Ash Studies of Social Pressure and Conformity

Experiments in which subjects shown two cards.  One card had a standard line (A).  The other card showed three comparison lines (1,2,3).  Subjects asked which line (1,2, or 3) is closest in length to the comparison line.







A




    1      2      3

Without any group pressure, almost no one makes a mistake on this perceptual task.

But, under group pressure the experience is different:

“The subjects announce their answers in the order in which they have been seated in the room, and on the first round every person chooses the same matching line.  Then a second set of cards is exposed; again the group is unanimous.  The members appear ready to endure politely another boring experiment.  On the third trial there is an unexpected disturbance.  One person near the end of the group disagreees with all the others in his selection of the matching lie.  He looks surprised, indeed incredulous, about the disagreement… The dissenter becomes more and more worried and hesitant as the disagreement continues in succeeding trials; he may pause before announcing his answer and speak in a low voice, or he may smile in an embarrassed way.” (Ash, 1955)
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Reasons for Social Conformity

· Need to be correct or competence

People learn by:

1. Trial and error 

2. Linguistic instruction (people telling us the “right” response)

3. Observational learning (perception of others’ actions and their consequences)

Social reality is even more vague than physical reality.  Thus, there is lots of modeling and social learning

· Need to be liked or approved by others

People are more likely to be approved when they follow norms and conventions.

People may differ in their need for social approval, but most want acceptance by others in social settings (e.g., in groups and organizations). 









Restricted Roles



Pervasive Roles

Type of Work
Production work

Blue collar
Professional 

Doctors, lawyers, corporate managers

Role

Expectations
Performance of 

specific job duties, on-the-job behaviors
Performance of job duties, codes of speech, dress, values, off-the-job behaviors

Role Acceptance

Process
Compliance (do what is specifically rewarded)
Identification,

Internalization (of organizational values & goals)

Source of 

Role Expectations
Supervisors

Peer Group
Supervisors, peers,

 Self (self-sent role)



Product of 

Socialization
Behavioral Change

(Extrinsic Motivation)
Attitudinal and Behavioral Change

(Intrinsic motivation)

How Can Organizations Do All This Socialization?

1. Attraction and self-selection.  People choose organizations which are compatible with their own values and interests.
2. Anticipatory socialization.  People start changing their attitudes before they even arrive in the organization.
3. Socialization by another organization.  Role of professional schools to get people prepared both skills and attitudes.
4. Selection by the organization.  Organizations tend to select individuals who already look and act like others in the firm. (this is especially the case when lots of interviewing takes place). The tougher the selection process, the less work the organization has to do to get people socialized.  E.g., the Army has to have a strenuous boot camp experience for privates (who come with little selection).  For officers, much of the socialization has already been done by the military academies.

5. Difficult entry.  The harder it is to get into an organization, the more committed will be the participant.  Also, the extrinsic rewards, the more self-inference that person is intrinsically motivated to serve the organization.

6. Training and apprenticeships.  These are especially useful to give people a broad perspective on the workings of the organization.

7. Initiation rites.  Having to go through a difficult transition may create commitment to the organization. Dissonance may result from two cognitions: “I’ve suffered to get into this organization” and “This is a lousy organization”  The resolution may be that “this must really be a great place if I suffered so much to be here.”

8. Ceremonies and rites passage.  These are especially useful to give the person the idea that he/she has really “made it” in the organization.  Now the person is part of the “inner circle.”

9. Recruiting and Training others.  Having to convince others to come to the organization usually requires that you first convince yourself that it is a great place to be.

10. Side-bets and Sunk costs.  Having to make tangible behavioral commitments such as moving houses, putting kids in a school, etc. make it difficult to change course.  Attitudes may change following behavioral commitments.

11. Public Displays of Commitment.  Having to make specific acts of commitment to the organization.  These are especially persuasive if they are explicit, public, irrevocable (can’t easily take them back) and done voluntarily (not forced to do them).

Some socialization (e.g. training) uses traditional method of attitude change:
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But much of socialization is based on:
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Foot in the Door Technique (Freedman & Frasier)
Two contact condition

First:

Small request (consumer info survey on what kind of soaps people using)

Then:

Large request (5 or 6 people come into the house to document all products used in the person’s kitchen)

One contact Condition

Large request (5 or 6 people come into the house to document all products used in the person’s kitchen)

Results:

One contact condition:  22% agreed to large request

Two contact condition:  53% agreed to large request

Same experiment replicated with: Small request to place a small sign in person’s window stating “Keep Calif Beautiful.”  Large request to place huge sign on people’s front lawn.

Results:

One contact condition:  17% agreed to large request

Two contact condition:  55% agreed to large request 
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 Socialization is the process by which organizational members learn the ropes—what is rewarded, punished , what are the key norms, values and beliefs of the organization.

But studying socialization doesn’t tell us what the person learns—the content of socialization.  This is the culture of the organization.

Organizational culture has been defined in many ways.  Here’s a sampling:

· A belief system shared by an organizations members.

