Publishing Proposal for:

Exploring Positive Relationships at Work: 

Building a Theoretical and Research Foundation
Edited by

Jane E. Dutton 

University of Michigan

And

Belle Rose Ragins

University of Wisconsin-Milwaukee

Publisher:  Lawrence Erlbaum and Associates

Contact Information:

Dr. Jane Dutton

William Russell Kelly Professor of Business Administration

University of Michigan Business School

701 Tappan Street

University of Michigan

Ann Arbor, Michigan 49109-1234

Phone: 734-764-1376

Fax: 734-936-0282

E-mail: Janedut@umich.edu
Dr. Belle Rose Ragins

Professor of Human Resource Management

School of Business Administration

3202 N. Maryland Avenue

University of Wisconsin-Milwaukee

Milwaukee, Wisconsin 53211

Phone (home office): 414: 332-5134

Phone (school office): 414-229-6823

Fax: 414-229-6957

E-mail: Ragins@uwm.edu
September 2004 Update

PROSPECTUS

Exploring Positive Relationships at Work:

Building a Theoretical and Research Foundation

The primary goal of this project is to bring together a select group of leading organizational scholars for the purpose of developing a foundation-setting book on positive relationships at work.  We envision Positive Relationships at Work as a new interdisciplinary domain of inquiry that focuses on the generative processes and outcomes associated with positive connections between people at work.

From a psychological perspective, positive relationships involve connections between individuals that people experience as rewarding and desirable in some way (Reis & Gable, 2003).  The idea of positive relationships is central in network theory (Burt, 1992), ideas about social capital (Coleman,1988), mentoring research (Kram, 1985; Ragins, 1997), and in theories of leader-member-exchange (Graen & Scandura, 1987).  Positive relationships also underlies constructs relating to trust (Kramer & Tyler, 1996), social support (Uchino, Cacioppo & Kiecolt-Glaser, 1996), and learning (Lave & Wegner,1991).

Yet, despite the apparent centrality of ideas about positive relationships in a broad swath of organizational studies, there is limited appreciation for how positive relationships interact with other aspects of social life in organizations.  In particular, we know little about the processes of positive relationship building and the mechanisms through which positive relationships influence individuals, groups and organizations.  How do we form and nurture these critical work relationships?  What individual, relationship, group, community and organizational factors affect the development and maintenance of positive relationships at work? 

Need for Book

Exploring Positive Relationships at Work is needed for both practical and theoretical reasons.  Both academics and practitioners need to gain a comprehensive and multidisciplinary understanding of how relationships enable people at work.  There are at least three compelling reasons why the time is right for this path-setting book:

1). Workplaces and work itself are increasingly interdependent, making connection the norm and relationships the means by which work occurs.  Sustainable organizational performance and effective individual development are increasingly dependent on the quality of relationships between people at work. 

2).  The stress caused by corrosive work relationships adds to the already spiraling health-care costs faced by organizations.  This presents a compelling health-based “business case” for understanding the health-enhancing effects of positive relationships at work.  

3).  Because relationships in one domain affect other domains, positive relationships at work may “spillover” to affect other relationships at work and at home.  Similarly the lack of positive relationships, or the presence of corrosive relationships, may create a lack of support that affects our home lives, health and well being.  Positive work relationships provide a source of generative and emotional energy that transcend organizational boundaries and have the capacity to enrich employees’ lives. 

There is a clear need to develop Positive Relationships at Work as a new construct domain and to specify the social processes and mechanisms underlying these relationships.  There is also a need to use a cross-disciplinary and multi-level approach in developing this new field of inquiry.

