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LHART L

THL o VOLUTION OF & PUINT QF viey

in the past guarter of a century & vonsiderable change has taken
#lace in the philosophy of adiinistration and manageinent. This new
viewpoint bas probably been crystallined as a function of changing
s:iphases in the social sciences. The evolution of iodevn adininistira.
tive philosophy can best be understood by giving attenticon to the trends
in psychological,pbilosophical, and econoiuic thinking. The thinkers
in these three fields began 1o feel the urge to turn their efforts toward
means of discovering workable hypotheses of behavior. wconomists
had been forced to ook at the wide separaiion in understandings hHetween
anagesnent and the workers.

Host econosisis do not go further back than the early handicraft
era in their discussions of technologicei changes and their effect upon
changes in social attitudes. In the ‘diddle-Age comeunities, the crafis-
men recognized a close relationship between the amount of effort put
forth and ths ammount of reward received. The craftsican was the ownex
of his toclas, materials, time, cfiort and nis place of work., as industrial
technology in:peoved and machine technology becan.e practically vaiversal,
the social attitude of the worker changed. his change had a definite effect
upon the eificiency of the worker. Ia the eveolving indusirial civilization
the worker gave up his tools, his place of work and his general skills to

managemaent who required special skilles involving & minlown of tiue and



effort to learn, Since these three important variables were placed in
the hands of mansgement, the security of the worker also was there.

As plants grew larger, the distance between the worker and management
becanie greater. The appavent lack of relationship between employee
and employer, and in many situations the lack of sensitivity on the part
of management to foresee the material and pyschological needs of the
workers resulted in the following:

{1} Formation and organization of labor unions.

(2) “ealization by m;anagenient of the need ¢ examine

the industrial society for clues that assist in more
effective production.

The Yankee City Series of studies have documents showing what
happens to workers who have experienced home rule ownership and are
then subjected to an absentee ownership management. 1 Data indicate
that a3 the worker became farther and farther away from administration
in space as well a5 ideas and identification, the more confuszd and ap-
orehensive he became, The Yankes City Study was made because the work-
ers, for the first tiine in the history of the company, had unionized and had
gone on strike. The data compiled on the frustrations of the workers
were of sociological and psychological imporiance, for they pointed
out the kind of group behavior which resul ted from the wide gap between

the labor force and management. The early attempts used to bridge

lJosiah C. Low and Williamn L., Warner, Yankee City Series, Vol. 4
Yale University Press, New Haven, 1947,



this gulf resulted in chaos for both labor and administration, This

type of chaotic condition can be noted tiine and time agein in the tran-
sition period between the handicraft era and the mewer industrial trends.
Industrial management persons are now beginning to realize that to ig-
nore the human equation within an organisation is to ignore that function
which is largely responsiole for effective operation. A graphic rep-
resentation of the evolutionary trends in phases of labor.-management
relationships can be seen in Chart I:

CHART 1

Handicraii £ra Management bModern Industrial Era

Managermen

Management

Mb@t

Some of the factors contributing to the changes in the reiétioaships
hetween management and labor as far as the buman element i; concerned
are:d

1. The tendency toward urbanization.

Z. The tendency toward capitalization,

3. The evolution of pslitical philosophies,

4, The advancement of comrununication sad transpertstion methods.

%. The evolaution of educational philosophics and methods,

6. The increase ir productivity,

7. The legislative and judiciary mcceptance of labor unions,
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An examination of the Linplications of Chart ] indicates & return of
8 cxanagersent ~ labor relationship in terins of the humen element in the
medern industrial era that approximates the relationship of the handi-
¢rafi era. Although the modern industirial plant is large and will prob-
ably continue to grow, uamgaﬁ;mﬁt are looking toward means of bring-
ing about psychological satisfactions realized by the skilled worker in
the handicrait era. The so-called trend of hunianising inanagen.ent has
resulted in nuicerous studies of interpersonzl relationships and their
significance in meanagenient efficiency.

This period of economic development made ready a genersl atmo-
sphere for the incaption of new psychological theories. Wundt and
Titchiner had conceived of the function of psychology as the study of the
elements of the 'intact buscan mind. "' To many psychologists this
structuralintic theory provided & non-practical, narrow concept. feid-
breder smwmz

Throughout the United States there was » widespread
disposition to listen tu the doctrine that the business of the
peychologist is not necessarily limited to the minute dissection

of states ol conscivusaess.,

With this type of thought developing in psychologicel circles, one
is not surprised 1o note new avenues of approach., wniforts began to

take on the characteristic of studying behavior for the purpose of not

only developing s body of knowledge but also for the purpose of ite

—

%m Heidbreder, Seven Faychologies, is. Appleton - Century
“@., inc. New York and iloandon, 1933, pp. 205.



eventual practical application. The emphasis began to lie in experi-
mental work in the areas of educational psychology, child psychology,
animal psychology, individual differences and mental development. To
these areas and many more came the contributions of bodies of theory
developed by several "schools' of psychology,

The contributions of the school of functionalis:r: with its biological
emphasis on the investigation of the function of the mind rather than its
structure, is an example of the trend of new thinking, Under the lead-
ership of John Dewey and James P. Angell at the University of Chicago,
the "functional group' becarue intereasted in how processes work, rather
than what they are. Their notion and study of adaptive behavior was a
cornerstone for future research,

John B. Watson's school of benaviorism brought the thinking of
psychologista around to the study of behavior from an objective stand-
point. The behaviorists were interested in any form of behavior as long
as it could be observed, Watson's remarks about emotional responses,
for example, indicate that this type of behavior is a result of condition-
ing, Keller, in his explanation of Watson's stand on this issue, states:

The miore specialized and coordinated emotional dis-

play of adults was attributed by Wwatson to the development

and elaboration of these unlearned patterns of infancy; and

he maintained that the great variety of objects and situations

known to call out emotional reactions in later life were to
be explained by reference to the principle of ''condiiioning., "

SFred 5. Keller, The Definition of Fsychology, D. Appleton
Century Co., Inc.,, New York and London, 1937, pp. 67
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sax Werthelmer's school of "Gestalt"” psychology contributed fur -
ther to the newer psychological concept. Although, in the eyes of the
writer, the grealest comtribution of this school was in the field of per-
ception, the underlying basis for the theory had impact upon other
areas. wae can find in social psychological readings, for exauple,
the wse of the Gestalt terws 'closure’. Closure has come to miean,
outside of the field of perception, the idea of bringlag to completion
sorething that bas been started. Applied paychologists have, in ex-
perimental work, found that individuals become frustrated when they
do not see their lasks being drawn to completion. They, therefore, do
not sense the satisfaction of "closure’. HKoffka, a wsll known Gestalt-
ist, produced considerable experirnental work on “imsight’ and with
other psychologists has shown the possibilities of purpeseful organiaa -
tion, Considered a Gestaltist and also the founder of 'Organismic Pey-
chology ' is Raymond H. Wheeler. Whaeler's contributions to the fidd
of learning have been utilized extensively. He developed the concept
of "pacing’ which refers to "adjusting the task to the learner’s present
ievel of capacity (his level of insight), lncreasing the difficulty of the
task ns the learnar grawa‘. * His definition of huwman capacity is tied in
closely with maturational factors. in brief, bhe postulated that capaci-

ties are the regult of mataration, buat that stirculation has the afiect of

4 rnest 5. Hilgard, Theodes of Learning, Appelton-Centary-
wrofts, Inc., New York, 1948, »p. 239



inducing maturation, Wheeler proposed, aiso, that if rewards are to be
effective they wust be identified with the goal.

With the background of various schools of psychology behind thex,
wost snodern psychologisis define their field as the sclence that is mainly
concerned with the study of behavieor for the purpose of (1) securing a
scientitic body of knowledge (2) predicting bebavior (3} modifying behavior.
wne seldom finds a mhodern g:ayckaiégiss who adbheres to any specific
“achool’ of psychological thought. The diagra:: below shows the evolu-

tion of some of the snajor schools of psychology into nodern psychological

thinking:
FUNCTIONAL.I1SM
STUDY OF PROCESSES
STRUCTURALISM BEHAVIORISM MODERN VIEW POINT
NON-PRACTICAL OBJECTIVE STUDY OF BEHAYIOR CONTENT PRACTICAL
CONTENT GESTALTISM AND THEORETICAL

PURPOSEFUL ORGANIZATION

ibout this time John Dewey mmade & substantial addition to the study
of bebavior when he opposecd the acceptance of stereotyped ideals and
oroposed the use of the experiiental rnethod. 5 Dewey presented a prag-
miatic philosephy which sought for the developmient of @ realistic recognition
of natural facts and conditions that were free froa: the blases of idealisq.
He did not, however, go along with the stroag echanistic viewpoints of

wWatson., Uewey seemed to anticipate the behavioristic concept of behavior

Badera s v i o CIG—— ORI Rt 6

ﬁ’ﬁrthm' Kenyonm Pogers, A Sludent’'s History of Fhilosophy, dacidilien
Lo., MNew York, 1934, pp. 477 -480
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and advised that students in this ficld consider & better rounded view-
point than the one expressed by mechanistic theories. His viewpoint
stressed the need for careiul social planning which takes inio considera-
tion intelligence and foresight.