· Strong, widely shared core values

· The way we do things around here

· Collective programming of the mind

· Collective understandings

· A set of symbols, ceremonies and myths 

· The pattern of basic shared assumptions 
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Visible to outsiders (but possibly misleading)

Accessible to insiders and sensitive observers

Taken for granted by insiders, unconscious, and relatively inaccessible
Artifacts & Creations:

Visible behavior, ceremonies, art, technology

Norms & Preferences:

Social consensus

Social sanctioning

Basic Values and Assumptions

Nature of reality, time and space

Relationship to the environment

 Assumptions of human nature

Nature of relationships


Physical layout of offices, hierarchy, job descriptions, stated goals and mission of organization

Real rules, priorities, operative goals, who gets sanctioned and rewarded, who gets promoted, demoted, and for what.

Core beliefs about the business environment and how to succeed in it.

Core beliefs about employees and how to organize

Core values about the way to conduct business



Norms are the expectations of behavior shared by a social group or organization. 

Norms vary in strength. Strong norms are clear specifications of behavior that are widely shared.  They are also sanctioned (both positively and negatively) by others in the group or organization.

Thus one can see a norm on some behavior as follows:
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Organizations Can Develop “Personalities” Via  ASA Process

· Attraction: Companies attract certain types of people

· Selection: Companies select those people who are similar to others already in the organization.  Individuals also select companies in which they feel comfortable (i.e., similarity).

·  Attrition:  Individuals leave companies when they don’t fit in.

· Net Result:  Firms tend to develop a lot of similarity/lose their diversity over time.

· The above ASA process is even stronger when one accounts for organizational socialization, where people try to change and fit in to the culture over time.
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O’Reilly’s Approach to Organizational Culture

· Emphasizes organizational culture as a system of norms—as a control system that governs what and how things get done in an organization.

· Discusses why it is important to align the culture with organization’s strategy.

· Stresses how culture can be managed to further the goal of the organization. 

Nemeth’s Approach to Organizational Culture

· Most companies emphasize social control (using clear goals, feedback, rewards, cohesiveness) that leads to loyalty and efficiency, not innovation.
· Innovation requires reduced social control.  To innovate, one must feel free to deviate from expectations, to think “outside the box.”
· Minority viewpoints are a problem when organizations want social control.  They eject like a virus those who don’t fit with the corporate culture.
· Minorities are an asset when organizations want innovation.
· Presence of minorities helps majority recognize errors.
· Even when minority viewpoint is incorrect, it encourages majority to think more thoroughly about its position, to consider multiple points of view.
Can Organizations Have Strong Social Control And Still Be Innovative?

· Cult-like organizations good for implementation –quality, efficiency and effective execution.  They often are best at implementing the ideas of top management.
· Cult-like organizations may be less adaptive over time, especially if adaptation requires changing direction set by CEO or founder.

Can There Be a Strong Culture for Change or Innovation?

Some norms and procedures to promote innovation:

· Goal that x% of sales from product introduced in last 5 years (e.g. 3M).

· Norm for task conflict (e.g., “constructive confrontation” at Intel).

· Rewards for breaking rules (e.g., HP’s “Medal of Defiance”)

· Support for failure (e.g., promoting someone whose product did not succeed).

Group Polarization

People pulled in the direction of majority due to nature of information shared and normative pressures.
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What Leaders Can Do to Reduce Groupthink

· Present a non-authoritarian, low profile.

· Actively encourage diversity of opinion and critical discussion.

· Protect the interests of minorities.

· Foster heterogeneous group membership.

· Draw on  outside experts and contributors unlike those already in the group.

Group vs. Individual Decision Making

Some Advantages of Groups

· Averaging of error.

· Greater sum of knowledge in a group.

· Stimulation of new ideas.

· Greater commitment to or acceptance of the decision.

Some Disadvantages of Group Decision Making

· Groups take a great deal of time.

· There may be undue conformity.

· Dominance of the uninformed.

· Task not suitable for a group.

Availability Heuristics

Ease of Recall bias

1. Which of the following causes more deaths in the United States each year (circle one)?

(A) Stomach cancer,    or    (B) Motor vehicle accidents

Results:

 (22)






(87)

In actuality, deaths from stomach cancer exceed those of motor vehicles by more than 2 to 1.

The media can biases our perceptions.  In a study of reporting at two newspapers over one year period, there were 137 stories about deaths from auto accidents, only one on death from stomach cancer.  Similarly, most people think crime has gotten worse, even though most crime rates have gone done over the last few years.  The reporting of crime has increased, while the actual numbers have gone down.

Vivid information is more persuasive than bland information.  This is why stories and pictures are so persuasive. 

Compare the power of Consumer Reports data on car x vs. graphic story of a breakdown of same car.

Retrievability 


Some information tough to get from memory, such as number of seven letter words with n in sixth place.

Presumed associations


People tend to overestimate the probability of events that are easily recalled together (similar to stereotype biases).

Representativeness Heuristics

Insensitivity to base rates

Insensitivity to sample size

Misconceptions of chance

Regression to the mean

Conjunction fallacy

Anchoring Heuristics

Being influenced by irrelevant anchors (starting points in negotiations, listing price of a house, etc.

