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PREFACE 

T h i s b i b l i o g r a p h y i s i n t e n d e d t o f a c i l i t a t e t h e l o c a 
t i o n o f m a t e r i a l s h a v i n g a s t h e i r f o c u s t h e i m p r o v e 
m e n t o f o r g a n i z a t i o n a I p e r f o r m a n c e . T h e b o o k s a n d 
a r t i c l e s c i t e d h e r e i n e m p h a s i z e t h e s o c i a l a s p e c t s o f 
o r g a n i z a t i o n a I f u n c t i on i n g . T h e t e r m organization 
development CQD) i s o f t e n a s s o c i a t e d w i t h e f f o r t s i n 
t h i s a r e a . 

T h e m a t e r i a l s i n c l u d e d p r e s e n t ( I ) t h e o r e t i c a l s t a t e 
m e n t s , ( 2 ) e m p i r i c a l a n a l y s e s , ( 3 ) c o n c e p t u a l f o r m u l a 
t i o n s , ( 4 ) c a s e s t u d i e s , a n d ( 5 ) d e s c r i p t i o n s o f t e c h 
n i q u e s commonly u s e d i n o r g a n i z a t i o n a l c h a n g e e f f o r t s . 

A b s t r a c t s o f e a c h book a n d a r t i c l e c o n t a i n summary 
d e s c r i p t i o n s o f t h e m a j o r i d e a s a n d a l i s t i n g o f m a j o r 
t o p i c s . Where, a p p r o p r i a t e , t h e a b s t r a c t s a I s o i n c l u d e 
T a b l e s o f C o n t e n t s a n d l i s t i n g o f C o n t r i b u t i n g A u t h o r s . 
M a t e r i a l s a r e a r r a n g e d a c c o r d i n g t o t h e a l p h a b e t i c a l 
o r d e r o f a u t h o r s . A u t h o r a n d t o p i c i n d i c e s f o l l o w t h e 
a b s t r a c t s . 

I t a l i c s h a v e n o t b e e n a d d e d . t o q u o t e d m a t e r i a l s . T h u s , 
when i t a l i c i z e d m a t e r i a l s a p p e a r w i t h i n a q u o t a t i o n i t 
i s t o i n d i c a t e t h e i r o r i g i n a l f o r m . 

S e v e r a l p e r s o n s h e l p e d p r e p a r e t h i s m o n o g r a p h . C i n d y 
B u n t , J a n e D e l a n e y , C a r o l S h i r l e y , E d i e W e s s n e r , a n d 
Anne W i s s l e r e a c h h e l p e d e d i t a n d t y p e e a r l y f o r m s o f 
t h e m a n u s c r i p t . C a r r i e L e w i s t y p e d t h e f i n a l m a n u 
s c r i p t . 

F i n a n c i a l s u p p o r t w a s p r o v i d e d by t h e O f f i c e o f N a v a l 
R e s e a r c h ( O r g a n i z a t i o n a l E f f e c t i v e n e s s R e s e a r c h P r o 
g r a m , C o n t r a c t N 0 0 0 I 4 - 6 7 - A - O 1 8 1 - 0 0 1 3 ) a n d t h e C e n t e r 
f o r R e s e a r c h on U t i l i z a t i o n o f S c i e n t i f i c K n o w l e d g e a t 
t h e UnI v e r s I t y o f M I c h i gan * s I n s t i t u t e f o r S o c i a I 
R e s e a r c h . 

T h e e d i t o r s o f t h e Journal of Applied Behavioral 
Science k i n d l v g r a n t e d p e r m i s s i o n t o i n c l u d e m a t e r i a l s 
f r o m t h a t s o u r c e . 

I w i s h t o t h a n k e a c h o f t h e a b o v e f o r t h e i r h e l p i n 
t h i s e f f o r t . 
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A l d e r f e r , C P . The o r g a n i z a t i o n a l syndrome. Administrative Science 
Quarterly, 1967, 12, '440-460. 

A s tudy In o n e > o r g a n i z a t l o n focuses on the e f f e c t s of j o b en largement on s a t i s 
f a c t i o n . "The major findings were: (1) Satisfaction with respect from superi
ors decreased as job complexity increased and as seniority increased. (2) Satis
faction with use of skills and abilities increased as job complexity increased." 
Two e x p l a n a t i o n s f o r t he breakdown in s u p e r i o r - t o - s u b o r d i n a t e r e l a t i o n s h i p s a re 
sugges ted . The f i r s t i s t h a t more 1 complex j obs r e q u i r e l eve l s o f i n t e r p e r s o n a l 
competence n o t reached i n t h e o r g a n i z a t i o n s t u d i e d . The second e x p l a n a t i o n Is 
t h a t r a p i d growth and t e c h n o l o g i c a l change r e s u l t s In ca reer a n x i e t y which pu ts 
s t r a i n s on t h e s u p e r i o r - t o - s u b o r d i n a t e r e l a t i o n s h i p . 

Job Enlargement 
O r g a n i z a t i o n Growth 
S a t i s f a c t i o n 

Supe r io r -Subo rd l nate 
R e l a t i o n s h i p s 

Techno log i ca I Change 

A l d e r f e r , C P . O r g a n i z a t i o n a l d i a g n o s i s f rom i n i t i a l c l i e n t r e a c t i o n s 
t o a r e s e a r c h e r . Buman Organisation, 1968, 27, 260-265. 

Meet ings were he ld w i t h key o r g a n i z a t i o n a l managers t o d iscuss a f i e l d s tudy i n 
which o r g a n i z a t i o n a l members were t o p a r t i c i p a t e . Behavior o f t he managers was 
used t o p r e d i c t behav io ra l (a t tendance a t f u t u r e meet ings) and a t t L t u d i n a l . ( s a t 
i s f a c t i o n w i t h respec t by s u p e r i o r s ) d i f f e r e n c e s i n s u b o r d i n a t e s . Four t ypes o f 
managers were d i s t i n g u i s h e d on the bas i s of t h e presence o r absence of " t h r e a t " 
and " f a n t a s y " . The t ypes a re d l s t l n g u l s e d as f o l l o w s : 

Type Threa t Fantasy 

P i l o t Present Present 
Producer Present Absent 
Checker Absent Present 
LeveIer Absent Absent 

At tendance o f subo rd ina tes a t the f i r s t meet ing was found t o be r e l a t e d t o p e r - -
ce lved t h r e a t by the manager. Where t h r e a t was judged as be ing absent (Checker 
and L e v e l e r ) a t tendance was g r e a t e r than where Is was judged t o be p resen t ( P i 
l o t and P r o d u c e r ) . 

S a t i s f a c t i o n w i t h respec t by s u p e r i o r s was found t o be r e l a t e d t o f a n t a s y . De
par tments headed by s u p e r v i s o r s e x h i b i t i n g f an tasy ( P i l o t and Checker) were less 
s a t i s f i e d w i t h respec t by s u p e r i o r s than those i n which the s u p e r v i s o r d i d n o t 
e x h i b i t f an tasy (Producer and L e v e l e r ) . 

The au thor suggests t h a t t h i s s tudy suppor ts the n o t i o n t h a t o r g a n i z a t i o n a l r e 
s i s t a n c e can be determined f rom I n i t i a l i n t e r a c t i o n s between t h e resea rche r and 
members o f t he o r g a n i z a t i o n t o be s t u d i e d . 

TOPICS 

DIagnos i s / E v a I u a t ion 
Fantasy 

Res is tance t o Change 
Th r e a t 



Anderson, J , G i v i n g and r e c e i v i n g feedback. In G.W. D a l t o n , P.R. 
Lawrence, 4 L.E. Gre ine r ( e d s . ) . Organizational change and de
velopment. Homewood, I I I . : I r w i n - D o r s e y , 1970, 539-346. 

Suggest ions are presented f o r t h e use o f feedback i n a team l a b o r a t o r y . When 
g i v i n g feedback , t he f o l l o w i n g c r i t e r i a should be met t o maximize i t s u s e f u l n e s s : 
(a ) an i n t e n t o f h e l p f u l n e s s shou ld be p r e s e n t ; tb) I t shou ld be g i ven d i r e c t l y 
and w i t h r e a l f e e l i n g i n an atmosphere o f mutual t r u s t ; ( c ) d e s c r i p t i v e i n f o rma
t i o n i s p r e f e r a b l e over e v a l u a t i v e feedback; (d) I t shou ld be s p e c i f i c and sup
p o r t e d by c l e a r and recen t examples; Ce) i t shou ld be g i v e n when the r e c e i v e r i s 
ready t o accept i t ; ( f ) I t shou ld be checked w i t h o t h e r s t o Insure . I t s v a l i d i t y ; 
(g ) i t shou ld i n c l u d e o n l y t h i n g s over which the r e c e i v e r has some power t o 
change; (h) i t shou ld be l i m i t e d by what the person r e c e i v i n g t h e feedback can 
handle a t any g i v e n t i m e . 

When r e c e i v i n g feedback one shou ld (a ) t r y no t t o be d e f e n s i v e ; (b) t r y t o he lp 
f i n d r e l e v a n t examples t o c l a r i f y t he p o i n t ; ( c ) be su re he understands by sum
m a r i z i n g what has been s a i d ; Cd) e x p l o r e f e e l i n g s about t h e feedback; (e) rese rve 
t h e r i g h t t o e v a l u a t e and a c t upon t h e feedback. 

TOPICS 

Feedback Team Development Labora to ry 

A r g y r l s , C. Personality and organisation: The conflict between system 
and the individual. New Yo rk : Harper & Row, 1957. 

The bas i c p r o p o s i t i o n o f t h i s book i s t h a t a mismatch e x i s t s between t h e p r i n c i 
p l e s of formal o r g a n i z a t i o n and the needs of hea l t hy I n d i v i d u a l s . T h i s I ncon 
g r u i t y inc reases "...as ( I ) the employees are of increasing maturity, (2) as the 
formal structure...is made more clear-cut and logically tight for maximum formal 
organizational effectiveness, (3) as one goes down the line of command, and (4) 
OB the jobs become more and more mechanized." The r e s u l t s o f t he mismatch are 
c o n f l i c t , f r u s t r a t i o n , and f a i l u r e on t h e p a r t of o r g a n i z a t i o n a l members. Each 
o f these n e g a t i v e r e s u l t s i s decreased, however, t h rough the In fo rma l o r g a n i z a 
t i o n . "...It i s a basic conclusion of this analysis that the apparently inaon-
gruent behavior oh the part of the employees coerced by the informal organisa
tion is necessary if healthy individuals are to maintain a minimum level of 
health and if the formal organization is to obtain optimum expression of its de
mands. 

CONTENTS 

1 . Bas ic assumpt ions and v i e w p o i n t s o f t he book 
2 . The human p e r s o n a l i t y 
3 . The formal o r g a n i z a t i o n 
4 . I n d i v i d u a l and group a d a p t a t i o n 
5 . Management's r e a c t i o n and I t s Impact upon the employees 
6 . The f i r s t - l i n e s u p e r v i s o r 
7 . Decreas ing t h e degree o f incongruence between t h e formal o r g a n i z a t i o n 
8 . The development o f e f f e c t i v e e x e c u t i v e behav io r 
9 . Summary and conc lus i ons 
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TOPICS 

Adap ta t i on 
Ad jus tment 
Forma I Organ i z a t I on 

Ind i v i duaI-Organ i z a t i on 
I n t e r f a c e 

Informa1 Organ!za t ion 
Leadership 

A r g y r i s , C. I n t e r p e r s o n a l competence and o r g a n i z a t i o n a l e f f e c t i v e n e s s . 
In C. A r g y r i s , Interpersonal competence and organisational effective

ness. Homewood, i l l . : I r w i n , 1962, 38 -54 . 

Acco rd ing t o t h e model p r e s e n t e d , t h e f o l l o w i n g va lues o f formal o r g a n i z a t i o n s 
lead t o d e c r e a s e d ' o r g a n l z a t l o n a l e f f e c t i v e n e s s : 

" I . The r e l e v a n t human r e l a t i o n s h i p s a re those r e l a t e d t o t he o r g a n i 
z a t i o n a l o b j e c t i v e . 

2 . Human r e l a t i o n s e f f e c t i v e n e s s increases as behav io r i s r a t i o n a l , 
l o g i c a l , and c l e a r l y 'communicated. Personal a t t i t u d e s , f e e l i n g s 
and va lues tend t o decrease e f f e c t i v e n e s s . 

3. Human r e l a t i o n s a re most e f f e c t i v e l y I n f l uenced th rough d i r e c 
t i o n , c o e r c i o n s , and c o n t r o l as w e l l as rewards and p e n a l t i e s 
t h a t se rve t o emphasize the r a t i o n a l behav io r and g e t t i n g t h e 
j o b done . " 

A r g y r i s notes t h a t i n c r e a s i n g i n t e r p e r s o n a l competence is a necessary b u t riot 
s u f f i c i e n t s tep i n i n c r e a s i n g o r g a n i z a t i o n a l e f f e c t i v e n e s s . Values a l s o must be 
a l t e r e d t o s u p p o r t changes In o r g a n i z a t i o n a l , , t e c h n o l o g i c a l , and i n t e r p e r s o n a l 
f a c t o r s . 

A r g y r i s , C. T-groups f o r o r g a n i z a t i o n a I e f f e c t i v e n e s s . Harvard Business 
Review, 1964, 42 ( 2 ) , 60 -74 . 

A r a t i o n a l e i s p resented f o r t he use o f T-groups as a means of improv ing o r g a n i 
z a t i o n a l e f f e c t i v e n e s s . B a s i c a l l y , t h i s method p rov ides a s u p p o r t i v e s i t u a t i o n 
i n which one is a b l e t o expe r ience the i n e f f e c t i v e n e s s o f o l d va lues and inc rease 
h i s a b i l i t i e s t o use new v a l u e s . The method Is seen as e s p e c i a l l y e f f e c t i v e be 
cause the method o f t e a c h i n g Is congruent w i t h t h e va lues be ing t a u g h t . 

Accord ing t o t h i s a u t h o r , a change cannot r e a l l y be e f f e c t i v e and permanent un 
t i l t h e new va lues are accepted t h r o u g h o u t t he o r g a n i z a t i o n . In a d d i t i o n , he 
notes t h a t t he r e s u l t s of l a b o r a t o r y educa t i on a re " I n d i v i d u a l i s t i c " . They a re 
a r e s u l t o f a p a r t i c u l a r i n d i v i d u a l i n a p a r t i c u l a r o r g a n i z a t i o n . 

TOPICS 

Formal O r g a n i z a t i o n 
I n t e r p e r s o n a I Competence 

O r g a n i z a t i o n E f f e c t i v e n e s s 
VaIues 

TOPICS 

Labora tory T r a i n i n g 
O r g a n i z a t i o n E f f e c t i v e n e s s 

T-Group 
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A r g y r l s , C. I n t e r p e r s o n a l b a r r i e r s t o d e c i s i o n - m a k i n g . Harvard 
Business Review, 1966, 44 ( 2 ) , 84 -97 . 

An Incongruence is i d e n t i f i e d between t h e norms ( i n n o v a t i o n , r i s k - t a k i n g , f l e x 
i b i l i t y and t r u s t i n the e x e c u t i v e system) t h a t t op managers suggest a re the 
bas is f o r e f f e c t i v e dec i s i on -mak ing and a c t u a l b e h a v i o r . The consequences o f 
t h i s lack o f congruence i n c l u d e r e s t r i c t e d commitment, s u b o r d i n a t e gamesmanship, 
lack o f awareness, t he w l t h o l d l n g of nega t i ve f e e l i n g s toward s u p e r i o r s , d i s t r u s t 
and an tagon ism, and poor i n t e r a c t i o n s . These f a c t o r s are seen as Impeding good 
d e c i s i o n - m a k i n g . I t i s suggested f u r t h e r t h a t t h e f o r c e s o p e r a t i n g a g a i n s t good 
dec i s i on -mak ing ope ra te most s t r o n g l y when t h e most impo r t an t d e c i s i o n s are : faced 

TOPICS 

Commitment Management 
Dec Is i on-Maki ng Norms 
F l e x i b l I i t y R i s k / R i s k - T a k i n g 
I n n o v a t i o n T r u s t 

A r g y r i s , C. On t h e f u t u r e o f l abo ra to r y e d u c a t i o n . Journal of Applied 
Behavioral Science, 1967, 3 ( 2 ) , 153-187. 