Exploring Positive Relationships at Work is designed to meet these needs by bringing together a select group of vanguard scholars for the purpose of putting Positive Relationships at Work on the research map.  However, we recognize that simply asking these internationally recognized scholars to contribute chapters to this book would not fully tap their intellectual resources or provide the creativity synergy necessary for developing a new multi-level field of inquiry.  We believe that face-to-face interactions and creative dialogues are needed to create the depth and clarity of perspective necessary for this cutting-edge book.  We are therefore convening our scholars in a specialized research incubator conference aimed at developing this book.  The conference will help them develop their chapters and will provide a rich environment for the cross-fertilization of ideas across disciplines and levels of analysis.  All contributors to the book were asked to attend the conference, and all have enthusiastically embraced the opportunity to be a part of this remarkable endeavor.   

Summary of Project Objectives

Accordingly, the book and conference have three primary objectives:

1). To put positive relationships on the research map via a foundation-setting book,

2). To encourage cross-fertilization among disciplines for the purpose of establishing positive relationships as a multi-level and cross-disciplinary field of inquiry, and

3). To facilitate the application of a positive relational perspective to new and established areas of Organizational Behavior, Organizational Theory and Strategy.

Book Structure and Unique Features

The book uses a multi-level perspective for understanding positive relationships at work.  Positive relationships at work may both affect and be affected by individual attributes, dyadic properties of the relationship, properties of groups and communities, and the broader organizational context.  Accordingly, Exploring Positive Relationships at Work is organized into three sections representing individual/dyadic, group/community, and organizational levels of analyses.  

A unique feature of the book is the use of a connecting commentator chapter at the end of each level of analysis section.  These commentator chapters uncover and discuss integrative themes that emerge in the chapters within each of these sections.  The commentators selected to write these chapters (Steve Duck, Bill Kahn and Denise Rousseau) are preeminent scholars in their fields, and their connecting chapters will weave together themes within each level. 

The editors will provide both the opening chapter, which introduces the construct and frames the book, as well as a summary chapter that integrates ideas, concepts and themes that emerged across levels of analyses. This summary chapter will provide an integrative framework for viewing positive relationships at work and will set the course for navigating future research in this thought-provoking new area of inquiry.  

The book will include a comprehensive subject and author index.  A complete list of references cited will be included at the end of each chapter. 

Contributors 

The contributors represent a select and impressive group of scholars who have produced cutting-edge research and are recognized as leaders in their respective fields.  In essence, we took each major category of scholarship that should connect with positive work relationships and invited the vanguard scholars in that area to participate in this project.  We particularly looked for scholars who embraced new ideas and took creative approaches to their research, as these individuals would be most receptive to the creative processes necessary for the development of a new area of inquiry. 

Chapter Content 

In order to provide coherence across chapters, we ask contributors to address three questions in their respective chapters.   We use a “bridge” analogy to stress the importance of linking their area of expertise to the newly developed construct of positive relationships at work.  First, we ask them to specifically address how their chapter advances the concept of positive relationships at work (e.g., What is the bridge between their area of inquiry and this emerging construct?).  Second, we ask our scholars to explore the processes or mechanisms underlying the relationships uncovered in their chapters (e.g., What is the bridge made of?).  Finally, we ask authors to identify the research that needs to be done on positive relationships as related to their area of specialization.  We also ask them to include a brief research agenda that guides future research in this area (e.g., Where is the bridge leading?  Where should it go?).

Unique Use of Conference as Research Incubator

The scholars will convene September 30, 2004 at the University of Michigan for a two-day research incubator conference on Positive Relationships at Work.  Each participant will submit a fleshed-out outline of their chapter by August 27th, 2004, and the outlines will be distributed to other participants before the conference.  The conference will allow time for participants to present their core ideas, in small and large group settings, but most of the conference time will be spent in dialogues and discussions aimed at providing feedback and generating cross-fertilization of ideas across disciplines, fields and levels of analysis.  The goal of the conference is to harness the creative energy of these top scholars and to direct this energy towards producing a book that will be the foundation for a new and exciting area of inquiry. 

Competition

Several books address various types of positive relationships.  However, these books are far narrower in scope in that they focus on a particular theory or type of positive relationship, or take an applied perspective in appealing to a practitioner audience. 

•  Baker, W. B. (2000).  Achieving Success Through Social Capital.  San Francisco: Jossey-Bass. 