1. A newly hired engineer for a computer firm in the San Francisco Bay Area has four years experience and good all-around qualifications.  When asked to estimate the starting salary for this employee, my secretary (knowing very little about the profession or the industry) guessed an annual salary of $35,000.  What is your estimate?  Circle the appropriate range:

<30k   30-39k   40-49k   50-59k   60-69k   70-79k   80-89k   90-100k  >100k

2. A newly hired engineer for a computer firm in the San Francisco Bay Area has four years experience and good all-around qualifications.  When asked to estimate the starting salary for this employee, my secretary (knowing very little about the profession or the industry) guessed an annual salary of $95,000.  What is your estimate? Circle the appropriate range:

<30k   30-39k   40-49k   50-59k   60-69k   70-79k   80-89k   90-100k  >100k

Result:  no significant difference between the two conditions.



With $35,00 anchoring: mean = 77.66 k



With $95,00 anchoring: mean = 78.36 k

Framing of the Problem

Assignment to mental accounts 

1. You have decided to see a play where admission is thirty dollars per ticket, but you have not yet purchased the ticket.  As you enter the theater you discover that you have lost thirty dollars from your wallet.  Would you pay thirty dollars for another ticket to see the play (assuming you still have enough cash)?

_2_no

_54__yes

2. You have decided to see a play and bought a ticket for thirty dollars.  As you enter the theater, you discover that you have lost the ticket.  The seat was not marked and the ticket cannot be recovered.  Would you pay thirty dollars for another ticket to see the play (assuming you still have enough cash)?

_1__no

_46__yes

If you lose $30 from your wallet, the play still costs $30.

If you lose a $30 ticket and have to buy another, the play costs $60.

From which account does the expense belong?

Importance of Comparisons or Reference Points

1. You are in a store about to buy a new watch which will cost $70.  As you wait for the sales clerk, a friend comes by and tells you that an identical watch is available in another store two blocks away for $40.  You know that the service and reliability of the other store are just as good as this one.  Will you travel two blocks to save the $30?

_0__no

_62__yes

2. You are in a store about to buy a new video camera that costs $800. As you wait for the sales clerk, a friend comes by and tells you that an identical camera is available in another store two blocks away for $770.  You know that the service and reliability of the other store are just as good as this one.  Will you travel two blocks to save the $30?

_2__no

_45__yes

How much you save depends on the comparison or reference point.  Thus, saving $30 on a $70 watch is a bigger savings than saving $30 on a $800 video camera.

Framing the Situation as a Gain or Loss

1. A large car manufacturer has recently been hit with a number of economic difficulties, and it appears as if three plants need to be closed and 6,000 employees laid off.  The vice president of production has been exploring alternative ways to avoid this crisis.  She has developed two plans:

Plan A:  This plan will save one of the three plants and 2,000 jobs.

Plan B:  This plan has a 1/3 probability of saving all three plants and all 6,000 jobs, but has a 2/3 probability of saving no plants and no jobs.

Which plan would you select?   _42____Plan A            _18___Plan B
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2.  A large car manufacturer has recently been hit with a number of economic difficulties, and it appears as if three plants need to be closed and 6,000 employees laid off.  The vice president of production has been exploring alternative ways to avoid this crisis.  She has developed two plans:

Plan A:  This plan will result in the loss of two of the three plants and 4,000 jobs.

Plan B:  This plan has a 2/3 probability of resulting in the loss of all three plants and all 6,000 jobs, but has a 1/3 probability of losing no plants and no jobs.

Which plan would you select?   __13___Plan A           _31___Plan B
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The two plans are essentially the same. But, the first is framed in terms of gains (saving plants), while the second is framed in terms of losses (loss of plants). 

In general, people prefer the sure bet (are conservative) in positive situations:

For example, most choose a sure gain of $500 over a 50 percent chance for $1000.

The utility of gaining $1000 is less than twice that of gaining $500.

But, people are more risk prone in negative situations:

For example, most choose gamble to avoid a loss (a 50% chance of losing $0 and 50% chance of losing $1000) over a sure loss of $500.

The utility of a losing $1000 is less than twice that of losing $500.

Kahneman & Tversky’s Prospect Theory
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Negative Utility

Three More Biases

Overconfidence


Most people have more confidence in their judgments than deserved by the facts.

Hindsight 

When people know the outcome, they assume that it was highly likely, and that they would have predicted the result.

Optimism

Most people underestimate the likelihood that any negative event will happen to them (accidents/illness are for other people). Costs and project times typically underestimated; revenues and chances of success overestimated. 

Are Biases the Result of Cold or Warm Cognitive Processes?

Most decision making research emphasizes the “cold” cognitive nature of biases. They are assumed to be the result of miscalculations. They are said to result from following certain heuristics or cognitive shortcuts.

But, some decision errors are also the results of “warmer” cognitive processes.  They are the product of certain motivations such as needs to appear good or rational to themselves and others.  People try to justify their actions to themselves and others. 
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