Dewey spoke in practical terms about social efficiency by saying:

T ranslated inte specific aims, social efficiency indicates
the jmyortance of industrial comperency. Persons cannot live
without mmesns of subsistence; the ways in which these means
are gmployed and consurned have a profound influence upon all
tiae relationship of persons to one another.

He then continues by autiag;&

In the broadest sense, social efficiency is nothing less than
that socialimation of :nind which is actively concerned ia making
experiences more conununicable.

Dewey's influence apread and society felt the {xpact of this new
realistic philosophy.

The review of the above thinking reveals many variations of approach
to the problem of the prediction of behavior. Thie variation in thought
has enriched the possibllity of reaching wove accurate deflinitions of
group activity., Today the majority of leaders in the sotial science
areas are advocates of theories of multiple causation. They seen. to
belisve that only Ly blending and coasidering all of the contributions of

social science can & ressonable solution be reached. The general con-

cept is that behavior is & resuit of smany variables, ¢ach of which aust

A N 102 BN i

6‘5@%&& Lewey, Lamocracy and ~ducation, the daciililan Co., New
Yerk, 716, pp. 139



be considered vefore an adeguaie understanding can ve reached.

The Hterature pertaining to this yrobles: sssunied one or cou -
binations of several desigre. The attitude surveys snd opinion poils
have site:anpled to seek the individual's own ?aﬁhmﬂim of factors of
plensaniness snd unpleasantness in the we.r.é: situntion, Thess swrveye
have included atiitude scnlaes of the ”i”’humwne? deaign, questionnaires,
stractured and unstructured interviews and combinution of all of these.

A1l of the studies have been dirscted teward discevering what the
key motivetors of elfective group behavior are and to d iscover weans
of wanipulating these faciors in a maaner that will lend to goal oriented
behavior. The exawples that {ollow are pioncer and oiten sentioned
invegstigations ia worale.

In & study reporied by Hoppoch and Splegler, the following factors

were rmenticned as reasons for liking the job:

TABLE &
Factor Rumber sentioned
(1) Associates 28
(2) The work itseld id
{3) The wss 11
(4} Variety '}
{5) ¥reedow: in work 8

in this investigation, Hartimann and Newcow:d astate: “the lnformal

interviews :made no atisuipt to guestion each person about each

75‘ ¥, Guilferd, "Faychowsetric iiethods'”, Mclraw-Hill Co., Inc.,
New York and Lendon: 1936, pp. 161-163

31%»;,%:'& Hoppoch and Samuel Spiegler, "Job Satisfaction: Hesearch
of 1935-37 ', Decupations, pp. 636-639, 1938
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ium.’ﬂ This study appeared to show the importance of factors other
than salary in job satisfaction. The validity of this research, however,
can be questioned since the investigator accepted the reasons given as
actual and significant canses of satisfoction. The writer {eels that one
cannot accept such data without question, bacause of the suparficial
rmanngr in which the rescarch was carried out.

J. David Houser investigated in n; general manner the ginployees in
a large organimation. He described twelve factors in order of linport-
snce in work satisfaction.
TABLE Hié}

(1) Feceiving help nccessary to get results expected
by managemant

(2) Being encouraged to wifer suggestions and to try
aut better methods

(3) Being able to find out whether work is improving

(4) ' eazomable ce:tainty of being able to got fair hear-
ing and sguare deszl in case of grievance

(5) wertainty of  ronotions going to best gualified
empldyees

{5} wncourage-ent to seek advice in case of real prob-
lems

{7) Being given inforuiation about important plans and
results which concern the individual's weork

(8) Not being actually hampered im work by superior

{?) Being given reason for changes which are ordered
in work

(19) Not geiting contradictory or conflicting orders

e

]&) & Kax 4 k- SN o
G. ¥, Hartoann snd . Newcomnb, Industrizl Conflict: A

#sychological Interpretation ', The Condon Co., New York: 193y, pp. 117

o, . . ;
d. Lavid Houser, YWhat People Want from Business , dclraw-

Hill, Kew York: 1938
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{11) Being given to understand completely the results
which are expected in & joo
(12) Likelihood of pay increases from tisme to thine

This study suffers frou the sanie lack of depth in the research de-
sign as the previvusly mentioned study. 7The study did involve a larger
ta:mple thap Hoppochk and Spiegler’s investigation, however,

In 1939, 5. J. Fosdich reported a sumunary of a study concerned
with various factors in m:orale. An employees joll reported the factors
as follows according to importance in work satisfaction:

TABLE ﬁ!n
Lredit for all work done
Interesting work
Fair pay
tnderstanding and appreciation
.ounsel on personal problems
Fromotion on merit
{iood physical working conditions
Job security

¥Fosdich's poll also lacked all of the diznensions that the writer be-
liever necessary for adequate research in thiz area, The tendency
seezaud to be, in the majority of studies of this nature, te construct
attitude scales or conduct smplovee pells in order to deterrmine the
factors Imoortant to work sotisfaction, i.ittle or no effort was spent
in the validation of these factors. The results of these studies did, how-

ever, bring out the inclination that factors of a personal npature account-

28 for satisfaction in work,

——— R ]

”Iziartmszm and Newcomb, op. cit., pp. 117-118
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The classical studies of HMayo and Boethlisberger at the Hawthorne
Plant of Western flectric were directed toward the investigation of de-
terminants of worker morale and productivity, The studies were con-
cerned in the largest part with hourly paid workers using direct ob-
servation of experimental groups and a general interviewing procedure
as inethods of investigation. These studies revealed that when favor-
able meanings were attached to the changes in environment, productivi-
ity tended to increase. The studies also showed that increased produc-
tion occurred as a function of the fact that the experimental groups were
being shown considerable attention. 12

The inost recent work of Rensis lLikert for the Life Insurance
Sales Bureau compared productivity with morale. These studies
appeared to be well organized in the area of hourly pald emiployees and
seemed to reveal that insightful supervision of this kind of worker was
an important determinant of morale. 13

Other studies involving the nature of leadership (i. e., autocratic
vs., democratic) have indicated and pointed to the superiority of group

14
decision over one-man decisions in favorably changing group behavior,

12

) 3"Produc:tivity. Supervision and Lmployee Morale’, Survey Re-
search Center Study Ne. &, University of Michigan, Nov, 22, 1948

Hartmann and Newcowmb, op. cit., pp.

14
Kurt Lewin, "Group Secision and social Change'’, Readings in
Social Pesychology, ed. Newcomnb and Hartley, Menry Holt and L.o.,
New York: 1947, pp. 330-344
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Bavelas, for example, showed that when the group set its own level of
performance, production was more effective.

wlton Maye's study in the area of teamwork and labor turnover
in an industrial setting in Southern California resulted in the formula-
tion of the following conclusions:

(1) Associative groups or teams will be formed
among workers except under conditions of extreme
instability.

(2) Wanagement, therefore, has no need to concern it-
self with the question of whether or not such groups
should be formed

(3) Management's problem: is to make it possible
(establish a 'climate') for strong teams to develop
and tie theniselves with personal satisfaction, into
the objective of the total enterprise. In doing this,
management ioust be aware of the results of break-
ing up satisfied tea:mns in an arbitrary manner be-
cause the processes and techniques of production
seern tO make such a rove expedient.

{4) It :nust be recognized that the technically outstand-
ing worker selected for work leadership in promoting
understanding of manageinent's over-all purposes is
not necessarily recognized as a team leader by the
workers.