This book looks at positive relationships from the perspective of social network building, and aims the book primarily for practitioners. Thus, the theoretical base for the book is narrower than Exploring Positive Relationships at Work and less theoretical in orientation. 

•  Cameron, K. S., Dutton, J. E. &  Quinn, R. E.  (2003). Positive Organizational Scholarship.  San Francisco: Berrett-Koehler Publishers.

This book is an edited volume of 23 chapters that is intended to map out the intellectual domain for a positive perspective on organizational studies. Two of the 22 chapters focus on positive relationships.  Responses to these chapters are part of what has fueled our interest in doing the proposed edited volume on positive relationships at work. The Exploring Positive Relationships at Work book is intended to model the Positive Organizational Scholarship book by mapping out a cross-level domain of inquiry on positive relationships as a critical area within positive organizational scholarship. 

• Cohen, D. and  Prusak, L. (2001).  In Good Company: How Social Capital Makes Organizations Work.  Boston: Harvard Business School Press.

As with the Baker book, this volume takes a social networks perspective on relationships and develops frameworks for improving social capital in organizations, particularly in the context of knowledge management.  As a result the theoretical base for the book is narrower then the Exploring Positive Relationships at Work book and it is more oriented toward practitioners than researchers.

•  Cook, K. (Ed.) (2001). Trust in Society.  New York: Russell Sage Foundation. 

This edited book is part of a Russell Sage Foundation series on trust.  Like our book on Exploring Positive Relationships at Work it compiles chapters written by scholars from multiple disciplines. However, it focuses only on the trust angle of positive relationships and it tends to be oriented toward addressing societal rather than organizational challenges to cooperation. 

•  Dutton, J. E. (2003)  Energize your Workplace: How to Build and Sustain High Quality Connections at work.  San Francisco: Jossey-Bass. 

This book is focused primarily on practical guidance on how to cultivate positive relationships at work.  It is intended primarily for managers and thus does not provide theoretical grounding that will be present in the Exploring Positive Relationships at Work book.

•  Hall, D.T and P. Mirvis, P. (Eds.) (1996).  The Career is Dead, Long Live the Career.  San Francisco: Jossey Bass.  

Despite the deceptive title of this edited book, it is actually closer in content to the positive relationship book than many of the other books listed.  However, the book is more oriented to career researchers and organizational psychologists than to the broad organizational studies community that is the audience for the Exploring Positive Relationships at Work book.  The chapters in this careers book take a relational approach to careers and utilize a broad set of psychological theories to explain why relationships are so important to human growth and career development.

•  Leana, C.R. and D. M. Rousseau, D. M. (Eds.) (2000).  Relational Wealth: The Advantages of Stability in a Changing Economy.  Oxford: Oxford University Press. 

This edited volume contains 15 chapters devoted to developing the idea of relational wealth, which is defined as the surplus value of an organization beyond its fixed assets and human capital. The book focuses more on sociological and economic antecedents and outcomes of relational wealth, and it has an explicit focus on public policy implications of relational wealth. It does not have as strong roots in psychological accounts of positive relationships as will be present in the Exploring Positive Relationships at Work book and it focuses far less on developmental outcomes and processes.

Audience

Exploring Positive Relationships at Work is aimed primarily at professors and graduate students who are interested in examining how positive relationships interface with their area of study.  Although we expect our primary audience to be from scholars in the fields of business and psychology, we also expect interest from scholars in communication and personal relationships, sociology, education, social welfare and other disciplines that need to understand the antecedents, processes and outcomes associated with positive relationships in a variety of organizational settings (e.g., hospitals, government agencies, educational institutions). The book’s primary audience is academic scholars, but applied researchers in organizational settings will be interested in this book, as will practitioners who will be intrigued by the intrinsically interesting topic of positive work relationships.  Indeed, so much has been written on negative aspects of work that this book may very well be a refreshing source of inspiration to practitioner audiences. 