Issues o f . l e a r n i n g are d iscussed w i t h s p e c i a l focus on t h e l a b o r a t o r y approach. 
The l a b o r a t o r y approach i s d i s t i n g u i s h e d f rom more t r a d i t i o n a l approaches by t h e 
emphasis p laced on f e e l i n g s , group main tenance, and s t u d e n t c o n t r o l . A r g y r i s 
a rgues , however, t h a t f e e l i n g s a re v a l u a b l e on l y when v a l i d , and n o t as ends In 
themse lves . The v a l i d i t y o f f e e l i n g s i s e s t a b l i s h e d th rough m u l t i p l e percep
t i o n s by d i f f e r e n t i n d i v i d u a l s . 

A danger o f t h e l a b o r a t o r y approach is r e l a t e d t o t he a r t i f i c i a l i t y of t he s i t u 
a t i o n . " L e a r n i n g t h a t Is l abora to ry -bound i s o f I n t e r e s t , . b u t i t can be danger
ous because t h e I n d i v i d u a l cou ld l eave , f e e l i n g t h a t t h e o n l y w o r l d t h a t i s a 
good one i s t h e one in t h e l a b o r a t o r y . " T h i s f e e l i n g would n o t m o t i v a t e t he I n 
d i v i d u a l t o i nc rease h i s I n t e r p e r s o n a l competence i n t h e " r e a l " w o r l d . 

A d d i t i o n a l comments r e l a t e t o l e a r n i n g in s i t u a t i o n s where p s y c h o l o g i c a l success , 
c o n f i r m a t i o n and e s s e n t i a l i t y a re maximized or m i n i m i z e d ; t h e va lue o f he re -and -
now d a t a ; and the mot ives and needs o f those a t t r a c t e d t o l a b o r a t o r y e d u c a t i o n . 

TOPICS 

Fee l i ngs Labora to ry T r a i n i n g 
Here-and-Now Data M o t i v a t i o n 
I n t e r p e r s o n a l Competence T r a n s f e r o f T r a i n i n g 

A r g y r i s , C. C o n d i t i o n s f o r competence a c q u i s i t i o n and t h e r a p y , journal 
of Applied Behavioral Science, 1968, 4 ( 2 ) , 147-178. 

Competence a c q u i s i t i o n and therapy a r e d e f i n e d as l e a r n i n g processes t h a t a re 
d i s t i n g u i s h e d f rom each o the r on severa l key d imens ions . B a s t c a l l y , they d i f f e r 
w i t h respec t t o t he i n d i v i d u a l s who can be he lped and t h e c o n d i t i o n s , deemed 
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necessary f o r each t o o c c u r . Competence a c q u i s i t i o n focuses on t h e development 
o f i n t e r p e r s o n a l competenc ies . Therapy s t r e s s e s s u r v i v a l . 

"Competence a c q u i s i t i o n requires psychological success, the giving and receiving 
of information that is directly verifiable, minimally evaluative, and minimally 
contradictory." Therapy; requ l res ",.. .indireatly verifiable knowledge, knowledge 
that is evaluative and can lead to psychological failure." 

TOPICS 

I n t e r p e r s o n a I Competence Therapy 
Learn Ing 

A r g y r i s , C. Intervention theory andmethod. Reading, Mass. : A d d i s o n -
Wesley, 1970. 

A r g y r i s desc r i bes i n t e r v e n t i o n s In human s o c i a l systems-and p resen ts a s e r i e s o f 
case I l l u s t r a t i o n s . Three bas i c requ i rements a re suggested f o r e f f e c t i v e i n t e r 
v e n t i o n s : ( I ) t h e gene ra t i on o f v a l i d I n f o r m a t i o n , (2) t he making o f free". I n 
formed c h o i c e s , and (3) i n t e r n a l commitment t o t he cho ices made. 

Behav io rs l ead ing t o system competence a re d e s c r i b e d . System competence i t s e l f 
I s de f i ned in terms o f s i x c r i t e r i a : " ( I ) awareness of r e l e v a n t i n f o r m a t i o n , 
(2 ) unders tand ing by t h e r e l e v a n t p a r t s , (3) m a n l p u l a b l I i t y , (4) r e a l i s t i c c o s t , 
(5 ) l ead ing t o a s o l u t i o n t h a t p reven ts recu r rence o f t he problem w i t h o u t d e t e r 
i o r a t i n g , and (6 ) p r e f e r a b l y I n c r e a s i n g t h e p r o b l e m - s o l v i n g , d e c i s i o n - m a k i n g , 
and implement ing p r o c e s s e s . " ' The c o n d i t i o n s necessary f o r a c h i e v i n g these c r i 
t e r i a are p resen ted . 

In e l a b o r a t i n g t h e advantages and d isadvantages of mechan i s t i c and o r g a n i c r e 
s e a r c h , t h e au tho r expresses a p re fe rence f o r t h e l a t t e r . 

A r g y r i s s e t s f o r t h those q u a l I t l e s he cons ide rs b a s i c f o r e f f e c t i v e a c t i v i t y on 
t h e p a r t o f the i n t e r v e n t i o n i s t : t i ) con f idence In h i s own i n t e r v e n t i o n p h i l o s 
ophy , (2) an accu ra te p e r c e p t i o n o f a s t r e s s f u l r e a l i t y , (3) an acceptance o f 
t h e c l i e n t ' s a t t a c k s and m i s t r u s t , (4) a t r u s t In o n e ' s own expe r ience o f r e a l 
i t y , and (5 ) an i n v e s t i n g o f s t r e s s f u l env i ronments w i t h growth e x p e r i e n c e s . The 
i n t e r v e n t i o n i s t behav io r needed t o produce e f f e c t i v e n e s s Inc ludes ( I ) owning up 
t o , be ing open t o w a r d , and expe r imen t i ng w i t h , ideas and f e e l i n g s , (2 ) he lp i ng -
o t h e r s t o own up, be open, and exper iment w i t h ideas and f e e l . i n g s , (3) c o n t r i 
b u t i n g t o t h e norms o f i n d i v i d u a l i t y , concern and t r u s t , (4 ) communicat ing In 
obse rved , d i r e c t l y v e r i f i a b l e c a t e g o r i e s , w i t h minimal a t t r i b u t i o n , e v a l u a t i o n , 
and 1nternaI con t rad t c t l o n . 

CONTENTS 

P a r t One THEORY AND METHOD 
1. The p r imary tasks o f i n t e r v e n t i o n a c t i v i t i e s 
2 . Competent and e f f e c t i v e i n t e r v e n t i o n s and o r g a n i z a t i o n s 
3. O r g a n i z a t i o n a l en t ropy 
4 . The un in tended consequences o f r i g o r o u s research 
5 . Organ ic research 
6 . E f f e c t i v e i n t e r v e n t i o n a c t i v i t y 
7 . The p r imary i n t e r v e n t i o n c y c l e and l e v e l s o f d i a l o g u e 
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8. I n e f f e c t i v e i n t e r v e n t i o n a c t i v i t y 
9 . Cases o f i n e f f e c t i v e I n t e r v e n t i o n a c t i v i t y 

Pa r t Two EFFECTIVE INTERVENTION ACTIVITIES: CASE ILLUSTRATIONS 
10. Meet ing w i t h t h e p r o s p e c t i v e c l l e n t system 
11. I n t r o d u c t o r y sess ions w i t h two t o p management groups 
12. S e l e c t i n g a c l i e n t system 
13. D i a g n o s t i c a c t i v i t i e s 
14. D i a g n o s t i c r e s u l t s of a top management system 
15. Feedback o f d i agnos i s 
16. Te rm ina t i ng i n e f f e c t i v e c l i e n t r e l a t i o n s h i p s 

TOPICS 

A t t r i b u t i o n 
Commitment 
C o n f l i c t / C o n f l i c t 

R e s o l u t i o n 
Defenslveness 
DIagnosi s / E v a I u a t l o n 
I n t e r v e n t i o n 
Man ipu la t i on 
Mechan i s t i c Research 

Organic Research 
O r g a n i z a t i o n Entropy 
Res is tance t o Change 
System Competence/ 
' E f f e c t i v e n e s s 

T-Group 
TermI n a t i o n 
T r u s t 
Va 11d I n f o r m a t i o n 

A r o n o f f , J . & L i t w l n , G.H. Achievement m o t i v a t i o n t r a i n i n g and execu
t i v e advancement. Journal of Applied Behavioral Science, 1971, 7 
( 2 ) , 215-229. 

An expe r imen ta l s tudy desc r ibes the e f f e c t s o f achievement m o t i v a t i o n t r a i n i n g 
on promot ions and r a i s e s o f m i d d l e - l e v e l managers. Two p a r t i a l l y matched groups 
were used. The 16 members o f t he expe r imen ta l groups p a r t i c i p a t e d i n a one-week 
m o t i v a t i o n t r a i n i n g cou rse . Members o f t h e c o n t r o l group p a r t i c i p a t e d In a f o u r -
week management development c o u r s e . 

Unusual r a t e s o f advancement Ijob l e ve l and s a l a r y ) were examined two years a f 
t e r t h e courses were g i v e n . F ive members o f t h e exper imenta l group were n o t 
a v a i l a b l e a t t h i s t i m e . "The r e s u l t s . . . s h o w t h a t t he r e l a t i v e performances o f 
those e x e c u t i v e s who a t tended the n Achievement t r a i n i n g course ev idence a s i g 
n i f i c a n t l y h i ghe r r a t e o f advancement than the c o n t r o l g r o u p . " 

Accord ing t o J .R . Hur ley (see pages 230-233 o f t he same j o u r n a l ) t he r e s u l t s a re 
no t c l e a r . Severa l methodo log ica l problems a re demonstrated which f a v o r t h e 
a u t h o r s ' p o s I t i b n . 

TOPICS 

Management T r a i n i n g / M o t i v a t i o n T r a i n i n g 
Development Need Achievement 

Barnes, L.B. O r g a n i z a t i o n a l change and f i e l d exper iment methods. In 
V .H. Vroom Ced . ) , Methods of organizational research. P i t t s b u r g h , 
Penn . : U n i v e r s i t y o f P i t t s b u r g h P r e s s , 1967, 5 7 - 1 1 1 . 
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This t w o - p a r t chap te r I nc ludes d i s c u s s i o n of o r g a n i z a t i o n a l change i n terms o f 
approaches, r e l a t i o n s h i p s , and processes as we l l as a review o f f i e l d exper iment 
methodo log ies as they might be used t o s tudy these i ssues . The f i r s t p a r t sum
mar izes t h e f o l l o w i n g : (a ) L e a v i t t ' s (1965) a r t i c l e d e s c r i b i n g t h r e e approaches 
t o change ( p e o p l e , s t r u c t u r a l , and t e c h n o l o g i c a l ) ; (b) Benn i s ' <1966) d i s c u s s i o n 
o f change s t y l e s o t h e r than "p lanned change" ( i n d o c t r i n a t i o n , t e c h n o c r a t i c . I n 
t e r a c t I ona I , s o c l a 1 1 z a t i o n , emu I a t I v e , n a t u r a I ) ; ( c ) Grei n e r ' s (1965) i d e n t I f i -
c a t i o n of t h e most o f t e n used approaches ^ o r g a n i z a t i o n a l change (dec ree , r e 
p lacement , s t r u c t u r a l , group d e c i s i o n data d i s c u s s i o n , group p r o b l e m - s o l v i n g , T-

I n d l v i d u a l s w i t h i n o r g a n i z a t i o n s who suppor t and r e s i s t changes a re d iscussed 
and d e l i n e a t e d I n t o f o u r t ypes based on t h e f o l l o w i n g d imens ions : Advoca tes , Re-
s i s t e r s , R a t i o n a l O b j e c t i v e , Emot ional S u b j e c t i v e . The f o u r t ypes a re d e f i n e d 
as f o l l o w s : (a) " R a t i o n a l Advocates" are Advocates who a re R a t i o n a l O b j e c t i v e ; 
(b) " R a d i c a l s " are Advocates who a r e Emot ional S u b j e c t i v e ; ( c ) " R a t i o n a l R e s i s 
t o r s " are R e s l s t e r s who a re R a t i o n a l O b j e c t i v e ; (d) " T r a d i t i o n a l i s t s " a r e Res l s -
t e r s who a re Emot ional S u b j e c t i v e . 

A f u r t h e r d i s c u s s i o n r e g a r d i n g change processes i nc ludes Lew in ' s (1947) concepts 
of u n f r e e z i n g , change, and r e f r e e z t n g ; an expansion o f these concepts as d e s c r i b 
ed by Schein ( 1961 ) ; and G r e i n e r ' s (1965) f i n d i n g s o f f a c t o r s d i f f e r e n t i a t i n g 
success fu l f rom unsuccessfu l change e f f o r t s . 

The f i r s t p a r t o f t h i s chap te r conc ludes In c a u t i o n : "The u n d e r l y i n g dilemma 
e x i s t s f o r a behav io ra l s c i e n t i s t when he f e e l s f o r c e d t o i d e n t i f y h i m s e l f either 
w i t h t h e va lues o f s c i e n t i f i c i n q u i r y o r w i t h t h e va lues o f change advocacy . " 

P a r t Two e l a b o r a t e s problems i n h e r e n t in a p p l y i n g c l a s s i c a l research designs t o 
s t u d i e s o f o r g a n i z a t i o n a l change, f ocus ing on a l t e r n a t i v e des igns " . . . t h a t cou ld 
be worked o u t around environmental alterations, subject involvement alterations, 
and experimenter involvement alterations." 

B a r r e t t , J . H . Individual goals and organizational objectives: A, study 
of integrating mechanisms. Ann A r b o r , M i c h . : I n s t i t u t e f o r S o c i a l 
Research, 1970. 

T h i s s tudy was conducted w i t h da ta c o l l e c t e d f rom ,1,781 employees o f a> r e f i n e r y 
us ing the I n s t i t u t e f o r Soc ia l Research 's Survey o f O r g a n i z a t i o n s q u e s t i o n n a i r e . 
I n t e g r a t i o n was examined w i t h regard t o t h e t h r e e mechanisms of (a ) accomoda
t i o n , (b) s o c i a l i z a t i o n , and ( c ) exchange. 

"The o v e r a l l r e s u l t s . . . j u s t l f y t he conc lus ion t h a t t he degree o f goal I n t e g r a 
t i o n p resen t i s s i g n i f i c a n t l y r e l a t e d t o t h e q u a l i t y of an o r g a n i z a t i o n ' s f u n c 
t i o n i n g and t h e r e a c t i o n s o f I n d i v i d u a l s t o t h e i r membership In t h e o r g a n i z a t i o n . " 

g r o u p ) . 

TOPICS 

Change Processes 
Change S t r a t e g y 
Research Designs 

Res is tance t o Change 
Suppor t 
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" . . . t h e t h r e e models d i f f e r i n t he s t r e n g t h o f t h e i r r e l a t i o n s h i p s t o goal i n 
t e g r a t i o n , t he accomodat ion model showing t h e s t r o n g e s t r e l a t i o n s h i p s , w i t h t h e 
s o c i a l i z a t i o n model i n second p lace and the exchange model showing low and some
t imes n e g a t i v e r e l a t i o n s h i p s t o goal I n t e g r a t i o n . " 

"Rather t han c a l l i n g f o r e i t h e r (a) t he u n i v e r s a l a p p l i c a t i o n of p a r t i c i p a t i v e 
p r a c t i c e s and u n i v e r s a l r e j e c t i o n o f c l a s s i c a l methods or (b ) the use , i n a g i ven 
s i t u a t i o n o f either p a r t i c i p a t i v e or c l a s s i c a l p r a c t i c e s , ou r data sugges t a 
t h i r d a l t e r n a t i v e , namely t he u n i v e r s a l a p p l i c a t i o n o f p a r t i c i p a t i v e management 
p r a c t i c e s , supplemented I n p a r t i c u l a r s i t u a t i o n s by t h e use o f some p r a c t i c e s 
c a l l e d f o r by c l a s s i c a l t h e o r i e s . " 

TOPICS 

Accomodat i on P a r t i c ! p a t i on 
Goals ( I n d i v i d u a l / S o c i a l i z a t i o n 

O r g a n i z a t i o n a l ) Survey of O r g a n i z a t i o n s 

Bass, B.M. The a n a r c h i s t movement and t h e T -g roups . Journal of Applied 
Behavioral Science, 1967, 3(2), 211-226. 