(3) Attention by management to organization of teawms
wiil result in group initiative and participation with
management in securing accomplishment of tasks
that had previously been performed by management
alone,

In 1939 and 1940, idppitt and White conducied an experimmental

study of leadership and groun life, 17 The study pointed obt some of

IsNormaa Maler, ‘#sychology in Industry ', Houghton-difflin
Lo., Boston: 1946, pp. 264

6;@;1*&% Mayo, 'The Social Factors of an Industrial Civilization’

17
Theodore ii. Newcomb and nugene .. Hartley, Feadings in

5ocial Psychology, Henry Holt and Co., New York, 1747, pp. 315-33¢
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the interdependencies of the roles of leadership, group composition,
and the personality structure of the members of the groups., sccord-
ing to the interpreted sumumary of Newcomb and Hartley, et al: 18

The adult leader role was found to be a very sirvong
determiner of the pattern of social interaction and emotional
development of the group. . . .It was clear that previous
group history {i.e., preceding social climates) had an i~
poriant effect in detexrinining the social perception of leader
bebhavior and reaction to it by club membzrs. A club which
had passively sccepted an authoritarian leader in the beginning
of its club history, was much more frusirated and resistive te
a second authoritarian leader after it had experienced a demo-
cratic leader than 2 club without such a history. There seem to
be sorne suggestive implications here for educational practice,

There have been many ideas and hypotheses proposed in the area
of worker satisfaction that should be considered in an investigation of
this topic. WMost of these ideas and assumptions throw light on the
subject and have provided the writer with deeper insights regarding
the problem. Many of these experiences and ideas need substantial
evidence to clarify their validity,

Albert L. Lindel reports in his article entitled "Sources of Morale
in the School ' that certain differences can be detected between schools

with low morale and schools with high morale. He states the faliowiug;w

+ + + «in schools with low morale, the principal does
not know the needs of his people; the principal is not sure
of where he is going; the tcachers are not sure of where
thev are going; and the teachers seem to refuse {o try new,
unwelcome, or unfamiliar plans or proposals., . . .In
schools with high morzle, the principal may not be gure

wiﬁ%weamh and risrtiey, op. cit., pp. 329-330.

19 ilbert L. Lindel, ‘Sources of Morale in the Schools,  The Phi
Delta Kappan, Nov. 1949, pp. 155-157,
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that the goal toward which he is arriving is the right one, but
he has at least defined a goal and believes in it,
Yhis report appears to be based upon the experience of the author and
not upon data gathered under conditions of organized research.
Alexander R, Heron speaks highly of the need for effective de-
mocratic adiinistration., He states: ', . . ,administration must
believe in the right and ability of the worker to share in the task of
thinking and planning. It must demonsirate this helief that every level
is its own hierarchy. The second is the acceptance of workers into the
thinking partnership miust never be artifical or dramatic,”’
Dr, Frederick W, Gershimer points out in his article "4 Fsych-
iatrist Works at Humnan Felations in Industry” the iouawing:zl
Some common rmisconceptions: First, we put too rmuch
emphagis on clever ideas. Second, when inen have produced
results in one field of endeavor we tend to assume that they
are experts in all others whether or not they know anything
about such other fields. This can be highly dangerous. Third,
we tend to confuse material security with emotional security.
Zverybody these days is thinking about security, and we should
be, but the very importance of security should make us take
special care to be realistic in our thinking about the subject.
The s tudies and publications rmentioned have shed considerable
light on possible factors of significance in effective group behavior

as well as having brought to focus the relative effectiveness of various

methodologies used to investigate these factors. There is need, how-

Alexander R, Heron, 'Why ien Work', stanford University
Prese, Stanford, Califernia,

21
Frederick W, Gershimer, i, ... "A fsychiatrist Works at

Human Lelations in Industry,”’ Personnel, Jept. 1949
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ever, for an intensive study of the variables influencing morale in
+rofessional and executive positions. Although soine of the preseni
approaches used in studies of hourly paid workers may be applicable
in this situation, other approuaches s¢emn. {0 be needed in order to in-
clude more of the fundaniental {acets éf higher level group participation.

In this chapter, a discussion of viewpoiats in philosophy, ssychology
and gconor:ics which have had their effecis upon modern nanageinent
has heen reviewed. The indusirial admiaistrator has been forced by
lsbor {frequently in the face of chaos) to attend to factors of husian re-
lationships. Im some few instances, when wanageruent was aware of
these principles, labor-usanugeasent difficulties were avoided. Specific-
aily, the writer firmly believes that educational adininistrators are now
facing the same igsues thai industry has struggled with for a number
of years. To parailel the cducational administyrator - t eacher relation-
ship and the labor-msnagemment relationship as expressed in Chart i,
the following diagram is presented:

CHAFRT I

Cae -Hoom School Lra “Modern Ldecational

vvvvv

T G“ﬂhvhe rs

Teachers

Aduniinigtration

Back in the deys of the one roou: school, the teacher did most of
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her own planning. There was no involvement in communication between
principais, vice-principals and other teachers. The teacher of fifty or
sixiy years ago was generally in charge of her own affairs. As the
school population increased, there came & need for the further organiza-
tion of administration. There was a gi‘eat increase in the number of
teachers, rany of whon becamie specialized in certain ﬁeidi. sMore
teachers were needed o be trained, hence bigger and miore highly
structured teachers calleges were developed. In general, as the educa-
tionul systew: becamne more comnplex, the gap between the administrator
and the teacher became larger, C(ommunications became weak and in
some instances distoried. 1t is the writer's belief that the gulf between
adininistration and instruction has not been closed as far as it could be.
It is also the writer's assumnption thatl the adiministrators of educational
institutions can close the gap theinselves by an aleri look into the fac-
tors that bear on groupbehavior or allow the gap to be closed by educa-
tional unions of force comparable to the labor union.

It is the hgpe of the writer that educationsl administrators who
read this study will find heipful information that will provide insights

and guides for successful leadership in their own instituiions.



CHAPTER I

STATLMENT OF THE PROBLENM AND PLAN OF INVASTIGATION

The purpose of this study is to rmuke an intensive investigation of
the work eavironment and social envirennieat of high level groups with
the intention of deterizining certain factors in these enviromments which
tend to influence the behavior of the groups. The study has the addition-
sl purpose of utilizing the information provided frow: the results by
assisting the educational adininistrator to develop a more adeguate un-
derstanding of group activity.

The plan of investigation was oriented toward finding relationships
between group patterns of behavior and the factors precipitating the be-
havier. Two ergsnized groups, ranging from fifteen to forty-five mem -
bers, were chosen for the study. The groups were equated on two vari-
ables, namely, all members were college graduates and all were enploy-
ed in professional and other high level positions. The writer feit that
a5 a result of such a study, infornation would be provided for the de-
velopimnent of insights for use in faciliteting group effectiveness in educa-
tional institutions.

The plan of investigation consisted of: (1) the development of the
writer's viewpoint based on the philosophical, psychological and econouiic
thinking the past twenty-five to filty years with regards to hun.an rela-
tions and effective group bebavier; (2) an investigation of resessrch con-

cerned with group effectivencss; (3) the presentation of data conceraing
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the work eavironment and social environ:uent of the groups studied;
{4) an interpretation of the data; {5) & consideration of the results of
the study in ter:us of practical application to educational sadrinistratia.
The develop.ent of iterns (1) and (2) bave been discussed in
Chapter § of this paper. An explanation of ite:n: (3) which desls with
the sresentation of data will now be discussed. In the study of the
work and social environn.ents, the ssme research design was used for
each of the groups studied. The datn were always collected with the
thought of finding cneaningful factors in group behavior. In order to
investigate objectively the work environinents of each group, an analy-
sis of responsibilities was 1.ade of all individuals included in the re-
search. This analysis was made for the purpose of establishing rapport
between the participants and the writer; providing information regarding
work loads and interpretations of responsibilities, etc., and for the
purpose of reviewing the Linposed policies and regulations placed upon
the persennel. The adicinistrators in both areas stressed the luiport-
ance of cooperation in this sroject since the results would be uiilised
in the planning of work loads, etc. 4An exau:ple of the covanunication
sent out to all group mei:bers can be seen in the Appendix., The res-
ponsibility analysis booklets for both groups can also be located in the
Appendix, Following the completion of the analysis booklets, interviews
were conducted with all participants for the purpose of clarifying ques-
tions that ey have arisen as & function of the analysis of responsibili-

ties. The information provided at this tinne was recorded by the writer
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and renained confidential. Another aspect of the work environment
was investigated by using the Group Liensional Rating Scale which
was developed by the writer for the purpose of examining environnent-
&l structure. Lonploying the group descriptions of Sanford and Heunp -
am* in the Scale, the writer found that an indication of favorable en-
vironmental conditions could be made. 2 4 copy of the Group Dimen-
sional Scale is inciuded in the Appendix,

in order to study objectively the social environment of both
groups, follow-up interviews were scheduled and directed toward im-
proving working relstionships and the generai over -all effectiveness
of the organisation. These interviews remained voluntary and the
infor:nation provided by each participant was kept confidential., Ia-
dividual personal records were kept to provide dats on behavior patt-
erns of the participants during the course of the study. iiecords were
also kept of all grievances and frequences for each grievance were tallied
in order 1o determine significant d isturbances in the group. Feference
can be inade to the Chart of Grievances, Chart V1 ia Chapier [lland Table
Vii in the Appendix.