Anticipated Market

Exploring Positive Relationships at Work is likely to have wide appeal to a variety of audiences, as discussed above.  Positive relationships at work fall within a broader context of positive organizational scholarship, positive psychology, and relational practices; areas that have emerged as paradigm shifts in their respective fields.  This book rides the swell before the wave and will be a highly cited “must have” in this new area of scholarship.  In fact, many of the book’s contributors participated in a highly attended Academy of Management Showcase symposium on relationships at work that won the OMT Division’s 2002 Best Symposium Award.  Scholars will view this book as a “staple” for their academic libraries.  

Professional associations that would be interested in promoting this book include the Academy of Management, the Society for Industrial and Organizational Psychology, the American Psychological Society and the American Psychological Association, among others. 

Timetable and Length

We already have commitment from the authors, as well as an abstract of their chapters, which is included in this proposal.  As mentioned earlier, all authors have agreed to attend the conference.  The timetable for the book involves the following deadlines:

•  June 2004: 

Secure publishing contract: DONE! 

•  August 27, 2004: 
Authors submit fleshed-out outline of chapters: DONE!

•  September 30 – 

   October 2, 2004: 
Chapters further refined during conference

•  February 2005: 
Review first drafts from contributors

•  September 2005:
Review revised drafts from contributors

•  February 2006:
Submit final manuscript to publisher

The book will be approximately 500 manuscript pages (excluding the index, frontmatter and backmatter.) Regular chapters will consist of 20 double-spaced pages and commentator chapters will involve 10 double-spaced pages (excluding references, tables and figures).  Not all chapters will have figures and tables, but those that do will be submitted in camera-ready format.
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CHAPTER ABSTRACTS

Part I:  Introduction

1.  Belle Rose Ragins (University of Wisconsin-Milwaukee) and Jane Dutton (University of Michigan): The Call: Why a book on positive relationships at work now? 

This introductory chapter will set the tone for the book by describing the book’s rationale, objectives, format and desired outcomes. 

Part II:  Positive Relationships: Individuals and Dyads

2.  Laura Morgan (Harvard University):  From proving to becoming: How positive relationships create a context for self-discovery and self-actualization.
This chapter will describe positive relationships that enable people to learn more about themselves (in particular, the valued and distinctive aspects of their identity), and provide the inspiration and social support to enable people to achieve fulfilling, identity-congruent outcomes. I will base my argument on the social construction of the self-concept, and draw upon theories of reflected appraisals, self-verification, learning orientations, and impression management to explain why positive relationships help people to move away from *proving* themselves to *learning* more about themselves. I will conclude with recommendations for future research, with a focus on how we might determine how to transform negative relationships that provoke "proving" behavior, into positive relationships that promote "learning" behavior.

3.  Emily Heaphy (University of Michigan): Positive relationships and the body.

In recent years, organizational scholars have begun to re-write the human body into theories of work organizations (Hassard, Holiday and Wilmott, 2000). A number of theoretical and methodological advances in psychology and sociology provide additional possibilities for increased insight and understanding into (1) how the body registers the effects of positive relationships, and (2) the bodily components of organizational theories and phenomenon. By emphasizing positive relationships and the body, the chapter will focus on how positive relationships can build health and increase the social resources in organizations. This chapter will provide an important overview of promising possibilities for re-incorporating the human body into organizational studies.

4.  Ryan Quinn (Washington University): Energy: A nutrient for developing positive work relationships. 

The purpose of this chapter will be to show how energetic arousal – the type of positive affective arousal that involves the feeling of being eager to act and capable of action (Quinn & Dutton, forthcoming) – works in a system of positive feedback to nourish the development of "high quality connections" (Dutton & Heaphy, 2003) at work. Energetic arousal nourishes the quality of these connections by facilitating the creation of mutual resources, by providing positive feedback, by strengthening the felt attachment between people, and by enlivening the connection. While high quality connections, in turn, tend to generate energy in the people who participate in them, the stability of the feedback loop between energy and the quality of a connection depends on interpersonal and contextual factors that tend to be salient in work contexts, such as the nature of the work and the perceived structure of the work relationship.