Bass o f f e r s c a u t i o n s r e g a r d i n g the use of T-groups In o r g a n ! z a t i o n a I development 
Of s p e c i a l concern i s t h a t more "ma tu re " i n d i v i d u a l s may make less e f f e c t i v e o r 
g a n i z a t i o n s . The emphasis on freedom i n T-groups does not seem t o be matched by 
an e q u a l l y necessary emphasis on i n d i v i d u a l r e s p o n s i b i l i t y . 

A second ma jo r issue r e f e r s t o t he t r a n s f e r o f d i a g n o s t i c s k i l l s and s e l f - a w a r e 
ness t o the o r g a n i z a t i o n a l s e t t i n g . Accord ing t o Bass, p a r t i c i p a n t s - m u s t be 
t a u g h t f o r t r a n s f e r - i f t h a t process i s t o be e f f e c t i v e . He suggests e i g h t a p 
proaches ( w i t h examples) f o r I n c r e a s i n g t h e t r a n s f e r o f T-group t r a i n i n g . T-
g roup lng w i t h o u t some supplementary a c t i v i t i e s i s no t deemed s u f f i c i e n t f o r o r 
gan i z a t i onaI development. 

TOPICS 

01 agnosIs /Eva I u a t i o n T-Group 
Se l f -Awareness T r a n s f e r of T r a i n i n g 

Beckhard, R. An o r g a n i z a t i o n improvement program in a d e c e n t r a l i z e d 
o r g a n i z a t i o n . Journal of Applied Behavioral Science, 1966, 2 ( I ) , -
3 -25 . 

A f i v e - y e a r p r o j e c t i n an o r g a n i z a t i o n o p e r a t i n g 26 h o t e l p r o p e r t i e s i s r e p o r t e d 
d u r i n g which the f o l l o w i n g s e r i e s o f events t ook p l a c e : (a) i n t e r v i e w s ; (b) 3 -
day o f f - s i t e feedback m e e t i n g ; ( c ) f o l l o w - u p m e e t i n g ; (d) 3 meet ings he ld 6 
months a p a r t f o r feedback w i t h ho te l managers and t h e i r teams; (e) p r o b l e m - s o l v 
ing con fe rences ; ( f ) t r a i n i n g l a b o r a t o r y f o r p r e s i d e n t , two v i c e p r e s i d e n t s , 
seve ra l h o t e l genera l managers, and 2 or 3 s t a f f d i r e c t o r s ; (g) 2-day p l a n n i n g 
con ference t o look a t p rogress toward management by o b j e c t i v e s o r Theory Y; (h ) 
management school t o p r o v i d e c o g n i t i v e awareness r e g a r d i n g ( I ) t h e managers' own 
b e h a v i o r , (2 ) concepts r e l e v a n t t o o r g a n i z a t i o n a l development , and (3) management 
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by o b j e c t i v e s ; CI) t e c h n i c a l seminars t o broaden t e c h n i c a l s k i l l s ; t j ) team 
t r a i n i n g f o r new h o t e l s ; ( k ) o p e r a t i o n s improvement commi t tees; ( I ) c o s t r educ 
t i o n program. 

No c l e a r measures of change were a v a i l a b l e ; however, improvements i n p r o f i t s , 
tu rnover , , performance" ( c o s t s r e l a t e d t o s a l e s } , and c r i s i s management were r e 
p o r t e d . 

Inc luded i n t h e a r t i c l e a r e seve ra l genera l notes on the phases and necessary 
c o n d i t i o n s f o r e f f e c t i v e p lanned change. In a d d i t i o n , Beckhard notes t h a t p r i o r 
i t i e s shou ld be s e t among the v a r i o u s t ypes o f changes ( a t t i t u d e s , s k i l l s , c l i 
mate) t h a t can be sough t . 

TOPICS 

A t t i t u d e / A t t i tude Change 
Change Phases 
CI imate 
Feedback 
I n t e r v i e w 

Laboratory T r a i n i n g 
Management by O b j e c t i v e s 
ProbIem-Solv' i ng 
Ski 11 
Team Bu i Id Ing /Deve Iopment 

Beckhard , R. The c o n f r o n t a t i o n mee t i ng . Harvard Business Review, 1967, 
45 ( 2 ) , 149-154. 

Beckhard d e s c r i b e s a techn ique developed t o i n v o l v e a l l l e v e l s of an o r g a n i z a t i o n 
i n g e t t i n g a r a p i d read ing o f i t s own h e a l t h and s e t t i n g a c t i o n p lans f o r improv
ing i t . 

The method is deemed a p p r o p r i a t e where the f o l l o w i n g c o n d i t i o n s e x i s t : "There Is 
a need f o r t he t o t a l management group t o examine I t s own w o r k i n g s . Very l i m i t e d 
t ime i s a v a i l a b l e f o r t h e a c t i v i t y . Top management wishes t o Improve c o n d i t i o n s 
q u i c k l y . There i s enough cohes ion i n t h e top team t o ensure f o l l o w - u p . There 
i s r e a l commitment t o r e s o l v i n g t h e issues on the p a r t o f top management. The 
o r g a n i z a t i o n i s e x p e r i e n c i n g , o r has r e c e n t l y expe r i enced , some major change . " 

The techn ique i nc ludes the f o l l o w i n g components: (a) c l i m a t e s e t t i n g , (b) I n f o r 
mat ion c o l l e c t i n g , ( c ) i n f o r m a t i o n s h a r i n g , (d ) p r i o r i t y s e t t i n g and group a c t i o n 
p l a n n i n g , (e ) o r g a n i z a t i o n a c t i o n p l a n n i n g , ( f ) immediate f o l l o w - u p by top team, 
and (g ) p rogress rev iew . 

TOPICS 

CI imate Diagnos is /Eva I u a t i o n 
C o n f r o n t a t i o n Meet ing Management 

Beckhard , R. Organisational development—Strategies and models, Reading, 
Mass. : Addison-Wes l e y , 1.969. 

Beckhard p resen ts a conc ise view o f o r g a n i z a t i o n a l development i n terms o f g o a l s , 
s t r a t e g i e s and c o n d i t i o n s lead ing t o success o r f a i l u r e . I l l u s t r a t i o n s a re made 
through a p r e s e n t a t i o n of case s t u d i e s f o c u s i n g on change In f i v e d i f f e r e n t a s 
pects o f o r g a n i z a t i o n a l l i f e : (a ) c u l t u r e , (b ) manager ia l s t r a t e g y , ( c ) t h e way 

9 



work i s done, (d) a d a p t a t i o n t o a new env i ronment , and Ce) communicat ion and I n 
f l u e n c e p a t t e r n s . In a d d i t i o n , t he .author exp lo res f o u r d i f f e r e n t types o f i n 
t e r v e n t i o n s and a v a r i e t y o f p o s s i b l e c o n t r a c t u a l r e l a t i o n s h i p s between the o r 
g a n i z a t i o n and o u t s i d e h e l p . 

Beckhard , R. O p t i m i z i n g t e a m - b u i l d i n g e f f o r t s . Journal of Contemporary 
Business, 1972, 1 ( 3 ) , 23 -32 . 

Four genera l purposes ( o t h e r than s h a r i n g i n f o r m a t i o n ) are suggested f o r group 
mee t i ngs : ( I ) e s t a b l i s h i n g goa ls o r p r i o r i t i e s , (2) a n a l y z i n g and d i s t r i b u t i n g 
the wo rk , (3 ) examining how the group works , and (4) examin ing the r e l a t i o n s h i p s 
among t h e group members as they work . 

Beckhard notes t h a t c o n s u l t a n t s and managers tend t o r a n k - o r d e r these purposes 
d i f f e r e n t l y i n terms o f impor tance. Th is s i t u a t i o n i s t h e cause of misused ener 
gy in t e a m - b u i l d i n g e f f o r t s . The proposed s o l u t i o n i s t o s o r t o u t t he r a n k - o r -
de r i ngs t o s e l e c t a s i n g l e p r imary purpose. I t i s t he r e s p o n s i b i l i t y o f t h e team, 
leader t o s e l e c t t h i s purpose and the r e s p o n s i b i l i t y o f t h e t h i r d - p a r t y c o n s u l 
t a n t t o f a c i I i t a t e t he work w i t h i n t he l i m i t s o f t h a t purpose . 

Bee r , M. & Huse, E.F. A systems approach t o o r g a n i z a t i o n development. 
Journal of Applied Behavioral Science, 1972, 8 ( I ) , 7 9 - 1 0 1 . 

An i n p u t - p r o c e s s - o u t p u t model o f o r g a n i z a t i o n i s suggested as a usefu l bas is f o r 
p lanned change e f f o r t s . Several s t r a t e g i e s and t e c h n o l o g i e s were used t o change 
impor tan t d imensions inc luded In t he model . G e n e r a l i z a t i o n s a re presented i n 
c l u d i n g the f o l l o w i n g : "(1) OD efforts must not always start at the topi (2) the 
organization itself is the best laboratory for learning; (3) structural and inter
personal changes must complement and reinforce each other; (4)' adult learning 
starts with behavior change rather than cognitive change; and (5) the selection 
of change leaders as initial targets for the change program is a useful OD stra-

TOPICS 

Adap ta t i on 
Change Goals 
Change S t r a t e g y 
Communications 
Con t rac tua I Re I a t ionsh i p 

C u l t u r e 
Envi ronment 
I n f l u e n c e 
I n t e r v e n t i o n 
Management 

TOPICS 

C o n s u l t a n t 
Leadersh ip 

Team-Bu i Id i ng/DeveIopment 
Thi r d - P a r t y 

tegy. it 
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TOPICS 

Change Mechanisms 
Change Phases 
Change S t r a t e g y 
Change Technology 
Commi tment 
Communications 
Feedback 

In f Iuence 
Job Enr i chment 
Labora tory Approach 
Learni ng 
Planned Change 
System Model 
T-Group 

B e n e d i c t , B .A . , Ca lde r , P . H . , C a l l a h a n , D . H . , H o r n s t e i n , H .A . , & M i l e s , 
M.A. The c l i n i c a l - e x p e r i m e n t a l approach t o assess ing o r g a n i z a t i o n a l 
change e f f o r t s . Journal of Applied Behavioral Science, 1967, 2 ( 3 ) , 
347-380. 

A model i s p resen ted f o r e v a l u a t i n g o r g a n i z a t i o n a l change e f f o r t s c a l l i n g f o r 
" . . . T h e s e p a r a t i o n o f researcher and change-agent r o l e s , t h e c o n s t r u c t i o n and 
t e s t i n g o f general and s p e c i f i c c l i n i c a l hypo theses , t ho rough -go ing exper imenta I 
d e s i g n , and c a r e f u l documentat ion o f change-agent assumpt ions, p l a n s , s t r a t e g i e s 
and e f f e c t s . " The au thors argue t h a t "...data-collection activities must be both 
clinical and experimental. They shou ld i n c l u d e a n a t u r a l - h i s t o r y runn ing account 
o f events which occur b e f o r e , d u r i n g , and a f t e r t h e i n t e r v e n t i o n , as we l l as p r e 
p lanned , p e r i o d i c measures." 

The method was used in an a t tempt t o assess changes in a school system r e s u l t i n g 
f rom a f o u r - d a y o f f - s i t e meet ing w i t h 32 members o f t he a d m i n i s t r a t i v e s t a f f . 
These same people a l s o p a r t i c i p a t e d i n a s e r i e s o f s i x meet ings he ld over a s i x -
week p e r i o d . No changes were r e p o r t e d as a r e s u l t o f t he change e f f o r t . 

Benne, K.D. & Bl rnbaum, M. P r i n c i p l e s o f chang ing . In W.G. S e n n i s , K.D. 
Benne, & R. Chin ( e d s . ) , The planning of change. New York : H o l t , 
RJnehar t , & W ins ton , 1969, 328-335. 

Lewin 's model o f change Is p resen ted i n c l u d i n g an a n a l y s i s o f change In terms o f 
t h e use o f s i t u a t i o n a l f o r ces t o accompl ish u n f r e e z i n g , moving, and r e f r e e z i n g . 
Three genera l change s t r a t e g i e s are suggested based on the f o l l o w i n g : (a) I n 
c r e a s i n g the d r i v i n g f o r c e s , Cb) decreas ing the r e s t r a i n i n g f o r c e s , and ( c ) do ing 
both 1 and 2 . 

Several p r i n c i p l e s o f s t r a t e g y f o r e f f e c t i n g i n s t i t u t i o n a l change are , sugges ted , 
f o c u s i n g on the f o l l o w i n g I ssues : Ca) env i ronmenta l I n f l u e n c e s , (b) systerrr-wide 
change, Cc) i d e n t i f i c a t i o n and e v a l u a t i o n o f s t r e s s p o i n t s , (d) i d e n t i f i c a t i o n of 
beg inn ing p o i n t s , (e) c o n s i d e r a t i o n o f both i n fo rma l and formal aspec ts o f t he 
o r g a n i z a t i o n 1 , and ( f ) ' p a r t i c i p a n t i nvo lvement . 
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Benne, K . D . , C h i n , R., 4 Benn is , W.G. Sc ience and p r a c t i c e . In W.G. 
B e n n l s , K.D. Benne, & R. Chin ( e d s . ) , The planning of change. New 
Yo rk : H o l t , R l n e h a r t , 4 W i n s t o n , 1969, 113-123. 

Some problems o f t he s o c i a l s c i e n t i s t In t h e r o l e of a change-agent are e x p l o r e d 
I t I s noted t h a t f o r such persons the l uxu ry o f s t u d y i n g completed events i s no t 
p resen ted . The change-agent Is desc r ibed as a person who must be a b l e t o d i a g 
nose and i n t e r v e n e in ongoing events In such a way as t o " . . . m a x i m i z e t h e v a l i d 
human va lues i m p l i c i t in t he e v e n t s . " 

Change agen t r y i s desc r ibed as an a r t i s t i c s k i l l r e q u i r i n g the use of f e e l i n g s 
and emot ions in a d d i t i o n t o conceptua l f rameworks . 

Benne, K.D. 4 Shea ts , P. Func t iona l r o l e s o f group members. Journal of 
Social lesuee, 1948, 4 (2), 41 -49 . 

Three g roup ings of member r o l e s are i d e n t i f i e d and e l a b o r a t e d . E a r l y NTL T-
groups p r o v i d e d the p o p u l a t i o n s t u d i e d . The group ings are (a) group t a s k r o l e s , 
(b) group b u i l d i n g and maintenance r o l e s , and ( c ) I n d i v i d u a l r o l e s . Each g r o u p 
ing i nc ludes severa l s p e c i f i c r o l e s . Group t a s k r o l e s Inc lude (a) i n i t i a t o r -
c o n t r i b u t o r , (b) i n f o r m a t i o n seeker , ( c ) o p i n i o n seeker , (d) i n f o r m a t i o n g i v e r , 
t e ) e l a b o r a t o r , ( f ) c o o r d i n a t o r , (g ) o r i e n t e r , (h) e v a I u a t o r - c r i t i c , CI) ene r -
g i z e r , ( j ) p rocedura l t e c h n i c i a n , and ( k ) r e c o r d e r . Group b u i l d i n g and m a i n t e n 
ance r o l e s i nc lude (a) encourager , (b ) ha rmon lze r , ( c ) compromiser, (d) g a t e 
keeper and e x p e d i t e r , Ce) s tandard s e t t e r o r ego I d e a l , ( f ) g roup-observe r and 
commentator, and (g) f o l l o w e r . I n d i v i d u a l r o l e s i nc lude (a) aggressor , (b) 
b l o c k e r , ( c ) r e c o g n f 1 i o n - s e e k e r , (d) se i f - c o n f e s s o r , Ce) p I ayboy, ( f ) domi n a t o r , 
(g) h e l p - s e e k e r , and (h) s p e c i a l i n t e r e s t p l e a d e r . 
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B e n n i s , W.G. A new r o l e f o r behav io ra l s c i e n c e : E f f e c t i n g o r g a n i z a t i o n 
change. Administrative Science Quarterly, 1963, 3 , 125-165. 