The phases of the research which deal with the elements of inter -
pretation and application of results will be discussed in later chapters.

A1l of the aspects of this research were designed to mneet the

-

l¢ilrcore sanford and Jobn K. Hewphill, Peychology for iL.eaders,
University of iMaryland, College Park, idaryland, 1948

ai&iafer to Chapter IX, Pages 1-29
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LHARPTRER
PRASENTATION OF THE DATA FEOM THE WONK
AND BOCalL ENVIBONMLNTS OF THe GROUPS

1. #resentation of the Date from: the Work cnvironment

The data collected concerning the work eavironiment were exam -~
ined and they revealed inany significant {actors. There follows a dis-
cusaion of these findings.

&, besults from: the Uespoosibility Analyses

The responsibility analysis forus which were completed by all
persoms participating in the study, provided information regardiag work
lvads, individual interpretations of responsibilities, comucents about
inequalities in responsiblliitics and the administration's interpreted
scope of the informant's job, The significance of these variables will
be discussed separately.

1. Weork Schedules

A graphic preseantation of this condition can be seen in « haxt 1
in this chapter and in TablelVia the Appendix. In relfting the size of the
work load of the individual to the nuinber and intensity of his expressed
grievances, evidence indicated that the size of the work load was not &
significent factor. AMembers of the growp with average work loads ex-
pressed as any grievances as those persons with very light or ex-
trenely heavy work loads, Uifferences in amount of work done by group
iwembers did not appear an effective predictor of the nuiber and in-

tensity of individual grievances in the group.



CHART III

DISTRIBUTION OF TEACHING AND COMMITTEE RESPONSIBILITIES

OF VARIQS INDIVIDUALS IN GROUP A

INDIVILUALS
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fable V de:nonstrates the lack of relationship between work load and

the nuinber of grievances:

i

TaBe ¥

P LATIGNSHIY OF WURE LUAD AND
MUMBE M AND INTENSITY QF GUISVANCEYS IN GLOUP A
MNo. and int, of
idember Work ioad Fating Grievance ating

R wd P e e T bw

1

iz
13
i4
15

ol W W o WD B DN e e bR
WP W d & Ul R AWE B Ga W

Work i.oad llating

1 2 3 & 8
Light Load ' Heavy Load

Grievance lating
1 2 3 4 5

ot g

Few Grievances dany Grievances
7 ith Little Intensity #iith strong Intensity

Test of Significance

s o o o ,“2; - SR
s, B L o33 oy X5 L8090

There appears no reason to reject the MNull Hypothesis

An exslonation of Table V can be found in ithe Sppendis, p. 81.
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2. Interpretation of Hesponsibilities
There was a significant relationship observed in the agreement
between the member's interpretation of his responsibilities to the
scope of his job as interpreted by administration and his performance
in his job. avidence pointed toward the iact that when persons were
aware of the scope of their positions, there was less evidence of con-
fusion in the work area. Chart IV in this chapter and Table Viia the
Appendix give a graphic representation of the Felationship of Fosition
Responsibilities As Defined by iMembers of Group A and the Inter-
pretation of Responsibilities as Defined by Administration. Some of
the most important elerents of the positions were not meuntioned by
the majority of the staff members. ixamples of some of the inconsis-
tencies found between the positions described by administration and
those described by mismbers of the staff were:
(1) 2.7% of the staff mnebers noted that their jobs
were concerned with the developineat of curricula.
Administration believed that this fu@cﬁm was the
concern of every teacher.
{2) 5.4% of the staff muembers noted that & part of
their respoasibility to the institutions was to
grow professionally and personally. Administration
believed that this function was the concern of every

teacher,



CHART IV

RELATIONSHIP OF POSITION RESPONSIBILITIES AS DIFINED BY MEMBERS
OF GROUP A AND THE INTERPRETATION OF RESPONSIBILITIES AS DEFINED

BY ADMINISTRATION
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(3) 10.8% of the staff members noted that keeping
up with research in their respective fields was
an essential element of their positions. Adimini-
stration believed that all staff mernbers should
be keeping up with research in their varicus fields.
in Group B, the relationship of position responsibilities as de-
fined by mesubers of the group and the interpretation of responsibilities
as defined by administration was high, Administration reviewed the in-
terpretations made by each member of the group regarding his job, and
the agreement was reached that the interpretation was accurate,
3. Absenteeisin and Turnover

} and Mayo and Lembard® involviang hourly

Studies by Fox and Scott
aid workers pointed out the usefulness of indices such as absenteeism
and turnover as predictors of group effectivenesas. These symptoms
were studied for the purpose of determiining their usefulness in under-
standing group behavior ia higher position levels. The number of days
in which memnbers of the groups did not report for duty was negligible.
The average absence per member in each group was approximately oue

day per year. Absentecisin did not seen: to be a problen: and did not

manifest itself a8 & syrmmptom of lowered effectiveness. In a similar

| ) _
J. B. Fox and J. F. Scoitt, "Absenteeism: Managewent’s Proble:n”,

Harvard Business School, Business iiesearch Series #29, 1943

Z ‘
e Mayo and G, Lombard, "Tesmwork and Labor Turnover”, Harvard
Business School, Business Hesearch Series #32, 1744
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manoer, short range turnover did not become an adequate predictor.
No member in either group resigned during the eurse of the eight
month period. Small chenges were seen only on & yearly basis. The
turnover rate was about seventy-five percent among the new meibers
at the end of the year in Group 4; there was no turnover at the end of
the year a:nong the older members of Group A; and there was no tarn-
over in the eatire men:bership in Group B.
B, FResults from the Follow-Up Interviews
The follow-up interviews that were conducted for the purpose of
unfolding infor:nation about the work situstion revealed the following
data:
(1) There was need for clarification of position relation-
ships, In circumnsiances where individuals were aware
of the organization structure, this need was not expressed.
(2) Other information was brought to the surface in these in-
terviews that seemn related to the social environment
rather then the work eaviroament, This material will
be presented in subsequeat chapters.
C. Kesuits from the CGroup Dimensional Hating Scale
An investigation of the dimensions of the groups were nade in
order to study the environmental structure. A rating scale of group

dimensions was constructed em;gdaymg‘ the group descriptions used

4
A copy of the rating scale is included in Appendix, pp. 77-78.
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5
by Sanford and He:uphill . Frow: sonie of the resulis of previous studies

of group behavior and environmental structure, it appeared that the foli-

owing variables in the eavironinent would contribute to a {avorable cli-

Evibte:

l. Size - saaller groups secaed to lean toward more elfsciive
conditions.

2. Naturainess - the moare spoatancous the group forisation, the
greater seemned the tendency for effective conditions,

3. Density - the more face-to-face contacts, the more dlective

the relationshiy in the groupss seerned to be.

4. Permenbility - the greater the degree of impermeability or

difficulty to join the grou;, the closer kait the organization seemed
to be.

5. Potency - the greater the individusl identification with the

TR T e e

group, the stronger was the tendency toward favorable relations.

6. Polarisation - the inore conunea aims the group had, the more

AU NI WA M

effective was its behavior.

7. Stability - the fewer the changes in the group structure, the
stronger was the tendency toward favorable behavior,

8. Foruaality - groups with foru:al structure appeared to have
more cffective working relations.

9. Homogeneity - the more homogeneous the group, the greater

was the auparent tendency for effective group behavior.

Tea

’i“"ilmara Sanford and John K. Hemphill, Fasychology for Leadera,

University of Haryland, College Park, ‘daryland, 1948



CHART V

STRUCTURAL RATINGS IN ENVIRONMENT

DIMENSIONS RATINGS
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.