5.  Belle Rose Ragins (University of Wisconsin-Milwaukee) and Amy Verbos (University of Wisconsin-Milwaukee): Positive relationships in action: Relational perspectives on mentoring and diversity at work:  This chapter examines the individual, group and organizational factors that facilitate the development of relational mentoring in organizations. Mentoring relationships are generally considered to be a prime example of a positive work relationship.  However, there is considerable variation in the quality and form of mentoring; some relationships are life-changing while others are dysfunctional. Traditional literature examining mentoring relationships focuses on the provision of career outcomes for protégés and recognition for mentors.  In contrast, new views on relational mentoring focus on high quality connections and relational outcomes that involve personal growth and development for both the mentor and protégé (Ragins, 2004). We propose that relational mentoring is more likely to emerge in mentoring among women and employees of color. We will also examine how diversity affects the development and sustenance of this important form of positive work relationship.

6. Mike Pratt (University of Illinois) and Kurt Dirks (Washington University): Rebuilding trust and restoring positive relationships: A commitment based view of trust. 

We examine the interplay of commitment and trust in building, maintaining and re-gaining positive relationships.  We will particularly emphasize how commitment and trust can be regained once broken.  Our work addresses the topic of positive relationships quite squarely by discussing two defining elements of relationships that are "rewarding, desirable and enriching": commitment and trust. Specifically, we posit that building trust and commitment are integral not only to building and maintaining positive relationships - they are also critical for rebuilding them. All around us, there are examples of leaders and

institutions that once served to facilitate positive relationships—but now only breed mistrust and cynicism.  How can these relationships be revitalized? 

Our view of commitment draws largely on relational commitment (Pratt & Rosa, 2003) whose intellectual roots can be traced back to the work of Brickman.  Brickman argues that commitment is the transformation of ambivalence.  In broken relationships, the negative elements of the relationship have overtaken the positive. Without intervention, the potential for commitment is essentially dead.  Brickman notes that there are always positive and negative elements to any relationship; commitment involves a bond that transforms these two elements. We argue that such a bond in relationships is trust. 

Trust serves to provide a lens for viewing events and interactions in relationships, as well as to facilitate future interactions (Dirks & Ferrin, 2001). Hence, the building of trust leads individuals toward interpreting events in a positive manner, focusing on positive aspects of a relationship, and engaging in positive interactions; the breaking of trust leads toward the opposite pattern. Building and repairing trust thus represent critical, albeit difficult, objectives for positive relationships. We suggest that repairing trust involves taking actions that signal remorse and reform and that are seen as more current and more diagnostic than the actions that originally broke trust.  To close, we believe that the bridge we are building leads to a new research agenda on how positive relationships can be regained. We feel that we need to go beyond identifying the characteristics that define positive relationships, as well as going beyond how they form, to examine how such bonds can become revitalized.

7.  Jerry Greenberg (The Ohio State University) Positive organizational justice: From fair to fairer- and beyond.

Ironically, although the concept of justice is associated with what is inherently right and good, most empirical and conceptual work on organizational justice has focused on negative reactions to injustice, such as stealing, striking, and suing. This chapter will adopt a more positive orientation by emphasizing people’s efforts to promote organizational justice and the beneficial effects of those efforts on the development of positive organizational relationships and healthy organizational cultures. 

In so doing, we will describe a cyclical process through which perceptions of fairness promote cooperation and trust, making relationships positive, thereby nurturing higher levels of cooperation and trust, resulting in still greater perceptions of justice. We will develop this cyclical process approach by drawing upon our earlier work in which a basic need for belonging is proposed as the ultimate goal of human relationships in organizations. The conceptual implications of this approach for theories of organizational justice (especially, Blader and Tyler’s group engagement model) will be elucidated along with practical suggestions for promoting positive work relationships. 

8.  Steve Duck (University of Iowa):  Commentary: Finding connections at the individual/dyadic level.  

This relatively brief chapter will identify themes and underlying connections among the chapters in the individual/dyadic section.