Seven t ypes o f change programs a re p r e s e n t e d . The f i r s t s i x are as f o l l o w s : 
" . . . ( 1 ) e x p o s i t i o n and p r o p a g a t i o n , (2) e l i t e c o r p s , (3 ) p s y c h o a n a l y t i c i n 
s i g h t , (4 ) s t a f f , (5 ) s c h o l a r l y c o n s u l t a t i o n s , (6) ' c i r c u l a t i o n o f Ideas t o t he 
e l i t e . " The seventh t ype o f change program i s "p lanned change. " "P lanned change 
can be d e f i n e d as a d e l i b e r a t e and c o l l a b o r a t i v e process i n v o l v i n g a change-
agent and c l i e n t s y s t e m . " 

A framework f o r planned o r g a n i z a t i o n a l change i s s e t f o r t h r e l a t i n g each change 
model t o " s e l e c t e d aspects o f change I n d u c t i o n . " These aspects i n c l u d e : Caj 
mechanisms f o r change, (b ) t a r g e t o f change, ( c ) no rmat i ve g o a l s , Cd) f u n c t i o n s 
o f management, (e) r o l e of change^agents, ( f ) i n s t r u m e n t a t i o n o f programs, and 
(g) t h e means o f change. 

Change-Agent 
Change GoaIs 
Change Processes 

TOPICS 

Change S t r a t e g y 
Management 
Planned Change 

B e n n l s , W.G. Theory and method i n a p p l y i n g behav io ra l sc ience t o p lanned 
o r g a n i z a t i o n a l change. Journal of Applied Behavioral Science, 1965, 
1 ( 4 ) , 337-360. 

Bennis d i scusses the emergence of an a c t i o n r o l e f o r behav io ra l s c i e n t i s t s . He 
focuses on t h e "p lanned change" approach (Benn l s , 1963). "The process of p l a n 
ned change i n v o l v e s a change agent, a client system, and t h e c o l l a b o r a t i v e a t 
tempt t o app ly valid knowledge t o t h e c l l e n t ' s p rob lems . " 

The major p o r t i o n o f t h i s a r t i c l e i s an a b b r e v i a t e d v e r s i o n of m a t e r i a l s d i s 
cussed i n Changing organizations (Benn l s , 1966). 

TOPICS 

Change-Agent Planned Change 
Change S t r a t e g y V a l i d I n f o r m a t i o n 

B e n n i s , W.G. Changing organizations. New York : M c G r a w - H i l l , 1966. 

The second p a r t o f t h i s book where in Bennis expands many Ideas expressed in h i s 
p rev i ous w r i t i n g s (Benn i s , 1963, 1965) Is o f spec ia l re levance t o o r g a n i z a t i o n 
development . Bennis s t a t e s t h a t p resen t t h e o r i e s of s o c i a l change a re s u i t a b l e 
o n l y f o r o b s e r v e r s , n o t f o r p r a c t i t i o n e r s o r p a r t i c i p a n t s . "They are t h e o r i e s o f 
change and no t t h e o r i e s o f changing." Drawing on t h e ideas o f Robert C h i n , 
Bennis p resen t s t he necessary elements o f a theo ry o f chang ing . 

Change-agents a re viewed as s i m i l a r in t he f o l l o w i n g ways: (a ) acceptance o f t he 
c e n t r a l l t y o f work in our c u l t u r e , Cb) concern w i t h o r g a n i z a t i o n a l e f f e c t i v e n e s s , 
( c ) focus on I n t e r p e r s o n a l and group r e l a t i o n s as c e n t r a l f a c t o r s in assess ing ' 
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o r g a n i z a t i o n a l h e a l t h , (d ) i n t e r e s t i n changing r e l a t i o n s h i p s , a t t i t u d e s , pe r 
c e p t i o n s and va lues o f e x i s t i n g personne l r a t h e r than nov ing peop le t o o t h e r 
s i t u a t i o n s , and te ) t a k i n g o f t h e r o l e s of r e s e a r c h e r s , t r a i n e r s , c o n s u l t a n t s , 
c o u n s e l o r s , teachers and , a t t i m e s , l i n e managers. In a d d i t i o n t o these s im i l a r 
i t i e s , change agents have a s e t o f no rmat i ve goa ls which i nc lude the f o l l o w i n g 
" I . Improvement in i n t e r p e r s o n a l competence o f managers. 2 . A change in va lues 
so t h a t human f a c t o r s and f e e l i n g s come t o be cons idered l e g i t i m a t e . 3. Develop 
ment o f inc reases unders tand ing between and w i t h i n work ing groups i n o rde r t o r e 
duce t e n s i o n s . 4 . Development o f more e f f e c t i v e ' team management,' i . e . , t h e 
c a p a c i t y f o r f u n c t i o n a l groups t o work c o m p e t e n t l y . 5. Development o f more r a 
t i o n a l and open methods o f c o n f l i c t r e s o l u t i o n . 6 . Development o f o r g a n i c s y s 
t e m s ; " 

The l abo ra to r y method is suggested as an impor tan t means f o r i n s t i t u t i n g d e s i r e d 
changes In o r g a n i z a t i o n s . " . . . L a b o r a t o r y t r a i n i n g p rov ides the i ns t rumen t where 
by t h e normat ive goa ls and improvements s e t . f o r th by t h e o r i s t s and p r a c t i t i o n e r s 
o f o r g a n i z a t i o n s can be a c h i e v e d . " 

The necessary elements f o r imp lementa t ion a r e desc r ibed i n the f o l l o w i n g manner: 
" I . The client-system shou ld have as much unders tand ing of the change and i t s 
consequences, .as. much i n f l u e n c e i n deve lop ing and c o n t r o l l i n g the f a t e o f t he 
change, and as 1 much t r u s t i n t h e i n i t i a t o r o f t he change as p o s s i b l e . 2 . The 
change-effort shou ld be pe rce i ved as be ing as s e l f - m o t i v a t e d and v o l u n t a r y as 
p o s s i b l e . 3. The change program must i n c l u d e emot iona l and va lue as we l l as 
c o g n i t i v e ( i n f o r m a t i o n a l ) e l e m e n t s . 4 . The ahange-agent can be c r u c i a l i n r e 
duc ing the r e s i s t a n c e t o change by p r o v i d i n g c o n s u l t a t i o n and p s y c h o l o g i c a l sup
p o r t du r i ng t h e t r a n s i t i o n a l phase o f t h e change, " 
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B e n n i s , W.G. Organisation development: Its nature, origins, and perspec
tives. Readi n g , Mass. : Adtii son-Wes l e y , 1969. 

Th is book i n t r o d u c e s a s i x - vo lume s e t on o r g a n i z a t i o n a l development p u b l i s h e d by 
Add ison-Wes ley . (The o the r works i n t h i s s e t i n c l u d e the f o l l o w i n g : Beckhard , 
R. , 1969; B l a k e , R. & Mouton, J . , 1969; Lawrence, P. & Lo rsch , J . , 1969; S c h e i n , 
E . , 19.69; Wa l t on , R., 1969.) 

Bennis d e s c r i b e s o r g a n i z a t i o n development as " . . . a response t o change, a complex 
e d u c a t i o n a l s t r a t e g y In tended t o change the b e l i e f s , a t t i t u d e s , v a l u e s , and 
s t r u c t u r e o f o r g a n i z a t i o n s so t h a t they can b e t t e r adapt t o new t e c h n o l o g i e s , 
m a r k e t s , and c h a l l e n g e s , and the d i z z y i n g r a t e o f change i t s e l f . " Four examples 
o f o r g a n i z a t i o n a c t i v i t i e s a re d e s c r i b e d : team b u t l d i n g , i n t e r g r o u p c o n f l i c t r e 
s o l u t i o n , c o n f r o n t a t i o n m e e t i n g , and data feedback. 

The au tho r s e t s f o r t h a number of c h a r a c t e r i s t i c s and goa ls o f o r g a n i z a t i o n dev
e lopment . An emphasis i s p laced on v i ew ing o r g a n i z a t i o n development as an educa
t i o n a l s t r a t e g y r e l y i n g on exper ienced behav io r and t h e use o f c o l l a b o r a t i v e r e 
l a t i o n s h i p s between e x t e r n a l chanqe agents and c l i e n t systems. A f u r t h e r .empha
s i s i s p laced on group i n t e r a c t i o n s , and e s p e c i a l l y c o n f l i c t r e s o l u t i o n , as a 
focus f o r o r g a n i z a t i o n development a c t i v i t i e s . The major problems c o n f r o n t e d in 
o r g a n i z a t i o n are i n d i c a t e d as f o l l o w s : Ca) i n t e g r a t i o n , (b) s o c i a l i n f l u e n c e , 
Cc) c o l l a b o r a t i o n , (d) a d a p t a t i o n , Ce) i den t i t y , and C f ) r e v i t a I i z a t i o n . Each o f 
these problems is e l a b o r a t e d . 

As i n p rev i ous w r i t i n g s (Benn i s , 1966), t he au tho r focuses on l a b o r a t o r y t r a i n i n g 
as a means o f e f f e c t i n g o r g a n i z a t i o n development e f f o r t s . " E s s e n t i a l ' l y , l a b o r a 
t o r y t r a i n i n g i s a sma l l group e f f o r t des igned t o make i t s p a r t i c i p a n t s more a-
ware o f themselves and o f t he group p r o c e s s . " Several p r o p o s i t i o n s a re p resen 
t e d w i t h rega rd t o the use o f l a b o r a t o r y t r a i n i n g i n e f f e c t i n g s o c i a l change. 
"In undertaking any planned social change using laboratory training, the core of 
the target system values must not be too discrepant with the laboratory training 
values. ...The voluntary commitment of the participants may be a crucial faator 
in the success of the program. ...The legitimacy of interpersonal influence 
must be potentially acceptable." Other p r o p o s i t i o n s a re p resen ted w i t h r e f e r e n c e 
t o s o c i a l change in g e n e r a l , "...Legitimacy for the change must be gained 
through obtaining the support of key people. ...The process of installing the 
change programs' must be congruent with the process and goals of such programs. 
...The employment security of the change agent must be guaranteed. ...The ef
fects on the adjacent and interdependent subsystems relating to the target sys
tem must be carefully considered. ...The state of cultural readiness must be 
assessed." 

Two p o t e n t i a l weaknesses o f o r g a n i z a t i o n development are ment ioned. The f i r s t i s 
t h a t issues rega rd i ng power i n o r g a n i z a t i o n s are" a v o i d e d . The second is t h a t 
l i t t l e a t t e n t i o n i s focused on s t r u c t u r a l and t e c h n o l o g i c a l aspects of o r g a n i z a -
t 1 o n s . 

CONTENTS 

1 . O r g a n i z a t i o n development : What i t i s and what i t i s n ' t 
2 . The b a s i c c o n d i t i o n s which c r e a t e the need f o r o r g a n i z a t i o n development 
3. Quest ions and answers: O r g a n i z a t i o n development (The P r o f e s s i o n a l s ) 
4 . Quest ions and answers : O r g a n i z a t i o n development (The P r a c t i t i o n e r s ) 
5 . The problem o f " S e n s i t i v i t y T r a i n i n g " 
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B e n n i s , W.G. , Benne, K . D . , & C h i n , R. ( e d s . ) . The planning of change. 
New Y o r k : H o l t , R i n e h a r t , & W ins ton , 1969. 

Th is i s the second e d i t i o n o f a l a rge c o l l e c t i o n o f read ings on p lanned change. 
Each chap te r c o n t a i n s f rom t h r e e t o e i g h t s e l e c t i o n s r e l e v a n t t o some aspect of 
t h i s a rea . An i n t r o d u c t i o n t o each chap te r i s p rov ided by the e d i t o r s . 
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TOPICS 

Change Mechanisms • Op in ion Change 
Change S t r a t e g y Prob lem-So lv ing 
C o n f l i c t / C o n f l i c t R e s o l u t i o n Res is tance t o Change 
Cons u I t a n t Soc io-Techn i caI Systems 
D i a g n o s i s / E v a l u a t i o n Survey Feedback 
E t h i c s Values 

B e n n i s , W.G. & S c h e i n , E.H. P r i n c i p l e s and s t r a t e g i e s i n t h e use o f l a b o r a 
t o r y t r a i n i n g f o r improv ing s o c i a l sys tems. In W.G. Benn is , K.D. Benne, 
& R. Chin , ( e d s . ) , The planning of change. New Yo rk : H o l t , R ineha r t & 
W ins ton , 1969, 335-357. 

Th is i s an e x c e r p t f r om a book p r e v i o u s l y pub l i shed by the au tho rs (Schein & 
Benn is , 1965). The a r t i c l e r e i t e r a t e s much of what Bennis has p r e v i o u s l y s t a t e d 
r e g a r d i n g t h e goa ls o f change a c t i v i t i e s and those c o n d i t i o n s which are app ro 
p r i a t e f o r implement ing p lanned s o c i a l change. 

TOPICS 

Change-Agent Change S t r a t e g y 
Change Goals Labora to ry T r a i n i n g 

B e n n i s , W.G. & Shepard, H.A. A theo ry o f group development. Human 
Relatione, 1956, 9t 415-437. 

The t heo ry presented i s based on expe r ience f rom T -g roups . Group development i s 
seen as I n v o l v i n g " . . . t h e overcoming o f o b s t a c l e s t o v a l i d communicat ion among 
the members, o r t he development o f methods f o r a c h i e v i n g and t e s t i n g consensus . " 
Two major phases o f group development are sugges ted : ( I ) dependence, and (2 ) i n 
te rdependence. " . . . Dur ing the a u t h o r i t y ( ' dependence ' ) phase, t he group moves 
f rom p reoccupa t i on w i t h submiss ion t o p reoccupa t i on w i t h r e b e l l i o n t o r e s o l u t i o n 
o f t h e dependence prob lem. W i t h i n t h e personal ( o r ' i n t e r d e p e n d e n c e ' ) phase the 
group moves f rom a p reoccupa t i on w i t h in ter-member i d e n t i f i c a t i o n t o a preoccupa
t i o n w i t h I n d i v i d u a l i d e n t i t y t o a r e s o l u t i o n o f t h e interdependence p r o b l e m . " 

Each o f t he major phases c o n s i s t s o f t h r e e subphases. Dependence i n c l u d e s : (a ) 
d e p e n d e n c e - f l i g h t , (b) c o u n t e r d e p e n d e n c e - f I I g h t , ( c ) r e s o l u t i o n - c a t h a r s i s . I n t e r 
dependence c o n s i s t s o f : ( a ) e n c h a n t m e n t - f l i g h t , (b) d i s e n c h a n t m e n t - f I I g h t , and 
( c ) consensual v a l i d a t i o n . 

TOPICS 

Group Development T-Group 

17 



B l a k e , R. 4 Mouton, J . Building a dynamic corporation through grid or
ganisational development. Read ing , Mass. : Addison-Wesley, 1969. 

Th is i s a p r e s e n t a t i o n of o r g a n i z a t i o n a l development based l a r g e l y on B lake and 
Mouton's development o f t h e manager ia l g r i d . They s t r e s s development as t h e 
process o f c l o s i n g the gap between what i s and what shou ld be. The gap i s 
c losed th rough s y s t e m a t i c development . S i x phases o f development are suggested 
as necessary f o r f u l f i l l i n g c o n d i t i o n s seen as e s s e n t i a l f o r s y s t e m a t i c deve lop 
ment. 