10. Autonouiy - the groups see:ned to work wore effectively

when they had little outside control.

Il. Intimmcy- the groups which allowed for small, intimate

relationships among members, tended to have better working

relations.

The Group Dimensional Hating Scale was developed in order that
values could be assigned theee variables of structure aad in order that
an indication of the ffect of the environmental structure upon group be-
havior might be inade. The Scale wes subjected to 'trial runs” for the
purpose of determining its applicability for use in this study. The Scale
was pretested in eight groups for the purjose of discovering difficulties
that :ight be encountered in its use. Some of the terminology that was
originally employed in the Scale was changed as a result of the pretest-
ing and more concise definitions of the dimensions were constructed, The
revision of the Scale was used on the groups participating in this study.
Lhart V in this chapter snd Table Vilin the Appendix demonstrate the ve-
sults of the evaluation which were:

(1) Group A had the total score of 36 points out of

» total possible 55 points.
(2) Group A was rated deficient in the following dimensions:
{a) Naturainess
{b) Potency
{c) Folarization
(3) CGroup B had the total score of 48 points out of a possible

55 points.
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{4) Group B was vated deficlient in the autonomy dimension.

The analysis of the Grou Dimensional ~ating Scale seerned to

indicate that Group 4 had the following environmental deficiencies;

{1) The group bad a low naturalness rating, According
to the evidence mentioned previously we wa@lﬁ ex-
pect this to contribute 10 the behavier of the group.

When a group is forined spontanecusly as a function
of the needs of all of its menbers, there is knit with-
in its siructure a {actor cm%rihuﬂag to top performance.

{(2) The group had a low gseicm:y rating. Whenver there is
only a slight degree of member identification with the
group, theére is & tendency towa rd lowered group effic-
iency, according to the previcusly mentioned study.

The group hed soine evidence ol member identification
on the part of soww of the older miernbers, however, this
potency factor seemed to be necessary through the entive
group.

{3) The group had slow polarizstion rating, which became
evident in tera:s of the presence of only a suall ausount
of grouy gosl orientation. Although the general ais of
the group appeared to be the same, the means of reach-
ing the goal seeumed to be different.

The anaiysis mlso indicated that both groups were influenced by out-

side contrel, or in other words, were groups not cormpletely autonomous.
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The research inentioned previously showed the possibility of influence

of this variable upon group behavior.

.

Sunuméry of the Work Lnvironment Jata

The function of this .ortion of the study was to reveal those fac-

tors in the work environment of Groupss A and B that seemned aignificant

to group behavior. The foliowiag statenents indicate an atte:npt to

summarize these {indings:

(1) Ddfference in work loads in the groups studied was not

considered a significant factor contributing to the in-

tensity of number of grievances of mewbers of the groups.

{2} The level of autonory of the groups influences the behavior

(3)

(%)

(5)

(6)

of the groups. The imposed policies piaced upon the per-
sonnel by the organization appeared as a significant factor.
Absenteeis did not seer: a probles: and did not manifest
itself as & symptonn of lowered effectiveness in the grou s
studied,

Short range turnover did not becoine an adeguate predictor

of grouyp behavior.

The understanding by the individual of his job res;onsiopility
and of the relationship of all other wenibers to the group was
& significant factor in group behavior.

wuvirommental structure deficiencies such as low naturaloness
in organization of the group, low group potency, low group

solarization and low level of group autonowy 8 peared signi-
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ficantly influential in group behavior,
I, ¥Presentation of the Datas Fron the Social wuvironment

A, Analysis of Grievances

The grievances in Uroup A were tallied vader 2 nuinber of cate -
gories. Since the participants expressed their ideas in varying ways,
it was necessary to susnrnarize these dats under special headings. These
categories of grievances were cstablished by using the following pro-
cedure:

Such grievences as He (the sdministrator) cannot make
decisions,  and "The sdministrator is weak, ' were categorized
unde r the mmajor heading of “Ineffective sdainistrative Leader-
ahip. ' In & like fashion, the other grievances stated by the
members of the group were placed uader logical headings in
ordey that a swrcary could be made of the whole list of griev-
ances.

The following headings were deterimined empirically:

ineffective adainistrative leadership

Lack of knowledge aboul duties and responsibilities

Unequal end heavy work loads

insufficient recognition for work compieted

Eivairies among smembers of the group
# graphic amalysis of the grievances in Groupr & can be seen in

Chart VI in this chapter and in Table VI in the Appendix.
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CHART VI

GRIEVANCES IN GRQUP A

GRIEVANCES

FREQUENCY OF GRIEVANCES

1234567891011 12 131415 16 17 18

INEFFECTIVE ADMIN-
ISTRATIVE LEADERSHIP

UNEQUAL AND HEAVY
WORK LOADS

LACK OF KNOWLEDGE
ABOUT DUTIES AND
RESPONSIBILITIES

INSUFFICIENT RECOG-
NITION FOR WORK
COMPLETED

GRQUP AND MEMBER
RIVALRIES
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Zach one of these grievances will be discussed secarately.

L.

é.

3.

q‘

The grievance that was eikpressed suost often by the members
of thiz group wae involved in the area of adisinistrative lead-
ershiz. The interpretation of elewients of this grievance wiil
be denit with in Chapter IV,

in the discussion of work environment, considerable emphasis
woas placed on the fact that knowledge of the scope of the job
weas & significant element in group behavior, This particular
factor is meniioned again because it appeared on the list of
grievances affecting social structure.

The grievance of unequal or too heavy work ioad appeared
many times. A study of this variable was wade in terims of
the work environment with the evidence indicating that the
actuel difference in work load was not & significant fact with-
in itself.

A sizesble punber of grievances was clasgified as insuifficient
recogniticn for work done. The general feeling among the
group centered aboutl the balief that to work hard and progress-
ively in your fisld was unrewarding., They daimed that adiini-
stration was nol ayupathetic with personal growth, They al-
s0 clatined that members within the group highly criticized
the work of other members., They complained that to achieve

within the group was not only unrewarding but difficult,

5. Pivalries smong the members of the group was considered as
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& ajor grievence. The rivalry took on shades of hostile
individual and group bebaviur, dembers of this small
group would meet in the hslis without speaking, some would

peak profanely or would offend others in public, slembers
in the group, howsver, com:plained of this behavior,

The grievances expressed frequently in Group B were as follows:

1. & grievancte expressed by new meinbers of the grous was
that if 2 mewsber had an idea that he really believed in and
ithe remnaiader of the group did not see s implications, that
the idee would be lost. They feit that since group decision
was considered innportant, any one idea not taken in by the
whole grouy might be excluded.

2., A nwunber of grievances arose concerning the rating of new
isembers ia the group. oaay of the oider people thought
that the rating of the sewcomers should be held up for at
lensi xix months. In order that they could become betler
oriented {o the perfornisnce of the new people, the regular
mgrnbers wanled an extension ol tine before evalustion,

3. A4 awnber of grievances were concerned wiih the lack of
vpportunity for advancenient within the organization.

In genersl, the writer found it difficuit to clessify many rercarks
mwade by mmeabers of Grouy D as grievances., The reniarks were not
voiced a8 such bul rather as suggestions.

B, Analysis of the Nunber of Chionic Complainers

}. The individuals inciuded in the defiaition of chronic cormplain-
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¢rs ware those persons who presented s minimusn of five
complaints and whose complaints were of the character
and intensity of roajor grievances., & grievance was con-
sidered of major un ortance when it et at least one
of the foliowing criteria: .
8. Lxpressed by many mercbers of the group.
b. axpressed frequently by any one member of
the group.
¢, Lapressed in & hostile sanner,
Lach commplaint included in the tally was one which had an
impact upon the group &t large or at least a fair prosortion
of miemnbers. Ac¢cording tv the above definition, 44% of
Group 4 couid be considered chronic coraplainers.
2. According to this definition, no members of Grouy B could
e considered s chronic complainer.
<. Fresentastion of Yersonal i ecords
The writer obtained the information for the personal records by
directly observing the members of the groups in varying situations,
froo: interviews and conferences with meinbers of the groups, from
secondary scurces, i.e., from reports from other members and re-
serts from adicinistration. The writer was in 8 position {0 be & neuiral
person in both groups and was not responsible to either administration

or the general group., Because of this & lerger degree of ebjectivity was
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possible. The individual yersonal records from both Group /A and
Groug B were developyed using a general outline sizcilar to the Harvard
Business School case study provedure, taking into consideration the
historical setting in which the situstions appeared. The writer also
followed through with an interpretation of the possible factors which
seerved to influence the behavior of the meinber concerned and con-
ciuded with possible activities and suggestions which aight tend to
direct the behavior toward group orientation. The general outline
considered was as follows:

1. Historical setting of the record - this included background
infor:cation regarding a orief sununary of the individual's
work history and sny other pectinent information of a his-
torvical natare that could be gathered.