III. Positive Relationships: Groups and Communities

9.  Monica Higgins (Harvard University):  A contingency perspective on developmental networks. 

Increasingly, individuals rely upon multiple people for developmental assistance in their careers.  These positive relationships provide both career and psychosocial assistance.  As a collection, such relationships constitute a particular type of social network, a developmental network.  Although extant social network research has suggested that particular network structures are particularly desirable for individuals as they navigate their careers, the present chapter sets forth the notion that developmental networks vary in their usefulness.  This chapter develops a contingency perspective on developmental networks and suggests that both the professional context of an individual's career as well as the personal career aspirations and objectives of an individual are important to consider when building a useful developmental network.  In addition, this chapter will provide insight into the assessment of the appropriateness of one's developmental network over time.

10. Bill Kahn (Boston University) and  Rob Cross (University of Virginia): A functional perspective on positive relationships at work.  

People rely on relationships at work to meet various needs as well as form attachments to organizations. In this chapter we will set out a framework of consistent functions that positive relationships at work serve for organizational members. Based on a literature review, we will describe how people rely on others for some combination of six functions: Task Support, Career Development, Political Support, Sensemaking, Personal Support and Purpose. Based on early empirical work we will demonstrate that these functions have strong discriminant and convergent properties and so are worth considering uniquely from a dyadic and network perspective. Specifically, network analytic techniques applied to these functions can help us move beyond purely structural views of egocentric or group networks. Such inquiry provides a structured ability to further understand linkages to important outcomes, such as effectiveness and well-being at work, as well as important moderating and mediating variables such as career stage or demography.

11.  Deborah Ancona (MIT) and Bill Isaacs (MIT):  The art of dialogue: Building effective relationships in teams. 

The history of team research is inundated with examples of how truly ineffective and anti-learning team interactions can be.  We learn about multiple forms of debilitating conflict (Jehn, 1997), groupthink (Janis,1982), convergent thinking (Nemeth, 1995), the Abilene paradox (Harvey,1974), and escalation of commitment (Ross & Staw, 1993) to name a few. Under these conditions individuals hide their true beliefs, create scapegoats, keep deviant and external opinions away, and work together to do less than they could do alone.

Here we introduce the four-player model (Kantor, 1974).  It is a framework that can help us to model and map these ineffective relationships, but also shows the way toward more positive interactions. This four -player model introduces four key roles that come from the realm of family therapy and from research on organizational behavior: move, follow, oppose, and bystand.  By making sure that all four roles are visible and their interplay strong, teams can move to patterns of interaction that enable their members to freely express what they truly think and to build bonds based on creating real synergies across members.  Further, by understanding the dynamic sequences among these roles that arise during everyday team interactions , teams can  collectively and openly diagnose and then transform dysfunctional behavior into effective and productive action.

12.  Ruth Blatt (University of Michigan) and Carl Camden (CEO, Kelly Services): Positive relationships and cultivating community.

This chapter will explore the role of positive relationships in cultivating community when employees are physically, administratively, and temporally detached from their employing organization and from each other. Based on a qualitative study of high-performing temporary employees in knowledge-based occupations ("free agents"), this chapter explores what it means to be part of a community and how personal

relationships shape its meanings and implications.

The chapter explores the nature of positive relationships among temporary knowledge employees and how positive relationships enable the development of a sense of community under unfavorable circumstances: when the members of a potential community are physically distributed, when they travel through organizations on short-term temporary assignments, and when the organization that employs them is different from the one in which they perform their work. It contributes to our understanding of positive relationships by examining the processes by which they generalize from a dyadic connection to a sense of belonging to a meaningful collective, how they define and sustain this collective under conditions of flux and distance, and the outcomes they generate for both individuals and organizations. 

Through an inductive approach, this chapter will analyze qualitative data to identify the mechanisms by which positive relationships influence the creation and meaning of community as well as how the sense of community affects the individual. We anticipate that the bridge will be made of processes of social identification, meaning-making, learning and development, and resource exchange. 