The approach o u t l i n e d s t r e s s e s invo lvement by t h e p a r t i c i p a n t s i n a l l phases. 
"The whole l e a r n i n g s i t u a t i o n i s based on a s e l f - c o n v i n c i n g approach. I t i s a 
process o f s e l f - d i s c o v e r y , s e l f - t e s t i n g , s e I f - c o m p a r i s o n , s e l f - j u d g m e n t , and 
s e I f - e v a l u a t i o n . " 

The i n t e g r a t i o n o f t he i n d i v i d u a l and the o r g a n i z a t i o n Is a major theme. "Or 
g a n i z a t i o n development has a major o b j e c t i v e o f s t r e n g t h e n i n g t h e c a p a c i t i e s o f 
c o r p o r a t i o n s t o u t i l i z e people t o pe rm i t t he sound merging of s e l f - i n t e r e s t s 
w i t h c o r p o r a t e i n t e r e s t s . Corpora te e x c e l l e n c e is approached when t h i s merger 
has been a c h i e v e d . " "Corpo ra te e x c e l l e n c e and the e x c e l l e n c e o f i n d i v i d u a l s are 
one and the same." 

B l a k e , R. , Mouton, J . , Barnes, L . , & G r e i n e r , . . B r e a k t h r o u g h i n o r g a n i 
z a t i o n a l development. Harvard Business Review, 1964, 42 ( 6 ) , 133-155. 

The g r i d program was used i n an a t tempt t o change a t t i t u d e s , v a l u e s , and behav
i o r s i n a company employing 4,000 pe rsons . An e v a l u a t i o n o f t h e program was 
conducted by researchers no t i nvo l ved i n e f f e c t i n g the change. 

O r g a n i z a t i o n a l records and anonymous survey q u e s t i o n n a i r e s were used t o assess 
outcomes. Data c o l l e c t i o n procedures were begun a f t e r the f i r s t phase o f t he 
e f f o r t was comp le ted . The r e s u l t s showed increased p r o d u c t i v i t y per employee; 
.decreased c o n t r o l l a b l e c o s t s ; doubled p r o f i t s ; pe r ce i ved improvement in group 
per fo rmance ; p romot ion c r i t e r i a changes; pe rce i ved Improvement i n i n t e r g r o u p and 
i n t e r d e p a r t m e n t a l r e l a t i o n s h i p s ; a t t i t u d e s s h i f t i n g t o be more congruen t w i t h 
t h e g r i d 9 , 9 model . 

TOPICS 

C o n f I i c t / C o n f I i c t R e s o l u t i o n 
Goals ( I n d i v i d u a l / O r g a n i z a t i o n a l ) 

G r i d O r g a n i z a t i o n a l 
Development 

TOPICS 

G r i d O r g a n i z a t i o n a l 
Development 

Manager ia l G r i d 

B l a k e , R., Mouton, J . , & Sloma, R. The union-management I n t e r g r o u p l a b 
o r a t o r y : S t r a t e g y f o r r e s o l v i n g i n t e r g r o u p c o n f l i c t . Journal of 
Applied Behavioral Sciencet 1965, 1 ( I ) , 25 -57 . 
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An account o f an i r i t e rg roup l abo ra to r y i s presented w i t h e i g h t major phases r-
d e n t i f i e d and d e s c r i b e d : ( a ) o r i e n t a t i o n ; (b) i n t r a g r o u p development of own 
image and i t s image o f t h e o t h e r ; (c ) exchange of images across g roups ; (d) 
c l a r i f i c a t i o n of images; (e ) i n t r a g r o u p d i a g n o s i s o f p r e s e n t r e l a t i o n s h i p , t f ) 
exchange of d iagnos is" ac ross g roups ; (g ) c o n s o l i d a t i o n o f key issues and sources 
o f f r i c t i o n ; and (h ) p l a n n i n g nex t s t e p s . 

The au tho r s p o i n t o u t t h a t long te rm c o n f l i c t s a re d i f f i c u l t t o r e s o l v e . The> 
r e a l t e s t o f such a l abo ra to r y i s " . . . w h e n new issues and d i f f e r e n t problems a-
r i s e i n t h e r e l a t i o n s h i p . " 

TOPICS 

C o n f l i c t / C o n f l i c t Reso lu t i on Merger Labora to ry 

B l a k e , R., Shepard, H . , & Mouton, J . Managing intergroup conflict in 
•industry. Houston, Texas: Gu l f P u b l i s h i n g C o . , 1964. 

The t h e s i s o f t h i s book i s t h a t c o n f l i c t r eso l ved th rough p r o b l e m - s o l v i n g methods 
can lead t o c r e a t i v e and i n n o v a t i v e t h i n k i n g . A framework f o r unders tand ing 
i n t e r g r o u p d isagreement i s p resen ted . Nine p o s s i b l e s o l u t i o n s t o c o n f l i c t a re 
suggested on the bas is o f t h e importance o f t he outcome. The outcomes i n c l u d e 
(a) w i n - l o s e power s t r u g g l e , (b ) t h i r d - p a r t y judgment , ( c ) f a t e (d) w i t h d r a w a l , 
Ce) I s o l a t i o n , Cf) i n d i f f e r e n c e or i gno rance , ,(g) peacefu l c o e x i s t e n c e , (h) 
s p l i t t i n g the d i f f e r e n c e , and ( I ) p r o b l e m - s o l v i n g . Each of these s o l u t i o n s i s 
desc r i bed 1 and e v a l u a t e d . 

p r o b l e m - s o l v i n g i s suggested as the most c o n s t r u c t i v e of t he s o l u t i o n s . " . . . 
Intergroup problem~solving emphasizes solving the problem, n o t accomodat ing 
d i f f e r e n t p o i n t s o f v iew . Th is p r o b l e m - s o I v i n g approach i d e n t i f i e s t he causes 
o f r e s e r v a t i o n , doubt and misunders tand ings between groups c o n f r o n t e d w i t h d i s 
agreement. A l t e r n a t i v e ways of approach ing c o n f l i c t r e s o l u t i o n a re e x p l o r e d . 
In t r u e p r o b l e m - s o l v i n g , t h e a l t e r n a t i v e s o l u t i o n s which emerge may n o t be ones 
he ld by e i t h e r o f t he con tend ing groups a t t he o n s e t . " 

CONTENTS 

1. Foundat ions and dynamics o f i n t e r g r o u p behav io r 
2 . The w i n - l o s e o r i e n t a t i o n t o i n t e r g r o u p d isagreement 
3. W i n - l o s e power s t r u g g l e s in i n d u s t r i a l l i f e 
4 . Using t h i r d - p a r t y judgment t o r e s o l v e i n t e r g r o u p d i s p u t e s 
5. Fate 
6 . W i t h d r a w a l , i s o l a t i o n , and i n d i f f e r e n c e i n i n t e r g r o u p r e l a t i o n s 
7 . Peacefu l coex i s tence as a c o n d i t i o n of agreement 
8 . Compromise, b a r g a i n i n g and o t h e r forms o f s p l i t t i n g the' d i f f e r e n c e 
9 . P r o b l e m - s o l v i n g : A t h i r d approach t o agreement 

10. . I n t e r v e n t i o n i n t o s i t u a t i o n s of i r i t e rg roup c o n f l i c t 
11 . S t r a t e g i e s f o r improv ing h e a d q u a r t e r s - f i e l d r e l a t i o n s 
12. P r o b l e m - s o l v i n g i n t e r v e n t i o n s In s e t t i n g o f labor-management 

c o n f 1 i c t 
13. An i n t e r g r o u p p r o b l e m - s o l v i n g approach t o mergers 
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TOPICS 

C o n f l i c t / C o n f l i c t R e s o l u t i o n 
P rob lem-So lv ing 

T h i r d - P a r t y 

Bolman, L. Labora tory versus l e c t u r e i n t r a i n i n g e x e c u t i v e s . Journal of 
Applied Behavioral Science, 1970, 6 ( 3 ) , 323-335. 

The s tudy i n v o l v e d f o u r groups o f bus iness execu t i ves p a r t i c i p a t i n g i n a s i x -week 
program des igned t o increase t h e i r competence i n d e a l i n g w i t h i n t e r p e r s o n a l 
phenomena. For members of two groups ( c o n t r o l s ) one week o f t h e program c o n s i s 
t e d o f l e c t u r e s , d i scuss ions and read ings on human r e l a t i o n s . Members of t h e 
o t h e r two groups ( e x p e r i m e n t a l ) p a r t i c i p a t e d in T-group sess ions d u r i n g t h i s 
p e r i o d . 

Each p a r t i c i p a n t completed the A n a l y s i s o f Personal Behav ior i n Groups q u e s t i o n 
n a i r e t h ree t i m e s : ( I ) be fo re a r r i v a l , (2) a f t e r t h e one-week s e s s i o n , and (3) 
a t the comp le t i on o f t he s i x -week program. Tapes o f d i s c u s s i o n s were a l s o g a t h e r 
ed a t t h ree d i f f e r e n t t i m e s : ( I ) d u r i n g the human r e l a t i o n s (one-week) p rogram, 
(2) a t the end o f t he program, (3 ) d u r i n g the end o f t he s i x -week program. The 
q u e s t i o n n a i r e responses t o g e t h e r w i t h behav io r scores taken f rom the tapes were 
used t o judge changes. 

"Both types of programs produced equal change in participants' stated beliefs a-
bout effective interpersonal behavior. Laboratory training showed greater ef
fects on participants' perceptions of themselves and on their behavior as analys
ed from tape recordings of case discussion meetings. However, there was evi
dence that the participants had difficulty transferring learning from the T-Group 
to other parts of the program and that there was considerable fade-out of the 
effects of the training. " 

TOPICS 

A n a l y s i s of Personal Behav io r 
i n Groups Q u e s t i o n n a i r e 

Change-Agent 
Change Processes 
Consu l t an t 
O i a g n o s i s / E v a l u a t i o n 
Process C o n s u l t a t i o n 
S e n s i t i v i t y T r a i n i n g 

T-Group 
Team Bui Iding/Development 
Team Development Labora to ry 
Therapy 
T rans fe r o f T r a i n i n g 

Bowers, D.G. Three s t u d i e s in change: An account o f data-based o r g a n i 
z a t i o n a l development a c t i v i t i e s i n t h r e e con t inuous process f i r m s . 
Techn ica l Repor t t o t h e O f f i c e o f Naval Research, 1969. ( A v a i l a b l e 
f rom Defense Documentat ion Center,- Cameron S t a t i o n , A l e x a n d r i a , Va. ) 

Change programs employ ing a v a r i e t y o f techn iques are d e s c r i b e d . The ma jo r 
techn iques a re .survey feedback , t h e manager ia l g r i d , and l a b o r a t o r y - t y p e a c t i v i 
t i e s : 
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I m p l i c a t i o n s drawn f rom t h e s tudy i n c l u d e t h e f o l l o w i n g : " . . . p o s i t i v e s a n c t i o n 
o f t op management i s a p p a r e n t l y necessary f o r t h e success of t he program, e i t h e r 
by i t s pe rsona l commitment and invo lvement , by i t s o f f i c i a l power, o r , a t t he 
very l e a s t by i t s w i l l i n g n e s s no t t o undercut the program. To the e x t e n t t h a t 
these data i n d i c a t e g r e a t e r o r less e f f e c t i v e n e s s of any p a r t i c u l a r form o f sanc
t i o n , t hey suggest t h a t t h e r e i s more t o be ga ined by s a n c t i o n i n g t h rough the 
power o f o f f i c e than by persona l commitment a l o n e . . . t h e f i n d i n g s sugges t t h a t a 
change program, t o be e f f e c t i v e , must be geared i n t o the wo rk ing system o f t h e 
o r g a n i z a t i o n . " 

TOPICS 

Change Forces Manager ia l G r i d 
Change S t r a t e g y Survey Feedback 
Labora to ry T r a i n i n g 

Bowers, D.G. P e r s p e c t i v e s i n o r g a n i z a t i o n a l development. Techn ica l 
Repor t t o the O f f i c e o f Naval Research, 1970. ( A v a i l a b l e f rom 
Defense Documentat ion Cen te r , Cameron S t a t i o n , A l e x a n d r i a , Va. ) 

"A t h e o r e t i c a l s ta tement o f problems i n o r g a n i z a t i o n a l development a r e a , t h i s 
r e p o r t r e v i e w s aspects o f change p r a c t i c e w i t h major t h e o r e t i c a l i m p l i c a t i o n s 
and f o r m u l a t e s a s e r i e s o f researchab le q u e s t i o n s . I t a l s o covers t h e p o t e n t i a l 
re levance o f c e r t a i n p a r t s o f c l i n i c a l p r a c t i c e and l e a r n i n g theo ry t o t h e p r o 
blem o f o r g a n i z a t i o n a l deve lopment . " 

TOPICS 

A t t i t u d e / A t t i t u d e Change 
A u t h o r I t a r I an Ism 
Behav io r Change. 
Change-Agent 
Change Processes 
Change S t r a t e g y 
C o g n i t i v e Change 
C o n s u l t a t i o n 
Di agnos i s / E v a I u a t I on 

Lea rn1ng 
O r g a n i z a t i o n E f f e c t i v e n e s s 
O r g a n i z a t i o n Goal /Task 
Planned Change 
Res is tance t o Change 
S e n s i t i v i t y T r a i n i n g 
T-Group 
Therapy 

Bowers, D.G. 0D techn iques and t h e i r r e s u l t s in 23 o r g a n i z a t i o n s : 
The Mich igan 1CL s t u d y . Journal of Applied Behavioral Science. 
1973, 9 ( \ ) , 21 -43 . * 

"Data c o l l e c t e d by use o f t h e Survey o f O rgan i za t i ons q u e s t i o n n a i r e f rom more 
than 14, 000' respondents i n 23 o r g a n i z a t i o n s which p a r t i c i p a t e d i n t h e I n t e r 
company L o n g i t u d i n a l Study a re ana lyzed In terms of t h e o r g a n i z a t i o n a l d e v e l o p 
ment t r e a t m e n t s which i n t e r vened between p re and post -measures . Four exper imen
t a l t r e a t m e n t s (Survey Feedback, I n t e r - P e r s o n a l Process C o n s u l t a t i o n , Task P r o 
cess C o n s u l t a t i o n , and Labo ra to ry T r a i n i n g ) and two c o n t r o l t r ea tmen ts (Data 
Handback and No Treatment ) a re compared t o de te rmine t h e i r compara t i ve a s s o c i a 
t i o n s w i t h improved o r g a n i z a t i o n a l f u n c t i o n i n g as measured by the q u e s t i o n n a i r e . 

21 



The r e s u l t s i n d i c a t e t h a t Survey Feedback was assoc ia ted w i t h s t a t i s t i c a l l y s i g 
n i f i c a n t improvement on a m a j o r i t y of measures, t h a t I n t e r p e r s o n a l Process Con
s u l t a t i o n was a s s o c i a t e d w i t h improvement on a m i n o r i t y of measures, t h a t Task 
Process C o n s u l t a t i o n was a s s o c i a t e d w i t h l i t t l e o r no change, and t h a t Labora to ry 
T r a i n i n g and No Treatment were a s s o c i a t e d w i t h d e c l i n e s . In a d d i t i o n , o r g a n i z a 
t i o n a l c l i m a t e emerges as a p o t e n t i a l l y ex t reme ly impor tan t c o n d i t i o n e r o f these 
r e s u l t s , w i t h Survey Feedback appear ing as the on l y t r ea tmen t a s s o c i a t e d w i t h 
s u b s t a n t i a l improvement i n t he v a r i a b l e s of t h i s doma in . " 

TOPICS 

Change Processes Process C o n s u l t a t i o n 
Change S t r a t e g y Survey Feedback 
Change Technology Survey of O r g a n i z a t i o n s 
C l ima te Work Group 
Labora tory T r a i n i n g 

Bowers, O.G. & F r a n k l i n , J . F . Survey-gu ided development: Using human 
resources measurement i n o r g a n i z a t i o n a l change. Journal of Contem
porary Business, 1972, 1 ( 3 ) , 43 -55 . 