2. Anecdotal record - this included & recording of actusl sit-
uations and events that took place with regard to the ind-
ividual during the period of the study.

3, Diagrazcmatical representation of the forces which appeared
to have an influence u.on the individual's sebavior.

4, Construciion of possible actions to be taken for inore effec-
tive behavior in the group.

The i*ersonsl “ecords ¢an be found in the Appendix,

Table 1X, which follows, sumirarizes the grievances and needs

as sceen in the iadividual personal records,



TABLE IX

SUMMARY OF GRIEVANCES AND NEEDS EXTRACTED FROM THE INDIVIDUAL PERSONAL RECORDS

Grievances Needs
Personal Ineffec- Lack of Unequal &  Insuffi- Rivalries Need ‘Need to Need to Need Need to
Record tive Lead- Knowledge Heavy Work ciemt Rec- Among for Feel Be-  Feel for Feel Stron
Numbers ership of Duties lLoads ognition Members Fecognition longingness Informed Status Leadershi
No. 1-4 X x x x x x x x x
No. 2-A X x x x x X x x X x
No. 3-A x x x x x x
No., 4-X x x x x x x
No. 5-A x x x x x x x x x
No. 6-A x X x x x x x x
No. 7-A x x x x x x x x
No. 8-A x x x x x x x x x
No. 9-4A x X x x x
No. 1-B x x x x
No. 2-8 x x
No. 3-B x
No. 4-B x x X x x x
No. 5-B x x X x x X x x x

o¥
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CHAPTER IV

GENERAL INTERPRETATION OF DATA

I, Interpretations of the Data of the Social cnvironu.ent

Trow. the data presented in Chapter lil, assuwnptions regarding
certain group trends or patterns of group Lehaviors were inade., Foll-
owing is a sunwrary of the interpretations thai were suade on the basis
of these data:

A, Analysis of the Fersonal Fecords in Group 4

In Group A, the following group patterns seerned dominant:

1, A tendency for new menbers to lack orientation to the

roup and not to be given opportunity to becorce oriented. 1
grovy 8 pp i

The evidence indicated that new members were brought into
the group without an introduction to the aspectis of their jobs
and without full opportunity to use their abilities in tl;eir jobs,
They either were not oriented or were held back by older per-
sons., The new miembers stated that whenever they came up
with new ideas or procedures, judgrents wezre passed harshly
bv older mernbers of the group.

The problem of poorly oriented group particinants seemed to
be significant, Without knowledge of the values of the group,
it would hardly be rmove than a chance factor that would per-

mit a new member to adjust raridly to the grous, The writer

i.eler to Personal lecords 2-6,3-A,4-0,5-4 and 3-4.
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sensed a kind of trial and error behavior in effect with only
a few guide posts to assist in the adjustment process. OUnce
confronted with a wrongly interpreted piece of action, the
new member tended sither to withdraw as rouch as possible
a3 an active participant or to become aggressively defensive,
iMembers appeared to be insecure in a confused socisl en-
viromment.

£. 4 tendency for older members of the group to feel a threat

to their ﬂtatus.z The evidence bs viewed in the case studies

indicated that the greatest source of threat to these members
of the group came from the new meinbers. The newcomers
brought with thew. different ideas and knowledges, rmany of
which did not coincide with the older thinking. The writer
believed that when the very teaching materials and methods
were guestioned that the feeling of job inadequacy and even-
tually job insecurity became 2 problem. Zince the new jobs
that were created were not clearly defined by adininistration,
the older memmbers of the group were protective of their own
. jobs, All of this resulted in efforis to keep the new people
at the bottom of all activities, to withhold encouragement,
and to be hypercritical of their ideas and teaching. This hyper-
critical atniosphere carried over many times into the per-

sonal life of the new member,

2
Hefer to Personal Records 1-4,2-A,4-A, and 7-A,
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3. A tendency for the nicirbers of the group to hostilely attack

other meinbers. 3 T his tendency seenied to be & symnploisatic

expression of move basic group etivlogies such as threat to
status, lack of orientation, lack of adequate corrununication,
etc. There were several cligues forined within the group
which appeared to be small protective leagues. The writer's
experience with these cliques indicated that the aimis of

each were not goal-oriented. They seened to have formed
throughout the groupy for the major purpose of defending the
idens and methods of the participanis. There was a tend-
ency for the groups to for:n as a function of age and tenure,
rather than deparicnental interests. iden and wouien were
dispersed throughout all of the smmell grouprs. The cligues
did not seam to be {ormed for mutual growth and developinent,
and roembers had acquired strong attitudes about the organi-
gation, administration and members of the parent group.

4. The behavior exhibited in all of the anecdotal records pointed

the discussion of business. 4 when spontaneous groups did

form:, they appeared to be oriented toward protecting func-
tions that seened threatened. In no reported incident were
the rasults of the discussions {rom these spontancous groups

cormamunicated in writing or otherwise to the group at large.

o ORI, st xSy 5 eyt AN 3

4}11:@{@1' to Personal Fecords 1-A,2-4,3-2,4-4,5-A,6-4,7-A,8-A
aﬁd 1§“A0
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ANeetings concerning in:portant functions of the group were
cailed by adssiniatration.

5. Under the previcusly noted tendency, mention wias given to

the lack of comrmunication between swall groups and the

group at large. 3 ‘This appeared to encourage the deveop-
ment of individual and small group antagonisms and to re-
inforce insecurities of the menibers. With reference to
the gemeral area of communicsation, the writer senscd a
lack of free fiow of information in both vertical and hori-
zontal positions in the group. laforcation tended to sneak
out Lo members who were on the spot at certain times,
hence resulting in the general feeling sinong wernbers that

they were ill-informed.

6. The repeated stateinents of the older meunibers seemed orient-

SN

6
ed toward an attitude of it wom't weork,," The writer was

O Y A R RS NN K g s N ot s et

not aware of the urge on the part of the mnembership to give
a series of triais to newly proposed :nethods or solutions.
The only incinations which seesned optimistic in nature
occurred when a return was made to an old procedure or
ideas. 7The older memnbers tended to be ost optiznistic

when they returned to familiar ground on which to operate.
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55&2&{«:" to iFasonal Fecords 1-A,2-A3-A,4-8,5-4,6-4,7-4A,8-4,
and 94,
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This brought to focus another general tendency that will
be mentioned next.

7. A tendency to resist change. 7 sany of the older members

of the group appeared to be reacting to insecurities in the
social environment by attempting to anchor theniselves to
familiar ways of doing things. /Hiuch energy se¢ined o be
directed toward exploring reasons why change should not
OCCUT.

B. Analysis of the Personal Records in Group B

in Group B, the following grou; patterns secined doninant:

1. A tendency toward the enthusiastic, spontanecus formation

of commitiees or small groups for the pursose of getting

SN s s R

ideas for:nulated and work saccomplished, 8 Lvidence of

this kind of group activity was seen when the group waated

to reorganize its evaluation or rating procedure. This need
was realised and discussed at the regular ineeting of the
group. A comtuittee was formned to study this probles: and
the writer was asked to contribute ideas. Within one month
the coununittee had laid its plans, reported to the major body,
revised the plans several tines &nd had the procedure in
operation. In the group and sub-group meeting, frank criti-

cisu: was fiven to various proposal s ade by meinbers, bow-

Lefer to Personal fecords 1-4,2-4,4-A and 7 A,

Fefer to Fersonal E»i.f«:w&s 1-8,2-5,3-B,4-B,and 5-58,
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ever, & compion acceptance of a plan of action was secured
and put into effect. The group had mnany spountaneously
fored social get togetbers throughout the year, At these
gatherings, zach immembers of the group appeared comdort-
able and relaxed and seemed to be able to be himseld,

2. A tendency toward group and individual °§9‘§§?§%:? There

apseared sn atmosphere of asksurance that the adrninistrs -
tors within the organization were capable and efficient.
if some concern did arise sbout ineffective operations, the

group seermed capable in handling the necessary adjustiuentas.