The chapter will link to current literature on social identification at work and to research on nonstandard workers (virtual employees, temporary employees, freelancers, etc). Both of these literatures under-emphasize the role of personal relationships, focusing on either individual characteristics or structural features of the employment relationship in predicting outcomes of interest. By bringing to light the important role of personal relationships and specifying the mechanisms by which they have their impact, this chapter paves the way for studies that re-interpret and update existing theories. Moreover, it will generate a new research agenda on communities that exist outside of organizations or that are connected to intermediary organizations. Despite their growth in prominence, empirical research has not begun to explore the impact of these extra-organizational communities on organizational behavior.

13.  Kathleen L. McGinn (Harvard University): History, community and connection: Longshoremen on the West Coast.

Longshoremen on the West Coast of the United States have a unique social conscience and practice a strong form of positive social support within their ranks.  This positive social support stems from three features of their community.  First, they share a long history of collective action, including periods of violent clashes with police and employers.  This history has been handed down across generations and is shared in stories repeated over and over among today's longshoremen. Second, longshoremen tend to live in tight-knit communities, where nearly everyone is, is related to, or is friends with a longshoreman.  This dense community reinforces both shared history and norms of mutual support.  Finally, longshoremen gather each day at the union-run hiring hall to get their job assignments.  Because they work loading and unloading ships which come and go, rather than in a factory or an office, they work at different ports every day.  Their common meeting point is the hiring hall.  As a result, they have little affiliation with their many employers--instead, their affiliation is with the union and with their "brothers" whom they interact with as a community every morning in the hiring hall.  These three features of the longshoreman community are juxtaposed against an increasingly hostile relationship with the employers who hire them.  The result is a culture and an active practice of positive support within their community.

14.  Linda Argote (Carnegie Mellon) and Aimee Kane (Carnegie Mellon): 

Social identity and receptiveness to new knowledge.

In this paper, we analyze the relationship between a superordinate social identity and receptiveness to new knowledge.  Social identity is defined as a sense of belonging to a social aggregate, such as a group or organization.  We argue that a superordinate social identity renders members of the aggregate more receptive to new knowledge.  Evidence of this effect from a laboratory study and preliminary findings from a field setting are described.  Mechanisms through which social identity affects receptivity to new ideas as well as the boundary conditions under which social identity relates to receptivity are discussed.

15.  Bill Kahn (Boston University): Commentary: Finding connections at the group/community level. 

This relatively brief chapter will identify themes and underlying connections among the chapters in the group/community level section.

IV. Positive Relationships: Organizations & Organizing

16.  Karen Golden-Biddle (University of Alberta), Kathy Germann (University of Alberta), Trish Reay (University of Alberta) and Gladys Procyshen (University of Alberta):  Anchoring while moving forward in organizational change.

Positive relationships in organizations are a vital part of creating and sustaining communities that accomplish collective work (Dutton, 2003; Dutton & Heaphy, 2003; Worline et al 2002; Wrzesniewski & Dutton, 2001). Such relationships are especially important during organizational change as people draw on them for support and knowledge as well as for resilience and growth. Yet, how change is implemented can significantly, and negatively, alter the conditions essential for fostering positive relationships. Stories abound of disruption to ongoing relationships and human well being as large-scale restructurings and mergers reduce jobs, often with little warning, and increase workload and hours.  In this chapter, we examine the opposite situation: how desired change can be accomplished while fostering positive relationships. Through the presentation of a successful case of merging health regions, we portray how leader work at the structural borders in change can generate creative relational space in which people collaborate across communities to grow the new organization and enhance organizational capacity for change. Through this portrait, we explicate the principled relational practices that provide the sustenance for enacting positive relationships in achieving organizational change.