The au thors p r e s e n t a d e s c r i p t i o n t o g e t h e r w i t h t he r a t i o n a l e and assumpt ions 
u n d e r l y i n g an approach t o improv ing o r g a n i z a t i o n a l f u n c t i o n i n g based on the use 
of survey measurement. Surveys are presented as the b a s i c measurement t o o l use
f u l f o r (a) d iagnos ing o r g a n i z a t i o n a l f u n c t i o n i n g i n c l u d i n g system p r o p e r t i e s o f 
o r g a n i z a t i o n s , (b ) p r o v i d i n g i n f o r m a t i o n t h a t serves as a bas is f o r t he feedback 
p r o c e s s , and ( c ) assess ing changes produced by a t tempts aimed a t improv ing o r 
gan i z a t i o n a I f u n c t i o n i n g . 

In a d d i t i o n t o p r o v i d i n g a model of su rvey -gu ided development, t h e au tho r s des
c r i b e t h e change-agent r o l e and t h e m o t i v a t i n g processes i n h e r e n t in t h i s ap
proach to. o r g a n i z a t i o n a l Improvement. 

Change-Agent 
Change Goals 
Change Processes 
Change S t r a t e g y 
D i a g n o s i s / E v a l u a t i o n 
Feedback 

Human O r g a n i z a t i o n 
Measurement 
Mot i v a t ion 
Survey Feedback 
System Approach 
Therapy 

Bowers, D.G. & Norman, R. S t r a t e g i e s f o r changing an o r g a n i z a t i o n . 
Innovation, 1969, 1, 50 -55 . 

A p lea i s made f o r s y s t e m a t i c o r g a n i z a t i o n a l development e f f o r t s which take i n t o 
account the n e c e s s i t y o f c o m p a t i b i l i t y between s o c i a l and t e c h n i c a l components' o f 
sys tems. " . . . A program o f p lanned o r g a n i z a t i o n a l change shou ld a v o i d two m i s 
t a k e s . The f i r s t i s changing one c o n d i t i o n e x c l u s i v e l y f o r a l l , o r even f o r most 
g roups . Second, t h e program shou ld no t i gnore o r deny the re levance o f t he s y s 
tem and i t s f u n c t i o n i n g i n f a v o r of p roduc ing ' b e t t e r p e o p l e ' . " 
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S o l i d i n f o r m a t i o n about t he system t o be changed as w e l l as o t h e r systems i s 
viewed as a necessary bas i s f o r ichange. " . . . A n y change t r e a t m e n t should be based 
upon s o l i d i n f o r m a t i o n about how o t h e r , more e f f e c t i v e o r g a n i z a t i o n s f u n c t i o n ; 
second, research should be done i n t o t h e na tu re o f t h e o r g a n i z a t i o n t o be 
changed . " The au thors s t r o n g l y emphasize t h e need f o r " . . .measurement t h a t i s 
p r e c i s e , a c c u r a t e , c o n c e p t u a l l y sound and r e l e v a n t . " 

The d i a g n o s t i c and t h e r a p e u t i c process o f a change e f f o r t are conceived as sepa
r a t e but r e l a t e d . 

TOPICS 

Di agnosi s / E v a l u a t i o n Soc io -Techn ica I Systems 
Measurement Therapy 

Bowers, D.G. & Seashore, S .E. Changing the s t r u c t u r e and f u n c t i o n i n g o f an 
o r g a n i z a t i o n . In W.M. Evan ( e d . ) . Organizational experiments: Labora
tory and field research. New Yo rk : Harper & Row, 1971, 185-201. 

Th is chap te r desc r ibes a m u I t i - f a c e t e d change e f f o r t i n a l a rge packaging mate r 
i a l s , f i r m . The s tudy under taken in c o n j u n c t i o n wi.th t he change p r o j e c t focused 
oh seve ra l p r o p o s i t i o n s concern ing o r g a n i z a t i o n a l improvement: " . . . a n o r g a n i z a 
t i o n ' i s l i k e l y t o ach ieve i t s purposes b e t t e r : Ca) i f t h e r e i s an emphasis on 
t h e work g r o u p , r a t h e r than e x c l u s i v e l y on t h e i n d i v i d u a l , as t he u n i t super 
v i s e d , (b ) i f t h e r e i s a h i gh r a t e of i n t e r a c t i o n and mutual i n f l u e n c e among work 
group members, (c ) i f t h e r e i s a h i gh degree o f p a r t i c i p a t i o n in dec i s i on -mak ing 
and c o n t r o l a c t i v i t i e s in t h e lower eche lons o f t h e o r g a n i z a t i o n , and (d) i f 
s u p e r v i s o r s p r o v i d e t o subo rd ina tes a h i gh degree of s u p p o r t l v e n e s s . " 

" I n g e n e r a l , t he re i s ev idence s u p p o r t i n g the v a l i d i t y o f the p r o p o s i t i o n s em
bodied i n t h e s tudy d e s i g n , b u t t h i s ev idence is no t so s t r o n g and w e l l - c o n t r o l -
led f rom con found ing i n f l u e n c e s as t o be c o n c l u s i v e . " 

Change S t r a t e g y 
Con t ro l 
Dec is ion-Mak ing 
Group Processes 

TOPICS 

I n f I uence 
P a r t i c i p a t i o n 
Suppor t 
Work Group 

B r a d f o r d , L.R. & M i a l , D .J . Human r e l a t i o n s l a b o r a t o r y t r a i n i r i g . In 
R.L. C r a i g 4 L.R. Bi I l e i ( e d s . J , Training and development handbook. 
New Yo rk : McGraw-H i l l , J967, 251-266. 

A r a t i o n a l e i s p rov ided f o r t h e use of l a b o r a t o r y t r a i n i n g as a means of a c h i e v 
ing necessary aspects of management development. Laboratory t r a i n i n g i s s a i d t o 
meet t he f o l l o w i n g c o n d i t i o n s of l e a r n i n g : (a) exposure o f b e h a v i o r , Cb) f e e d 
back, ( c ) atmosphere, (d) knowledge as a map, (e) e x p e r i m e n t a t i o n and p r a c t i c e , 
( f ) a p p l i c a t i o n , and Cg) l e a r n i n g how t o l e a r n . 
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Brown, L.D. "Research A c t i o n " : O r g a n i z a t i o n a l f eedback , unde rs tand ing , and 
change. Journal of Applied Behavioral Science, 1972, 8 ( 6 ) , 6 9 7 - 7 1 1 . 

The au tho r focuses on a mutual exchange o f i n f o r m a t i o n between researchers and 
c l i e n t s as a c r i t i c a l e lement f o r d iagnos ing and a f f e c t i n g change i n a system. 
A case s tudy o f o r g a n i z a t i o n a l d i agnos i s and feedback i n a school leads t o t he 
f o l l o w i n g c o n c l u s i o n : " . . . i n f o r m a t i o n s h a r i n g between i n v e s t i g a t o r and respon
dent a f f e c t s both t h e q u a l i t y o f r e l a t i o n s h i p between them and t h e adequacy of 
t h e d i a g n o s i s . " 

An i n t e r a c t i v e model i s p resented sugges t i ng t h a t "The responden t ' s a c t i o n i s 
c o n t i n g e n t o n . . . h i s d i agnos i s of t he i n v e s t i g a t o r , which i s based in t u r n o n . . . 
t h e i n v e s t i g a t o r ' s a c t i o n s and h i s d i a g n o s t i c a c t i v i t i e s . . . . " A c t i o n and r e 
search a re v iewed.as be ing p o t e n t i a l l y s y n e r g i s t i c in some s i t u a t i o n s even though 
they may be c o m p e t i t i v e a c t i v i t i e s i n o t h e r s i t u a t i o n s . 

Buchanan, P.C. Labora tory t r a i n i n g and o r g a n i z a t i o n a l development . 
Administrative Science Quarterly, 1969, 14 ( 3 ) , 466-480 . 

A rev iew I s p resen ted o f s t u d i e s f rom 1964 t o 1968 us ing l a b o r a t o r y t r a i n i n g in 
human r e l a t i o n s programs t o enhance the e f f e c t i v e n e s s of o r g a n i z a t i o n s . 

The va lues o f l a b o r a t o r y t r a i n i n g a re noted as f o l l o w s : " C D I t f a c i l i t a t e s p e r 
sonal growth and development , and thus can be o f va l ue t o t h e i n d i v i d u a l who 
p a r t i c i p a t e s . (2 ) I t accompl ishes changes In i n d i v i d u a l s which acco rd ing t o 
seve ra l t h e o r i e s a re Impor tan t In e f f e c t i n g change i n o r g a n i z a t i o n s and i n e f f e c 
t i v e l y managing o r g a n i z a t i o n s . " 

The s t u d i e s p r e s e n t a mixed p i c t u r e o f t h e e f f e c t i v e n e s s o f l a b o r a t o r y t r a i n i n g . 
"The ev idence r a t h e r c l e a r l y I n d i c a t e s t h a t l a b o r a t o r y t r a i n i n g has a p r e d i c t a 
b l e and s i g n i f i c a n t impact on most p a r t i c i p a n t s ; y e t i t i s a l s o c l e a r t h a t f rom 
the s t a n d p o i n t o f o r g a n i z a t i o n a l improvement, l a b o r a t o r y t r a i n i n g by i t s e l f i s 
n o t e n o u g h . " 

TOPICS 

A c t i o n Research 
Diagnos i s / E v a I u a t l o n 
Feedback 

S e l f - P e r c e p t i o n 
Q u e s t i o n n a i r e 

Time Se r i es Ques t i onna i r e 
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Bunker , D.R. I n d i v i d u a l a p p l i c a t i o n o f l a b o r a t o r y t r a i n i n g . Journal 
of Applied Behavioral Science, 1965, 1 ( 2 ) , 131-147. 

"Data are.presented from a study of perceived behavior changes one year after 
participation in training. Participants are seen by co-workers as increasing 
significantly more than controls in cognitive openness, behavioral skill, and 
understanding of social processes. Long-range changes are correlated with learn
ing measures at time of training." 

F ind ings seem t o i n d i c a t e t h a t " . . . t h e long- term.outcomes o f l a b o r a t o r y educa t i on 
tend t o be inc reased c a p a c i t y f o r a d a p t i v e o r i e n t a t i o n t o t h e i r p a r t i c u l a r s i t u a 
t i o n r a t h e r than t h e s t e r e o t y p e d enactment o f an i deo logy . The r o o t s o f such be
h a v i o r changes l i e i n improved methods o f c o l l e c t i n g and p rocess ing i n f o r m a t i o n 
about t he o r g a n i z a t i o n a l env i ronment and inc reased personal freedom t o a c t on the 
bas is o f t h a t i n f o r m a t i o n . " 

"There i s s t r o n g ev idence t h a t g roups , i n d i v i d u a l s , and e n t i r e t r a i n i n g programs 
have d i f f e r e n t i a l l e a r n i n g outcomes; b u t as y e t t h e r e i s no s y s t e m a t i c ev idence 
concern ing t h e l i n k s between p a r t i c u l a r components and observed a p p l i c a t i o n s . " 

TOPICS 

A d a p t a t i o n Labora to ry T r a i n i n g 
Data C o l l e c t i o n T r a n s f e r o f T r a i n i n g 
Durab i I i t y o f T r a i n i n g 

Bunker , D.R. & Knowles, E.S. Comparison o f behav io ra l changes r e s u l t i n g 
f rom human r e l a t i o n s t r a i n i n g l a b o r a t o r i e s o f d i f f e r e n t l e n g t h s . 
Journal of Applied Behavioral Science, 1967, 3 ( 4 ) , 505-523. 

Behav io ra l changes i n back-home_ s e t t i n g s are r e p o r t e d f o r groups o f persons who 
p a r t i c i p a t e d i n two- and th ree-week human r e l a t i o n s l a b o r a t o r i e s . Changes a re 
r e p o r t e d by means o f a Behav ior Change D e s c r i p t i o n q u e s t i o n n a i r e (Bunker , 1965) 
g i ven 8 t o 10 months a f t e r t r a i n i n g . The q u e s t i o n n a i r e was completed by the sub
j e c t and seven co-workers ( s u p e r i o r s , p e e r s , s u b o r d i n a t e s ) . 

"Two interrelated measures of change were derived from the questionnaires: the 
'total change score, ' composed of those behavior changes which are mentioned by 
two or more persons in d set of descriptions." 

"Both the perceived change score and the verified change score repeal more 
changes made by the three-week sample...the three-week laboratory participants 
made more overt, pro-active changes, as opposed to the more passive, attitudinal 
changes made by ifie two-week sample." 

TOPICS 

A t t i t u d e / A t t i t u d e Change 
Behav ior Change 
Behav ior Change D e s c r i p t i o n 

Q u e s t i o n n a i r e 

Human R e l a t i o n s T r a i n i n g 
T r a n s f e r o f T r a i n i n g 
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Burke , R. L. & Benn is , W.G. Changes i n p e r c e p t i o n of s e l f "and o t h e r s 
d u r i n g human r e l a t i o n s t r a i n i n g . Human Relations, 1961, 14, 165-182. 

P a r t i c i p a n t s In three-week human r e l a t i o n s t r a i n i n g groups completed the Group 
Semantic D i f f e r e n t i a l i ns t rument d u r i n g the midd le o f t h e f i r s t week and t h e 
l a t t e r p a r t o f t he t h i r d week. Each p a r t i c i p a n t completed the 19 b i p o l a r r a t i n g s 
f o r (a ) s e l f , (b) i d e a l , and ( c ) o t h e r . 

A f a c t o r a n a l y s i s o f t he Ins t rument showed t h r e e f a c t o r s t h a t accounted f o r 86 
per cen t of t he t o t a l v a r i a n c e : {a ) f r i e n d l i n e s s - e v a l u a t i o n , (b ) dominance-
po tency , and ( c ) p a r t i c i p a t i o n - a c t i v i t y . 

S i g n i f i c a n t changes over t i m e were found i n t h e p e r c e p t i o n o f group members, as 
f o l l o w s : p r o f i l e s i m i l a r i t y between p e r c e i v e d a c t u a l s e l f and pe rce i ved idea l 
s e l f i n c r e a s e d ; changes i n pe rce i ved a c t u a l s e l f were g r e a t e r t han changes i n 
pe rce i ved idea l s e l f ; p r o f i l e s i m i l a r i t y between the I n d i v i d u a I ' s pe rce i ved ac 
t u a l s e l f and mean p e r c e p t i o n o f him by o t h e r s i nc reased ; changes i n t he pe rcep 
t i o n o f t he i n d i v i d u a l by o t h e r s were g r e a t e r than changes in t h e i n d i v i d u a l ' s 
p e r c e p t i o n o f ac tua l s e l f ; va r i ance between members, in t h e i r p e r c e p t i o n o f i n d i 
v i d u a l s on the p a r t i c i p a t i o n - a c t i v i t y d imens ion , decreased. 

TOPICS 

Group Semantic D i f f e r e n t i a l Human R e l a t i o n s T r a i n i n g 
Ins t rument Se l f -Concep t 

Bu rke , W.W. A comparison o f management development and o r g a n i z a t i o n 
development . Journal of Applied Behavioral Soience, 1971, 7 ( 5 ) , 
569-579. 

In an e f f o r t t o c l a r i f y t he c o n c e p t u a l i z a t i o n and p r a c t i c e o f o r g a n i z a t i o n d e v e l 
opment, management development and o r g a n i z a t i o n development a re compared on s i x 
d imens ions : "(a) reasons f o r use, Cb) g o a l s , ( c ) t y p i c a l i n t e r v e n t i o n s , (d) t i m e 
f rame, ( c ) s t a f f r e q u i r e m e n t s , and ( f ) v a l u e s . (See a l s o Burke and Schmid t , 
1970) 

TOPICS 

Change S t r a t e g y Management T r a i n i n g / 
I n t e r v e n t i on DeveIopment 

VaIues 

Burke , W.W. The demise of o r g a n i z a t i o n development . Journal of Con~ 
temporary Business, 1972, 2 " ( 3 ) , 57 -63 . 