3. A tendency for older mewbers of the group to feel a threat to
status. 1o There seemed to be a notion within the grouy that
any change in the environmnent, whether it he a change in
desk arrangenent, telephone accomunodations, procedure,
ete., may be directed toward lowering the meniber's status
within the group. Sanagement levels had become lmporiant
to the members of this group, and any move that took on the
personal coloriag of a deootion, became & threat to status.
It should be mientioned here that therve was no evidence of
actual steps, on the part of aduinistration, to demote the
members of the group in their positions.

4. & tendency for inembers of the group (o be well inforaed in

A A ot s St A1 el
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935»: efer 2o Personal Fecords 1-8,2.-5,3.5,4-8, and 5-B.
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Fefer to Personal Hecords 1-8,2-85,4-B, and 5-5.
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their jobs. i This was cheracteristic of all mesnbers of
the group. There was no apparent lack of position informna-
tion in the work savironmcent of these people.

5. A tendency for members to feel that they are blocked in the

opportunities for advancement, lgmisambau expressed ideas

that they had gotten as far as they could in their positions
and that there was not roon: for advancement. iJdany ex-
pressed their frustrations about this factor by aggressive
fora:z of behavior.
iil. The Intergretation of Data of the Work Laviromment
The data in the work eavironwuent pointed toward the influssce of
the factor of the mechsnics of operation upon group behavior, An inter-
sretavion of these elements will now be discussed.
A, Work bchedule
& large suinber of meinbers of Group A expressed grievances con-
cerning their work loads. The evidence in this study indicated, howsver,
that this factor was not, in itself, significant. Since this grievance did
aupear frequently, it seemns plausible in face of the evidence, that this
factor was 8 symiptor: of aniore fuadamensal cause. The writer believes
that by expressing complaints as socially acceptable as those concerned
with work, members of the group were supplied with an outlet for deeper
frustrations., It agpeared difficult for sosue menbers of the group to

i E o e

“:w.efcr te Fersonal Vecoyds 1-8,2-8,3.-8,4-8, and 5-8.

wi‘; efer to Personal Fecords 1-5,4-5, and 5-58,



offer criticisms of adicinistration or fellow meambers. As a result of
this, the tendency toward sublimated bebavior on 8 group and individual
baxis was & mmeans of relieving tensions,

B, Interpretation of “esponsibilities

Anuther ¢lement of Lonportance to grour functioning was sezn
to be whether or not the individual had a ceaiisation of his job activitias,
If & ;oemnber of the group did not reslize the cowponents of his job and
the relation of his job to other meinbers of the grou, it did not se¢s:
likely that he could function adeguately im his job. This implies that
adininistration should rovide a definition of every position for gvery
pecuber of the grous. o this way, the new member and the older men:-
bers can obtain an orientation tv & part of the work savironnient and can
be afforded a realization of their positions in relation to others.

. Biructure of wavironrment

In view of the weaknesses seen in the environmental structure
of both groups studied, inter retations and oseible suggestions can be
made. %ith regard to the low naturalness ratings of the grou; s that
are not fornned ssontaneously as a function of the needs of its wembers,
the saggwsﬁéa is provided that adininistrators study the value of their
groups., Lven though inewbers cone into an cstablished group, the ad-
ministrators can see that the needs of thely people are met. Hecognis-
ing the needs ex vessed by aembers of the groups in this study, adniin-

istraters oay find it pertinent to wesve subsiantial filaments into the
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fibre of their organization. Frowu the personal records in this research,
and from the literature the following needs of the groups can be pos-
tulated:

(1) The aeed to be recognized for & job well done. 13 This

does not imply that the adininistrator wust be constantly
praising his stalf, but it does niean thai sincere apprecia-
tion of effort pays off. Intelligent adults sappear to have
difficuity in accepting recognition uniess it is sincere and
saaningfal,

. I4
(2) The need to feel belongingness in a status group. This

imnplies that the mermber of the group mmust believe that

to be » part of the organization is a worthwhile function.

The sdininistrator in taking care of this nesd must, there-
fore, not only feel this himneelf, but must show that he feels
it. It appears that the closer identified the nember is with
the group, the more goal oriented is his behavior in the
group. When the member’'s kssociates outside of the grouy
begin to envy him his job, he will tend to be more and mare
group conscious. Une way for the admimistrator to construct
this group pride is to develop a sound basis for operation

in the arez in which the organization functions. #Heuple

laii‘tﬁf W E‘J‘Q%’iaﬂﬁl E\’mﬁtarﬂﬂ 3 “ﬁ‘g 3 *"“&* E"A' &"‘,&y ?”’ﬁ. a g 4‘&&. ‘9 ““é‘; l " ﬁ%y
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usually like te work in a group or for a grouz. For many
purpozes there is derived a satisfaction of greater strength
of endeavor when there is an organization. The group or
departriental structure, then, is an excellent opportunity
for satisfying the nead to belong,

(3) Yhe need to be well informed of the group operations, 15

Group members want to know what i going on in the org-
anization. They luses considerable group identification when
they find out, frow: an outside source, information that they
should know about their group. Communications should not
be aporatic, but should be all inclusive. This cen be handl-
ed best by holding information-giviag mestings regularly
where fundamental functions are discussed., en:bers of the
group soon assurne, when peripheral iteins are discussed,
that the grovy sessions are » waste of tirne and effort. The
administrator should try to give the facts before group gosasip
can start and malignantly destroy a function.

16

{¢) The need for status. This appears difference thaa the

need for recognition, and seems closely tied up to the elenient

of security. With msen:bers of groups in the upper job hierarchy,

ﬂﬁ.efw to Personal Records 1-A,2-4,3-4,4-A,5-A,8-A,9-4,3-8,
and §.- 8.
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Fefer to Fersonal Hecords 1-4,2-4,3-A,4-A,5-4,6-A,7-5,8-4A,
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the threat to status seers an extrerly inportant factor in
breeding insecurity. The fight to eliminate status threat
leads to ull forms of frustrated behavior. The administrator
can reduce this threst by informing each member, pericdic-
ally, of his performance in the group. This infers that ail
members must know what they are supposed to be doing.

It appeared in this study that the participants not only wanted
to know what was going on in the organization, but how weil
they were doing. It seen:s, therefore, that an iniporiant
rale of the administrator is to define the various levels of
operation, and svaluate his people in terms of their perforn.-
ance in the operation.

(5) The need to feel strong leadership. 17 This need was express-

it WPy S et

£d sany thines, and seemed important enough to devole »
large portion of this chapter to ite definition. A digcussion
of this element will follow later,
if the above needs are satisfied, at ieast in art, the organization
will find compensation fot the environmental deficiency of naturainess.
In terma of the low polarization rating, the writer believes that
in view of the evidence presented in this study, that % adininistrator
reust consider the following steps for setting up a group goal:

{1} Define the goal in clear terininology. This step includes an

i

explanation of the liznits of the goal, the au.ount of time to

H ,
ﬂm;nﬁ. to Fersonal Vecords 1-4,2-8,3-8,4-8,8-8,6-B,7-8,8-8,
4.5, and 5 -8,
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be allowed for its mnecomylishient, and the end resulis ex-
pected a8 a funclion of its adequate completion. By holding
meetings in which the goal is discussed and by following these
wmeetings with clearly writien conununications, merubers of

the grouy stapnd a better chance of knowing what is expected.

(2) teport jeriodically on the group's progress toward the goal.
This step provides & meanz of keeping the goal in sight as
well as keeping the members well inforned of the activities
of the group as a whole.

(3) Give the group recognition for satisfactorily reaching the goal.

Fecognition of the grou; is guite frequently forgotten, It is
equally important to reward the group as to reward the indiv-
iduals within the group. dtronger identifications can be forined
a8 & vesult of this group recognition.

Unless these steys are taken, it séems natural for individuals, even
though they know the general aims of the groups, to seek and use different
means of resaching the gosl., This may result in chaotic forms of group
behavior,

Whenever there is only a slight degree of membeyr identification
with the group, or in other words, when the group's polency is low, one
can anticipate some amount of lethargic group behavior. It has often
bean stated that in order for & person to be proud r;ai his group, the group
nwast be worthy of his pride. This implies that the administrator mmust

Beek to bulld his organization in order to obtain top efficiency in all
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divisiona. When individuals in a group kanow what they are expected to
do; when they are neviodically evaluated and rewarded in their jobs;
and when responsible leaders are allowed to function in their leader -
ship rolls, there should be less chance of the organisstion becoming
weak or lethargic, When this atuosphere is prevalent, identification
or potency will increase.