17.  Joyce Fletcher (Simmons School of Management):  Positive relationships, power and leadership.

New models of leadership stress the relational aspects of effective practice, stressing the relationship between leader and follower.  This chapter will explore the underpinnings of these relationships as they are moderated by contextual factors such as power and social identity.  Using tenets from Stone Center Relational Theory, the chapter will explore the micro level conditions under which positive leadership relationships occur, the possible outcomes of these positive relationships (for the organization as well as the individual) and the mechanisms through which these outcomes can be achieved.  This theoretical frame is particularly useful for this exploration because rather than abstracting relational concepts from their social context, the theory includes larger societal and cultural effects such as power and social identity. This chapter will also identify areas for future research.  In particular, future research needs to map the organizational context to identify factors that influence the ability to establish/maintain the conditions and mechanisms our models identify.  In essence, what structures, systems and routine work practices need to be in place so the theoretical models we offer can be put into practice?

18.  Mary Ann Glynn (University of Michigan) and Krysia Wrobel  (Emory University):  My family, my firm: How familial relationships function as endogenous organizational resources.
We bring an institutional perspective to the study of positive relationships at work and examine how familial relationships serve as endogenous resources that define a firm's identity. The notion of "family" is an oft-used metaphor to describe organizations, their cultures, and the relationships among organizational members.  We, however, use "family" in its literal sense and examine how multi-generational familial relationships (grandparents, parents,children) are displayed in order to create a positive identity for a firm and to make credible its products and services.  In this chapter, we theorize about how the depiction of positive family relationships can be used to characterize, enliven, and legitimate a firm and its offerings to public audiences.  We illustrate our ideas with evidence from an analysis of the text and images that portray familial relationships in Martha Stewart Living magazine, from its inception in 1990 through 2003.  As well, we examine if the depiction of familial relationships (or the degrees to which these relationships are cast as positive or negative) shifts with organizational changes in the governance structure or under identity threat to a key family member, Martha Stewart, with regard to her felony conviction.   

We propose that the processes underlying this inter-relationship between family and firm are necessarily social, and involve both identity and institutional mechanisms.  Identity mechanisms claim familial relationships as core attributes of the firm, layering them in affect, to define the firm's core character (i.e., one of family). Institutional mechanisms wed one social institutional (the family) to another (the organization) and display norms about family and firm that legitimate both. 

Our contributions are twofold.  One contribution is to illustrate the dynamics of an important set of positive relationships - that of family - in the workplace.  As such, it should complement work in other chapters of the book that look at positive relationships between colleagues or workers in organizations. Our chapter would speak not only to family businesses, but to any business that invokes a sense of family to explain its culture or identity. A second contribution is that we detail the nature and meaning of positive relationships among family members in organizations, and thereby illuminate what it means when positive relationships (among non-family members) are likened to those of family. With our work, we hope to advance research that examines workplace relationships that are "like family."

19.  Wayne Baker (University of Michigan) and Jane Dutton (University of Michigan): Enabling positive social capital in organizations.

This chapter advances the concept of positive relationships at work by developing a systematic method for measuring relational competence in organizations.  Relational competence is an organization's capacities to build, strengthen and restore high quality connections between people and create a network of these connections.  Relational competence is a property of a collective and is built over time. Drawing on a broad foundation of research on organizational networks, social capital, trust, alliances, organizational support, cooperation  and coordination, we develop a scorecard for evaluating relational competence.  This scorecard proposes measures that can be used to assess an organization's current relational competence as well as monitor improvement over time.

20.  Denise Rousseau (Carnegie Mellon): Commentary: Finding connections at the organizational level. 

This relatively brief chapter will identify themes and underlying connections among the chapters in the organizational level section.

V. Conclusion

21.  Jane Dutton (University of Michigan) and Belle Rose Ragins (University of Wisconsin-Milwaukee): Contours for a theoretical foundation on positive relationships at work.  This summary chapter will provide an integrative framework for viewing positive relationships at work by providing connections between the book’s three levels of analyses: individual/dyadic, group/community and organizational.  The chapter will also develop a multi-level, interdisciplinary agenda for future research and theory development on positive relationships at work. 
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