Burke r a i s e s t h e q u e s t i o n of whether c u r r e n t a c t i v i t i e s c a l l e d O r g a n i z a t i o n D e v e l 
opment a re a c t u a l l y p lanned e f f o r t s t o change an o r g a n i z a t i o n ' s c u l t u r e o r a r e 
mere ly f a c i l i t a t i n g an a d a p t a t i o n t o changes t h a t occur i n t h e o r g a n i z a t i o n ' s 
env i ronment. 

26 



"What then i s 00? I t i s a p lanned, sus ta i ned e f f o r t fo change an o r g a n i z a t i o n ' s 
c u l t u r e . From what t y p e o f c u l t u r e t o what o t h e r k ind? From a c l osed c u l t u r e , 
c h a r a c t e r i z e d by dec i s i on -mak ing ves ted i n a u t h o r i t y of p o s i t i o n ; i n f l e x i b i l i t y 
o r o r g a n i z a t i o n a l s t r u c t u r e ; and one reward s y s t e m . . . t o a c u l t u r e o f openness; 
d e c i s i o n making as a f u n c t i o n of a u t h o r i t y o f e x p e r t i s e , competence, and i n f o r 
m a t i o n ; f l e x i b l e o r g a n i z a t i o n a l s t r u c t u r e s adap t i ve t o changing needs and f u n c 
t i o n s ; and a v a r i a b l e reward sys tem, in which employees have c h o i c e s . " 

Acco rd ing -to Burke , 0D p r a c t i t i o n e r s .are o v e r l y " I n v o l v e d w i t h b i t s and p ieces 
o f 0D t e c h n o l o g y " h e l p i n g o r g a n i z a t i o n s t o adapt b u t n o t f a c i l i t a t i n g s y s t e m a t i c 
e f f o r t s a t p lanned change. He suggests t ha t -more emphasis i s needed in -the area 
o f power c o n f r o n t a t i o n . An e x e r c i s e i s c i t e d as an i l l u s t r a t i o n o f t h e inade
quacy o f some 00 p r a c t i t i o n e r s in d e a l i n g w i t h t h i s a rea . 

TOPICS 

Adap ta t i on Power 
C u I t u r e 

Burke , W.W. & H o r n s t e i n , H.A. ( e d s . ) The s o c i a l techno logy o f o r g a n i z a 
t i o n development . F a i r f a x , V a . : NTL Learn ing Resources C o r p . , 1972. 

Twenty-one read ings a long w i t h b r i e f i n t r o d u c t o r y comments from" the e d i t o r s com
p r i s e t h i s vo lume. The m a j o r i t y o f t h e read ings a re o rgan ized i n s e c t i o n s ac 
co rd ing t o t h e e d i t o r s ' c l a s s i f i c a t i o n of f i v e major t ypes of OD i n t e r v e n t i o n s : 
( I ) t e a m - b u i l d i n g , (2 ) managing c o n f l i c t , (3) t e c h n o - s t r u c t u r a I i n t e r v e n t i o n , (4) 
data feedback, and (5 ) t r a i n i n g . 
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I n t e r g r o u p C o n f l i c t . Robert R. Blak'e, Jane Srygley Mouton, and 
Richard L. Stoma 

Management o f D i f f e r e n c e s . Warren H. Schmidt and Robert Tannenbaum 
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Richard A. Schmuck, Philip J. Runkel, and Daniel Langmeyer 

A L a b o r a t o r y - C o n s u l t a t i o n Model f o r O r g a n i z a t i o n Change. William G. 
Dyer, Robert P. MaddoakB, J. Weldon Moffitt, and William J. Underwood 
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Burke, W.W. & Schmid t , W.H. Pr imary t a r g e t f o r change: The manager o r 
t he o r g a n i z a t i o n ? In W.H. Schmidt led.), Organizational frontiers 
and human values. Be lmont , C a l i f o r n i a : Wadsworth, 1970, 151-174. 

" T h i s a r t i c l e ' s purpose is t o p resen t a way of comparing two bas i c approaches t o 
t he improvement o f manager ia l e f f e c t i v e n e s s w i t h i n an o r g a n i z a t i o n : (a) manage
ment deve lopment—the e d u c a t i o n a l development of individual managers; and (b) 
o r g a n i z a t i o n development (QD)—the development of t h e organizational u n i t s o f 
p e o p I e . " 

Several issues emphasized in t h e a r t i c l e i n c l u d e : (a ) the i n t e g r a t i o n o f t he i n 
d i v i d u a l and o r g a n i z a t i o n , Cb) t he range o f i n t e r v e n t i o n s used i n development 
e f f o r t s , ( c ) t he team as a b a s i c o r g a n i z a t i o n a l u n i t , (d) t he n e c e s s i t y o f a s u p 
p o r t i v e c l i m a t e , and (e ) competencies r e q u i r e d i n a development s t a f f (See a l s o 
Burke , 1971). 

TOPICS 

A c t i o n Research Management T r a i n i n g / 
Change-Agent Development 
I n d f v i d u a f -OrganI r a t ion Survey Feedback 

I n t e r f a c e Team Bu i l d ing /Deve lopmen t 

Bu rns , T. & S t a l k e r , G.M. The management of innovation. London: 
T a v i s t o c k , 1961. 

In t he framework of " m e c h a n i s t i c " and " o r g a n i c " sys tems, t he au thors d e s c r i b e 
changes i n t h e e l e c t r o n i c s i n d u s t r y . The s t u d i e s engaged upon c o n c e n t r a t e on 
" . . . t h e management d i f f i c u l t i e s which seemed p e c u l i a r t o f i r m s engaged In r a p i d 
t e c h n i c a l p rog ress , , and t h e p a r t i c u l a r problem o f g e t t i n g l a b o r a t o r y groups on 
t h e one hand { research—deve lopmen t—des ign ) t o work e f f e c t i v e l y w i t h p r o d u c t i o n 
and s a l e s groups on the o t h e r . " 

" . . . T h e f i n d i n g s o f t h i s research can be p u t i n t o two s t a t e m e n t s : Techn ica l p r o 
g ress and o r g a n i z a t i o n a l development a re aspects o f one and the same t r e n d i n 
human a f f a i r s ; and the persons, who work t o make t hese processes a c t u a l a re a l s o 
t h e i r v i c t i m s . " 

"As the rate of change increases in the technical field, so does the number of 
occasions which demand quick and effective interpretation between people working 
in different parts of the system. As the rate of change increases in the market 
field, so does the need to multiply the points of contact between the concern and 
the markets it Dishes to explore and develop." 

"The s h i f t f rom m e c h a n i s t i c t o o r g a n i c p rocedures , t h e r e f o r e , makes c o n s i d e r a b l e 
demands on i n d i v i d u a l members o f an o r g a n i z a t i o n . In genera l t e r m s , t hey a r e r e 
q u i r e d t o s u r r e n d e r t h e s a f e .determinacy o f a c o n t r a c t u a l r e l a t i o n s h i p w i t h t he 
f i r m f o r one i n which t h e i r o b l i g a t i o n s a re f a r less l i m i t e d , t o r e p l a c e a v iew 
of t h e f i r m as an impersona l , immutable boss by one which regards i t as some
t h i n g kep t i n be ing by t h e s u s t a i n e d c r e a t i v e a c t i v i t y o f themselves and o t h e r 
members, t o cease being ' n i n e - t o - f i v e r s ' and t u r n ' p r o f e s s i o n a l s ' . " 

( 
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Campbe l l , J . P . & Dunne t te , M.D. E f f e c t i v e n e s s of T-group exper iences in 
manager ia l t r a i n i n g and development. Psychological Bulletin, 1968, 
70 ( 2 ) , 73 -104 . 

"Research s t u d i e s r e l a t i n g T-group exper iences t o t he behav io r o f i n d i v i d u a l s i n 
o r g a n i z a t i o n s are rev iewed i n d e p t h . A t t e n t i o n i s a l s o devoted t o summariz ing 
t h e s t a t e d o b j e c t i v e s o f t h e method and i t s t e c h n o l o g i c a l e l emen ts . In a d d i t i o n , 
s p e c u l a t i o n i s o f f e r e d about t he na tu re and v i a b i l i t y o f i m p l i c i t assumpt ions 
u n d e r l y i n g T-group t r a i n i n g . " 

(See a l s o Dunnet te & Campbe l l , 1970) 

C a r r o n , T. Human r e l a t i o n s t r a i n i n g and a t t i t u d e change: A v e c t o r a n a l y 
s i s . Personnel Psychology, 1964, 27, 403-424. 

Supe rv i so rs f rom r e s e a r c h , development , and e n g i n e e r i n g u n i t s o f a chemical com
pany p a r t i c i p a t e d i n human r e l a t i o n s t r a i n i n g over a s i x -mon th p e r i o d . A t t i t u d e 
change In t h i s group was compared w i t h change i n 12 matched c o n t r o l s who had no" 
t r a i n i ng . 

The Leadersh ip Op in ion Ques t i onna i r e and F-sca le were used t o measure s t r u c t u r e , 
c o n s i d e r a t i o n and a u t h o r i t a r i a n i s m a t f o u r p o i n t s in t i m e : (a) be fo re t r a i n i n g , 
(b) a t t he end o f t r a i n i n g , ( c ) s i x months a f t e r t he end o f t r a i n i n g , and (d) 
seventeen months a f t e r the t r a i n i n g had ended. 

D i f f e r e n t ana lyses showed d i f f e r e n t r e s u l t s . Mean scores showed temporary changes 
on a u t h o r i t a r i a n i s m sca les g r e a t e r i n t h e expe r imen ta l group than t h e c o n t r o l s . 
The means a f t e r seventeen months showed no d i f f e r e n c e s . A v e c t o r a n a l y s i s showed 
s i g n i f i c a n t change toward democra t i c a t t i t u d e s i n members o f t h e exper imen ta l 
group b u t no t i n t h e c o n t r o l s . 
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Labora to ry T r a i n i n g 
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T r a n s f e r o f T r a i n i n g 
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A t t i t u d e / A t t i t u d e Change 
A u t h o r i t a r i a n i s m 
Cons i d e r a t i on 
D u r a b i l i t y of Change 

F-Scale 
Human R e l a t i o n s T r a i n i n g 
Leadersh ip Op in ion Q u e s t i o n n a i r e 
S t r u c t u r e 
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C a r t w r i g h t , D. Ach iev i ng change i n p e o p l e : Some a p p l i c a t i o n s o f group 
dynamics t h e o r y . Human Relations; 1951, 4, 381-393. (A l so i n E.P. 
Hoi lander & R.G. Hunt ( e d s . ) . Current perspectives in social psychology. 
New Yo rk : Ox fo rd U n i v e r s i t y P r e s s , 1967, 520-529. ) 

Th is a r t i c l e c i t e s seve ra l i m p o r t a n t s t u d i e s i n suppor t o f a number o f p r i n c i p l e s 
p e r t a i n i n g t o the group as a medium and t a r g e t o f change. 

TOPICS 

Group Change Group Processes 
Group I n f i uence 

C h i n , R. The u t i 1 i t y system models and developmental models f o r p r a c t i -
• t t o n e r s . In W.G. B e n n i s , K.D. Benne, & R. Chin ( e d s . ) . The planning 

of change. New Yo rk : H o l t , R i n e h a r t & W ins ton , 1969, 297-312, 

"The purpose of this paper is to present concepts relevant to, and the benefits 
to be gained from using, a 'system' model and a 'developmental' model in think
ing about human events." The system model i nc ludes the f o l l o w i n g e lements : 
boundary , t e n s i o n , s t r e s s , s t r a i n and c o n f l i c t , e q u i l i b r i u m and "s teady s t a t e , " 
and feedback. 

"By developmental models, we mean those bodies o f t hough t t h a t cen te r around 
growth and d i r e c t i o n a l change. " Several assumpt ions o f such models are p resen ted . 

TOPICS 

Change Models Developmental Model 
Change Processes System Model 
C o n f l i c t / C o n f l i c t Reso lu t i on System Theory 

C h i n , R. & Benne, K.D. General s t r a t e g i e s f o r e f f e c t i n g changes i n 
human sys tems. In W.G. B e n n i s , K.D. Benne, & R. Chin ( e d s . ) . The 
planning of change. New Y o r k : H o l t , R ineha r t & W ins ton , 1969, 3 2 -
59. 

Three s t r a t e g i e s o f d e l i b e r a t e change are i l l u s t r a t e d i n terms o f h i s t o r i c a l de
velopment w i t h regard t o approaches t o change and t h e persons a s s o c i a t e d w i t h 
each s t r a t e g y . The s t r a t e g i e s are te rmed : (a) r a t i o n a l - e m p i r i c a l , (b) no rma t i ve -
r e e d u c a t i v e , and ( c ) p o w e r - c o e r c i v e . 

In f o c u s l n g ' o n the n o r m a t l v e - r e e d u c a t l v e s t r a t e g y , t he range of change-agent i n 
t e r v e n t i o n s and the elements common t o v a r i o u s aspects i n t h i s approach are 
exami ned. 

TOPICS 

Change-Agent Planned Change 
Change S t r a t e g y Prob lem-So lv ing 
Feedback Soc io -Techn l ca l Systems 
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C l a r k , J . V . A hea l t hy o r g a n i z a t i o n . In W.G. B e n n i s , K.D. Benne, & R. 
Chin ( e d s . ) . The planning of change. New Yo rk : H o l t , R i n e h a r t & 
W i n s t o n , 1969, 282-297. 

" ! cons ide r an o r g a n i z a t i o n t o be h e a l t h y i f i t s members observe c e r t a i n uns ta ted 
bu t q u i t e u n i f o r m codes o f behav io r which they accep t as normal t h i n g s t o do , 
p r o v i d e d these codes produce behav io r which a l l o w s a l l l e ve l s o f t h e o r g a n i z a t i o n 
t o meet two b a s i c . b u t d i v e r s e requ i rements—main tenance of t he s t a t u s quo , and 
g r o w t h . " 

" . . . O n ba lance and over t i m e t h e h e a l t h y o r g a n i z a t i o n Is one In which i t s compon
e n t p a r t s — g r o u p and ind iv idua l—somehow manage t o ach ieve an op t ima l r e s o l u t i o n 
o f t h e i r tendenc ies toward e q u i l i b r i u m (main tenance, homeostas is , s t a t u s quo o r 
c a l l i t what you w i I I ) and t h e i r c a p a c i t i e s f o r growth ( e l a b o r a t i o n , c o m p l i c a t i o n , 
d i f f e r e n t i a t i o n , nega t i ve e n t r o p y , o r what n o t ) . " 

" . . . A n y o r g a n i z a t i o n which was s e t up o n l y t o meet t he needs of i n d i v i d u a l s t o 
grow, o r t o p a r t i c i p a t e , o r t o be c r e a t i v e , o r what n o t , and which d i d no t con 
s i d e r the needs of peop le t o form i n t o g r o u p s , o r o f t h e t o t a l o r g a n i z a t i o n t o 
engage i n s a t i s f a c t o r y t r a n s a c t i o n s w i t h o u t s i d e groups such as s t o c k h o l d e r s or 
cus tomers , cannot be cons idered h e a l t h y . " 

C l a r k notes t h a t n e i t h e r humanism nor e f f i c i e n c y can be ach ieved I f e i t h e r i s 
va lued e x c l u s i v e o f t h e o t h e r -
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Goals ( I n d i v i d u a l / O r g a n i z a t i o n Growth 
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Group' Processes Values 
O r g a n i z a t i o n E f f e c t i v e n e s s 

C l a r k , J .V . & C u l b e r t , S.A. M u t u a l l y t h e r a p e u t i c p e r c e p t i o n and s e l f -
awareness i n a T -g roup . Journal of Applied Behavioral Science, 1965, 
1 ( 2 ) , 180-194. 