L. Ilaterpretation of the atmosphere of administrative leadershis.

The writer believes that the type of leadership experienced by
both groups had a part in influencing the behavior of the groups.
ﬁavelutla states very clearly that ‘any discussion of the reistionship
between leadership and rporale must take into consideration the parti-
cular function of the leader in the particular group structure,
Certain factors seei: Lmportant in the leadership of individuals of high
educational background and of above average rmental abilities, who wark
in positions in the upper job hierarchy. Fros: this siudy it seerns that
a mernber of this kind of group desires the following characteristics of
the leader:

1. Ability to snake decisions that appesr meaningfal.

2. Ability to adhere 1o decisions.

3. Abllity o foliow through with decisions.

4. Ability to act quickly in emergency situations,

§. Ability to lunpress others that sctions are gosi-orieated.

&, Abllity 10 be consistent in decisions, rewards and punishoent,

i * . X
Alex Bavelas, Civilian jdorale, Houghton uiifflin Co., New York,

1942, Th. 8.
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7. Ability to define and set meanninglal goals.

When the neesds of the merrbers of groups are sumunarized from
the studies mentioned in Chapter I, the following elewents seeimed i -
portant to mmembers of groups in & dermocratic soclety:

1. The need to feel that he can sdvance in his work.

2. The need to be recognized for a job well done.

3. The need t0 feel that he is nart of 8 tesan,

4. The need to participate in group activity,

8. The need to feel that he is being adequately paid.

6. The need to feel that he is being effectively supervised.

7. The need to know where he stonds and what i expected of hins.

in this gtudy the writer {ound confirmation of all of the above listed
needs with the excertion of the need to feel adequately paid in the job.
During the period of the study, this nsed was not emphasized and appear-
ed 1o be less significant than the other needs mentioned. An interpretation
of this phenoinenom: way be that as loag as the aember of a grous fecls
that he is being paid on a basis equal to others in his fleld, tha problem
of salary becomes less significant. U, bowever, the selary schedule
lags behind the average in the specific area, the need becomes more
intensified.

The groups studied seewed to have an sdditional need of ia;aimagimg
not oniy to & group, but spevifically to & status group. In order for in-
dividual identificution with the group to accur, it appeared necessary for

the grou. to bold some meaningful status. The importance of building



56

a strong operational base for the groun, therefore, becomes even more
imperative.

Another elament of factor appeared to have significance in the
behavior of the groups. Behavior seemed less chaotic in situstions
where changes in the envirenment occurred without causing severe
impacts upon the members of the group., This linplies that the indi-
vidual merber neods to feel that he will {it into & changing eavironxent
without losing his status in the group. There appeared to be & rdation-
ship between the acceptance of chenge and the aimount of previcus under-
stending about the change.

From this study, elements or factors which effect the behavior
of groups have been postulated. This information should ;rovide addition-
al insights into the probleme of human relations, Further iavestigations
of these variables on other hierarchiecs snd with other groups are needed

before ultirnate generslizations can be made.
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Executive and Managerial Occupation Evaluation

Name

Title of Position

Department

Qualifications Required for Position:

1. ZFEducational Requirements:
What educational level is necessary.
List courses that are helpful or essential.

[\V]

Previous Work or Training =t NGRS it

You Feel Was Necessary For This Position.




3.

Previoug Outside Work Experience That You Feel is Necessary:

List the Persons Under Your Direct Supervigion. Give Their Job Titles and

the Amount of Time Spent In Supervising Them.

Give Name and Job Title of Your Immediate Supervisors. How Often and When

Do You Consult Him?%

-



What Responsibilities Do Yo ve In Your Position That Are Important To
The Function of




What is Your Most Important Duty or Task That You Perform in Your Position?

What Is The Purpose of Thig Task?

When and How Often Do You Perform This Task?

What Aids Such As Pamphlets, Guides, Railroad Time Tables, etc. Do You Use
In Completing Thig Tagk?




Describe What You Actually Do in This No. 1 Task.

uh



What Is Your 2nd Most Important Task?

What Is The Purpose of This Task?

When and How Often Do You Perform This Task?

What Aids and Guides Do You Use?




Describe What You Actually Do In This No.

2

Task.




List The Other Tasks That You Perform In The Order of Remaining

Importance, Following The Same Procedure As Was Used In Describing
The Previous Tasks:







10.



11.

Give Any Further Information That You Feel Pertains To Your Position
That Was Not Covered In Your Previous Descriptions.
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TO MEMBERS OF THE FACULTY:

As some of you know, Miss Carl, who is working for her
doctorate at the University of Maryland and who has had considerable
experience in personnel work in both industry and college, is
making some studies here of responsibilities and lines of conmuni-
cation, This will be of value to her in her graduate research,
but it will also be of value to us as we plan our redistribution
of responsibilities in line with our additional administrative
people,

Miss Carl has been able to interview deans, directors,
heads of departments, etc,, but she probably will not have the
time to interview separately every person on the faculty. It will
help materially, therefore, if you will fill in the enclosed
blanks and return them to me within the next ten days.

Sincerely yours,



JOB_ANALYSIS
Name Da£e
Position or Title
Department
RESPONSIBILITIES

List the responsibilities that you have in the efficient functioning of
the College:

1,

3.

b

5.

SPECIFIC DUTIES

A,
1. What is your most important duty?

2. How much of your time per week is given to this duty?
a, In preparation

b. In actual performance



B.
1.

Ce
1,

D.
1.

What is your second most important duty?

How much of your time per week is given to this duty?

a. In preparation

b, In actual performance

What is your third most important duty?

How much of your time per week is given to this duty?

a, In preparation

b. In actual performance

What is your fourth nost important duty?

¢



2, How much of your time per week is given to this duty?

a. In preparation

b, In actual performance



ADDITIONAL RITMARKS

Write any additional comments about responsibilities, duties, and other
aspects of your job not previously mentioned.

76
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11.
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Definitions of the Dimensions for the Use of the Group Dimensional
Rating Scale

SIZE - the number of members in the group.

NATURALNESS - the degree to which the group was spontaneously formed by
present membership.

DENSITY - the degree of frequency of face-to-face contacts in the group.

PERMEABILITY - +the degree of difficulty for members to get into the group.

POTENCY - +the degree of member identification with the group.

POLARIZATION

the degree to which group has common aims.

STABILITY - the amount of change taking place in the organization involving
turnover and environment and social changes.

FORMALITY - the degree of structure given to the group via constitutions, by-
laws, etc.
HOMOGENIETY - the degree to which educational backgrounds and job levels of

the group members are similar.

AUTONOMY - the degree to which the group is self-sustaining and free from outside
control.
INTIMACY - the degree to which the members of the group appear generally friendly

toward each other.

A-141



DIMENSION

SIZE

NATURALNESS

DENSITY

PERMEABII.ITY

POTENCY

POLARIZATION

STABILITY

FORMALITY

HOMOGENIETY

AUTONOMY

INTIMACY

SCALE VALUES

1

2

3

N

5 POINTS

Over 5,000

5,000-1,000

1,000-500

500-100

Under 100

Highly structured
organization

More than usual
organized
structure

Average organiza-
tional structure

Slightly structured
organization

Organization
formed
spontaneously

No face to face
member contacts

Few face to face
member contacts

Average face to
face member
contacts

Many face to face
member contacts

Daily face to
face member
contacts

Anyone can get
in group

Almost anyone can
get in the group

Can get in group
with average ease

Above average diff-
iculty to get in
group

Very difficult
to get in group

No member identi-
fication with the
group '

Little member
identification
with the group

Average member
identification

Above average
member identifi-
cation

Strong member
identification

No common aims

Few common aims

Average number
of common aims

Above average num-
ber of common aims

Many common
aims

Pergistent change
in organization

More than average
change in
organization

Average change in
organization

Less than average
change in
organization

Little change
in
organization

No formal group

Slight group

Average group

Above average group

Strong group

structure formality formality formality formality
No group Below average Average group Above average group Complete group
homogeniety group homogeniety homogeniety homogeniety homogeniety

Complete outside

Considerable out-

Average autonomy

Below average

Self-sustaining

control of side control of in organization outside contral organization
organization organization

No group Little group Average group Above average Very intimate
intimacy intimacy intimacy group intimacy group

2L
























