R270 - Session 8 Reading Summary

Social Influence and the Triple Tumor Structure of Organizational Dishonesty

– Robert Cialdini

Point of the Research

· Answer the question: 

· What are the psychological factors that most powerfully push people to act, simply because someone else has requested it?

· What makes people stop considering the pros and cons and move systematically toward a ‘yes’ response?

· Three types of wielders of influence principles

· Bunglers: 

· Fumble at the chance to employ principles

· Don’t understand principles or how to use them

· Smugglers:

· Know the principles and how they work

· Do not apply them correctly and import them into roles where they are not appropriate

· Outcomes usually only benefit the smuggler

· Sleuths:

· Know the principles and how they work

· Apply them in situations to influence others into beneficial situations for both parties (create ongoing influence)

· Search for overarching compliance principles produced six (6) universal ones
· Reciprocation

· One can significantly increase the chance that another will comply by providing a small favor first 

· Airport - flower toting Krishnas are smugglers as they bring an obligation into a relationship where one should not exist

· Commitment/Consistency

· If one can get someone to commit to something, the one who committed will feel pressure to think, act and speak consistently with tat commitment from then on

· Smugglers will get someone to commit to buy a car at X price, and then come back with a different price for any number of reasons, but the car often gets sold at the higher price because a commitment was made earlier

· Sleuths search for actions that will reinforce the original commitment in a way mutually beneficial to both parties (insurance agent will show how insurance purchases should be commensurate with other purchases a given consumer committed to earlier (home etc.) as it is another example of how they value their family)

· Social Validation

· People decide how to think, speak, act, and feel by what others like them do

· Used in the arguments “look how many others do it” etc.

· Friendship/Liking

· People prefer to say yes to their friends

· Tupperware ‘at-home’ parties were prime example

· Often people try to get someone to like tem before making a request for something

· Authority

· People follow suggestions of someone they see as a legitimate authority

· Self-Explanatory

· Scarcity

· As opportunities become more scarce, they are perceived as more valuable

· Limited time offers… While quantities last…

· Works best when combined with sense of competition (informing home buyer that there is another buyer seeing the home that afternoon)

Triple Tumor Structure of Organizational Dishonesty

· One reason organizations should engage in honest influence is that failure to do so has is very harmful to the organization in the long run

· Organizations that teach, condone, or allow dishonest influence are likely to experience harmful effects (tumors) for two reasons

· Tumors will spread, and eat at the organization’s vigor

· Tumors will be difficult to trace, and necessitate spending on areas that will not solve the problems nor enhance profitability

· Primary benefits to an organization (from dishonest influence) are short term profits

· Not a viable long term strategy

· Three Tumors

· Tumor 1: Costs of a poor reputation

· Poor reputation causes long term business prospects and return business to plummet

· Tumor 2: Costs of good and bad fit between employee values and corporate values

· 2A – Bad fit: honest person, dishonest corporation

· Workers whose values conflict with corporation will feel stress

· Stress is linked to absenteeism and illness and poor job satisfaction

· Poor job satisfaction will create turnover

· 2B – Good fit: dishonest person, dishonest corporation

· People who fit in dishonest corporation are likely to cheat the company as well

· Corporations deal with this by focusing on security measures, not by fostering honest business practices

· Tumor 3: Costs of surveillance on work climate

· 3A – Evidence of lack of trust in employees

· Leads to resentment – compounds job satisfaction problem

· 3B – Undermining desirable behavior

· Surveillance systems cover behavior of both honest and dishonest employees, creating an expectation of undesirable conduct… often a self-fulfilling prophecy

· 3C – Exaggerated causality of surveillance

· Managers come to believe the desirable behavior of employees is a direct result of the surveillance and spend even more money on surveillance

· Conclusions

· Costs of decreased repeat business, low job satisfaction, turnover, employee theft and dishonesty, expensive surveillance mechanisms, and an atmosphere of distrust are all detrimental to a corporation’s overall financial performance

· Corporations never trace these problems to their root cause (the corporation’s own modeling of dishonest behavior)

· It is wrong to launch one fiscal hemorrhage (security systems) to remedy the symptoms of the true issue… corporate dishonesty













