of race, 

gender, and cross-cultural differences in GSS design and use. 

d. Freedom and power

Perhaps the most crucial theoretical issue involves the role of the technology as an instrument of individual freedom vs a form of managerial or cultural control. GSSs have been advanced for the potentials to empower the individual, providing autonomy and freedom of action, and freedom from dominance. But will GSSs encourage power equalization and distributive justice, or do they act to shape group behavior, using participation as a manipulative device that advances managerial or cultural goals?  

7. Methodological and Measurement Issues in GDSS Research

a. A framework for research methods
Potential research methods

Action research               Field study

Application description         Hardware/facility engineering

Archival research              Lab experiment

Case study                   Math modeling

Conceptual/theoretical          Meta-analysis

Content analysis               Software engineering
Ethnography                  Survey

Field experiment               Theorem proof

b. Choosing an appropriate research method

c. Method issues within GDSS research

Role of reference disciplines

The dependent variable

Development of measurement instruments

The problem of appropriate comparisons

The unit of analysis

Data issues within GDSS research
Method & measurement Recommendations 

for future GSS research

----------------------------------------------------------------------  

Share measurement instruments
Provide more measurement information
Triangulate

Study longitudinally

Continue Lab studies while increasing field studies

Increase depth of qualitative analyses

        -------------------------------------------------------------------------  

8. An Assessment of GDSS Methodology (see Fjermestad & Hiltz’s 1999 paper)
B. Issues in the Design, Development, Use, and Management of GDSS
9. GDSS Research: Experience from the Lab and Field

b. Theoretical foundations

Research on process gains and losses
Group     Task     Context     GSS

              Process

              Outcome

Important Sources of Group Gains

	Common group gains
	Sources of group gains

	More info
	A group has more info than any one member

	Synergy
	Each member uses info in a way that is different from any other member due to the fact that each member has different info and skill

	More objective evaluation
	Groups are better at catching errors in proposed ideas than are the individuals who proposed them

	Simulation
	Working as a part of a group may simulate & encourage individuals to perform better

	Learning
	Members may learn from & intimate more skilled members to improve performance


Important Sources of group process losses

	Common process losses
	Sources of group process losses

	Air time
	The group must partition available speaking time among members


C. Part III – The Real Thing: Virtual Teams
A. Understanding Virtual Teams

1. What is a Virtual Team ?

2. Why is VT becoming more prevalent & How rapidly is the Trend Growing?

3. What are the Advantages of a VT?

4. What are some of the Issues & challenges of VT?

Solving the Communication Problem

1. What are the four key principles for effectively communication at a distance?

2. How are the four principles applied to various forms of electronic communication?

3. How does one know what form of communication is mist appropriate for the situation?

Building A Team

5. What is the process for building a team?

6. How do I predict whether a person or organization will be effective as a member of my distributed team?

7. How do I measure the effectiveness of a team as a whole?

8. Types of VT

9. Assessing Critical Success Factors

10. Crossing Technical Boundaries

11. Crossing Cultural Boundaries

B. Creating & Developing Global Virtual Teams

12. Myths & Realities of Leading Virtual Teams

13. Starting A Virtual Teams: Six Major Steps

14. Team Member Roles & Competencies

15. Building Trust in Virtual Teams
C. Creating A Leadership Model for the Virtual World

1. Applying Analytical Tools & Models to Your situation

2. Building a Management Standard that Works Across Distance & Time Zones
D. Managing Collaboration


1. Analyzing the Impact of distance & Difference on collaboration Working


2. Calibrating the Impact of Separation

E. Leveraging Virtual Technologies


1. Technology pros Z& cons


2. Benefiting from Potential of Virtual Tools

F. Adapting to An Evolving Workplace


1. Investing in Virtual Team Effectiveness


2. Managing the Transition to Outsourcing

G. Optimizing Virtual & Remote Teams


1. Working with Cultural Diversity


2. When Things go Wrong at a Distance


3. Managing the Dynamics of VT

H. Developing Team’s Communications Strategy

G. Issues 7 Challenges in VT

I. U\Issues & challenges in VT

J. New Methods for Studying Global VT

K. Team Effective Strategy

The Five C’s OF Managing VT

State teams norms up front

Technology to enable team functioning

Learn from unintended consequences

Minimalization of technology

Developing laterality/hybrid skills

Mapping differences

Develop rhythm for (face-to-face)

communication

Team process focus

Use facilitators/develop facilitation skills

Assignments:

Assignment # 1: Book review report

Read the Chinese version of “Virtual Teams: reaching across space, time, and organizations with technology” and write a 10-page review report.  The first five pages should be the summary of the book and the other five pages, on your thoughts and comments.  Use reference and/or citation whenever or wherever applicable. 

Assignment # 2: Paper critiques (group project)
Pick ten English academic research journal papers, whose topics should be closely related to each, read them and then provide your collaborative critiques, including the methodologies, thoughts and/or comments.

Assignment # 3: Internet search

Get onto the internet to search for information related to virtual teams, paying particular attention to such things as groupware, virtual team toolkits, virtual team facilitations or designs.  Write down the search process and attach a copy of your findings.

Grading criteria:

Book review report - 40%

Paper critiques    - 30% 
Internet search    - 10%

Class participation – 20%