The f i r s t au tho r t r a i n e d a group o f s t u d e n t s i n two two-hour sess ions per week 
f o r 16 weeks. The group was s t u d i e d t o t e s t two hypotheses : "(1) some members 
would show higher Problem Express ion Sca le (PES) ratings of samples of their 
speech near the end of their group experience than at the beginning* and (Z) the 
members showing the most PES improvement will be those members who enter into the 
most interpersonal relationships in which the members perceive one another as 
high in level of regard* empathy* congruence* and unconditionality of regard." 

Hypothes is I was s u p p o r t e d : Two judges whose r a t i n g s were r e l i a b l y c o r r e l a t e d 
produced r a t i n g s which y i e l d e d p o s i t i v e l y s i g n i f i c a n t changes f o r f ou r Ss , non
s i g n i f i c a n t change f o r f i v e Ss, and a s i g n i f i c a n t nega t i ve change f o r one 5 . The 
second hypo thes i s was suppor ted by s i g n i f i c a n t Xrs r e l a t i n g p o s i t i v e process 
s c a l e changes t o t he number of dyad ic r e l a t i o n s h i p s an S had In which both mem
bers pe rce i ved each o the r as h i gh In t h e r a p e u t i c q u a l i t i e s . " 

The data suggest " . . . t h a t t he T-Group is a genuine t h e r a p e u t i c e x p e r i e n c e , a l 
though some have contended t h a t T-Groups and therapy groups are d i f f e r e n t . 
Fur the rmore , t he p resen t research n o t o n l y suppor t s t h e theo ry t h a t i n t e r p e r s o n a l 
behavior i s the pr ime de te rm inan t o f t h e r a p e u t i c g r o w t h ; i t goes on t o suggest 
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t h a t u n t r a i n e d laymen, g i ven the proper c o n t e x t , can and do a c t t h e r a p e u t i c a l l y 
toward one a n o t h e r . " 
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Problem Express ion Sca le 
Set f -Awareness 

T-Group 
Therapy 

Coch, L. & French, J . R . P . Overcoming r e s i s t a n c e t o change. Human Rela
tions, 1948, I ( 4 ) , 512-533. 

Th is a r t i c l e r e p o r t s a c l a s s i c s tudy In which p a r t i c i p a t i o n was used as a means 
o f s o l v i n g problems caused by changing methods of p r o d u c t i o n . The problems i n 
c luded h igh t u r n o v e r , low e f f i c i e n c y , r e s t r i c t e d o u t p u t , and aggress ion a g a i n s t 
management. 

Three groups of employees were matched f o r (a ) change, (b) e f f i c i e n c y , and ( c ) 
cohes iveness . Each group p a r t i c i p a t e d t o a d i f f e r e n t degree fn t he change. Mem
bers o f one group were mere ly t o l d about t h e changes and why they were needed 
( " N o n - p a r t i c i p a t i o n " , g r o u p ) . Members o f t he second group chose r e p r e s e n t a t i v e s 
t o p a r t i c i p a t e in t he dec i s i on -mak ing process ( " R e p r e s e n t a t i v e - p a r t i c i p a t i o n " 
g r o u p ) . Al I members o f t he t h i r d group p a r t i c i p a t e d In t h e d e c i s i o n - m a k i n g p r o 
cess ( " T o t a l - p a r t i c i p a t i o n " g r o u p ) . 

I t was found t h a t " . . . t h e r a t e of recovery i s d i r e c t l y p r o p o r t i o n a l t o t h e amount 
o f p a r t i c i p a t i o n , and t h a t t he r a t e s o f t u r n o v e r and aggress ion a re i n v e r s e l y 
p r o p o r t i o n a l t o t he amount of p a r t i c i p a t i o n . " 

C r o c k e t t , W.J . Team bu i l d i ng—One approach t o o r g a n i z a t i o n a l development . 
Journal of Applied Behavioral Science, 1970, 6 ( 3 ) , 291-306. 

The s u p e r v i s o r o f a work group i n t he Department of S t a t e desc r i bes exper iences 
and f e e l i n g s d u r i n g a two-day. t e a m - b u i l d i n g mee t i ng . 

The even t focused on t h e work r e l a t i o n s h i p s w i t h i n a group o f e leven pe rsons . 
Data which had been p r e v i o u s l y ga thered through I n t e r v i e w s served as t h e bas i s 
f o r t he mee t i ng . 

The au tho r concludes f rom the exper ience t h a t t e a m - b u i l d i n g i s a use fu l a c t i v i t y 
and t h a t t he Theory Y s t y l e o f management i s a " tough-minded" approach. 
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C u l b e r t , S.A. A c c e l e r a t i n g l a b o r a t o r y l e a r n i n g through a phase p r o g r e s 
s i o n model f o r t r a i n e r I n t e r v e n t i o n . Journal of Applied Behavioral 
Science, 1970, B ( I , ) , 21 -38 . 

A d e s c r i p t i o n of a method f o r a f f e c t i n g the pace o f T-groups i s p r e s e n t e d . A 
weekend group composed of t r a i n e r s ' w ives is desc r i bed w i t h r e f e r e n c e t o t h e 
phase p rog ress i on mode l . 

"The phase p rog ress i on model c o n t a i n s f o u r bas i c e l e m e n t s . . . . These e lements are 
(a ) e x p l i c i t commitment t o s p e c i f i c d r a i n i n g g o a l s , (b) s p e c i f i e d phases f o r 
group p r o g r e s s i o n , ( c ) t echno logy f o r f a c i l i t a t i n g w i t h i n - p h a s e p rocesses , and 
(d) a method f o r s h i f t i n g the g r o u p ' s focus from one phase t o t he n e x t . " 

A t t he end of each phase t h e t r a i n e r i n te rvened w i t h comments r e f e r r i n g t o (a ) 
t he pas t ( p r e v i o u s ) phase, (b ) t h e p resen t ( c u r r e n t ) phase, and ( c ) t h e f u t u r e 
( n e x t t o evo lve ) phase. 

C u l b e r t , S.A. Using research t o gu ide an o r g a n i z a t i o n development p r o j e c t . 
Journal of Applied Behavioral Science, 1972, 8 ( 2 ) , 203-236. 

A case s tudy i s p resented which desc r i bes how research was used In an o r g a n i z a 
t i o n development e f f o r t t o he lp t h e c l i e n t s move f rom a focus on s p e c i f i c p r o 
blems t o a focus on system-wide i s s u e s . 

"The case includes (a) a discussion of the differences in problem-solving per
spectives held by OD consultants and their clients, (b) a description of the 
specific consultant and client differences in the instance under study as well 
as the research and training design worked out to mediate between them, (c) a 
report on how research data were first analyzed to address questions raised at 
the beginning of the study, and then re-analysed and used to suggest directions 
for future action and inquiry, and (d) a discussion of some generalizable lessons, 
derived from the case, for experimenting with change during -times of organiza
tional crisis." 
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A t t i t u d e Toward Renewal Do's and Dont ' s Q u e s t i o n n a i r e 
Personal R e l a t i o n s Survey 
Prob lem-So lv ing 
S e n s i t i v i t y T r a i n i n g 
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Ques t i onna i r e 
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D a l t o n , G.W. I n f l u e n c e and o r g a n i z a t i o n a l change. In G.W. D a l t o n , 
P.R. Lawrence, 4 L.E. G re i ne r ( e d s . ) . Organizational change and 
development. Homewood, I I I . : I rw i n-Dorsey, 1970, 230-258. 

A model o f t he I n f l u e n c e process ^ o r g a n i z a t i o n a l change is p resented and e l a b o 
r a t e d . The model i s based on p rog ress ions th rough the f o l l o w i n g s t a g e s : 

(a) "Tension Experienced within the System" 
(b) "Intervention of a Prestigious Influencing Agent" 
(c) "Individuals Attempt to Implement the Proposed Changes" 
(d) "Hew Behavior and Attitudes Reinforced by Achievement* Social 

Ties* and Internalized Values—Accompanied by Decreasing De
pendence on Influencing Agent" 

TOPICS 

Change Phases I n f l u e n c e 
Change Processes 

D a l t o n , G.W., Lawrence, P .R. , 4 G r e i n e r , L.E. Organizational change and 
development. Homewood, I I I . : Irw i n-Dorsey, 1970. 

Th is book c o n t a i n s a s e r i e s o f case s t u d i e s and read ings which focus on o r g a n i z a 
t i o n a l change. Many o f t he read ings are p a r t i a l l y o r f u l l y r e p r i n t e d f rom p r e v i 
o u s l y p u b l i s h e d works . 
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Human Approaches, H. J. Leavitt 
P a t t e r n s o f O r g a n i z a t i o n a l Change, L.E. Greiner 
A P s y c h o l o g i s t Looks a t Execu t i ve Development, U. Levinson 
The C o n f r o n t a t i o n M e e t i n g , R. Beckhard 
Breakthrough in O r g a n i z a t i o n Development, R.R. Blake* J.S. teuton, 

L.B. Barnes* & L.E. Greiner 
T-Groups f o r O r g a n i z a t i o n a l E f f e c t i v e n e s s , <7. Argyris 
Giv i ng and Rece iv ing Feedback, J. Anderson 
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Labora to ry E d u c a t i o n : Impact on People and O r g a n i z a t i o n s , M.D. 
Dunnette & J.P. Campbell 

M o t i v a t i o n and Behav io r , CM. Lituin & R.A. Stringer, Jr. 
Suggested L i s t f o r Fu r the r Reading i n O r g a n i z a t i o n a l Change and 

DeveIopment 

CONTRIBUTING AUTHORS 

Anderson, J . 
A r g y r i s , C. 
Barnes , L.B. 
Beckhard , R. 

S l a k e , R.R'. Lev i nson , H. 
L i t w i n , G.H. 
Mo r ton , J . S . 
S t r i n g e r , R.A 

Campbe l I , J . P . 
Dunne t te , M.D. 
L e a v i t t , H . J . 
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Change S t r a t e g y 
C o n f r o n t a t i o n 
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Manager ia l G r i d 
Mot i v a t ion 
O r g a n i z a t i o n E f f e c t i v e n e s s 
Res is tance t o Change 
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Development 

D a v i s , S.A. An o r g a n i c p r o b l e m - s o l v i n g method o f o r g a n i z a t i o n a l change. 
Journal of Applied Behavioral Science, 1967, 3 ( I ) , 3 - 2 1 . 

An argument i s p resen ted a g a i n s t a " s o f t " I n t e r p r e t a t i o n o f McGregor i n the con 
t e x t o f d e s c r i b i n g o r g a n i z a t i o n a l development a c t i v i t i e s and genera l p h i l o s o p h i e s 
a t TRW Systems. 

An emphasis on c o n f r o n t a t i o n i s c r e d i t e d w i t h h e l p i n g t o Improve r e l a t i o n s h i p s 
between i n t e r d e p e n d e n t i n d i v i d u a l s and g roups . "There i s no t r e a l g r o w t h , t he re 
i s no r e a l development i n t he o r g a n i z a t i o n o r i n t he i n d i v i d u a l s w i t h i n i t , i f 
they do n o t c o n f r o n t and deal d i r e c t l y w i t h t h e i r p rob lems. They can g e t t o 
ge the r and share f e e l i n g s , bu t i f t h a t ' s a l l they do, i t ' s mere ly a c a t h a r s i s . " 

The use o f t a s k - r e l a t e d l a b o r a t o r i e s a re seen as u s e f u l . L a b o r a t o r i e s a re des
c r i b e d t h a t i n v o l v e t h r e e major e l emen ts : (a) p re -work o r i e n t a t i o n sess ions t o 
p resen t some t h e o r y and r a t i o n a l e f o r us ing l a b o r a t o r i e s , q u e s t i o n s and responses 
f rom t r a i n e r s , and q u e s t i o n s f o r p a r t i c i p a n t s t o t h i n k abou t ; (b> a t h r e e - o r 
f o u r - d a y l a b o r a t o r y ; ( c ) t h r e e o r f o u r o n e - n i g h t sess ions t o d i scuss c a r r y o v e r of 
t he l a b o r a t o r y expe r ience t o t he j o b . 

D a v i s , S.A. B u i l d i n g more e f f e c t i v e teams. Innovation, 1970, 15, 3 2 - 4 1 . 

A d i s t i n c t i o n i s made between team b u i l d i n g and T -g roups . T-groups a r e temporary 
and have' as t h e i r main goal i n d i v i d u a l l e a r n i n g . Team b u i l d i n g , on t h e o t h e r 

TOPICS 

C o n f r o n t a t i o n 
Labora to ry T r a i n i n g 

ProbI em-Solv i ng 
Team Bu i l d i ng /Deve lopmen t 
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hand, i s desc r i bed as " . . . i n t r o s p e c t i o n among a group of people who work t o g e t h e r 
more o r less c o n t i n u o u s l y . " 

For team b u i l d i n g t o be e f f e c t i v e , t h r e e elements are necessary : (a ) t i m e , Cb) 
p a r t i c i p a t i o n by a l l members o f t h e team, and Cc) a c o n s u l t a n t who i s no t a com
p l e t e s t r a n g e r t o t h e g roup . 

The c o n s u l t a n t s t r i v e s f o r two t h i n g s i n team b u i l d i n g : (a ) "One Is g e t t i n g the 
team members t o r e a l l y hear each o t h e r and t o understand t h e issues i n a r e l a 
t i v e l y nondefens lve way . " (b ) "The s e c o n d . . . i s a r e a l i z a t i o n on the p a r t 'of team 
members t h a t t h e r e are a l t e r n a t i v e s t o the p resen t way o f f u n c t i o n i n g . " 

Deep, S . D . , Bass , B . , & Vaughan, J .A . Some e f f e c t s on bus iness gaming 
o f p rev i ous q u a s i - T group a f f i l i a t i o n s . Journal of Applied P&yehology, 
1967, S3 ( 5 ) , 426 -431 . 

Success i n a bus iness game i s used as a means1 o f j u d g i n g t h e e f f e c t s o f f a m i l i a r 
i t y , cohes i veness , and ease o f communicat ions between members o f a work ing g roup . 

The f i n d i n g s were c o n t r a r y t o e x p e c t a t i o n s . The f i n d i n g s " . . . s u g g e s t t h a t i n 
groups c a l l e d upon t o make many complex d e c i s i o n s under c o n s i d e r a b l e t ime p r e s 
s u r e , t f ie f a m i l i a r i t y , cohes iveness , and ease o f communicat ions genera ted by com
mon p rev ious T-group expe r i ence may h inde r r a t h e r than h e l p genera te adequate 
d e c i s i o n s . " 

Dunne t te , M.D. People f e e l i n g : Joy more j o y , and t h e "Slough o f Despond." 
Journal of Applied Behavioral Science, 1969, 5 ( I ) , 25 -44 . 

Dunnette s t a t e s t h a t even though t h e r e Is genera l d isenchantment w i t h s t u d i e s 
done on T - g r o u p s , t hey p robab ly are e f f e c t i v e i n changing behav io rs i n back-home 
s e t t i ngs . 

A major goal o f T-groups Is d e s c r i b e d as f o l l o w s : " ; . . t o make p e r c e i v e r s more 
aware .o f t h e l r ' o w n perceptua l f i l t e r s , t o h e l p them be more-aware o f and s e n s i 
t i v e t o t h e a t t r i b u t e s of S p e c i f i c Others In t h e i r s o c i a l w o r l d s . " 

A s tudy i s desc r i bed t h a t t e s t e d whether an increased a b i l i t y t o d i f f e r e n t i a t e 
among o t h e r s was developed In T -g roups . The s tudy con ta ined bo th T-groups and 
c o n t r o l groups t h a t met f o r t h e same p e r i o d s of t i m e b u t engaged I n . d i f f e r e n t 
a c t i v i t i e s . Paper -and-penc i I i ns t rumen ts and tapes were used t o assess changes. 
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" . . . G r e a t e r empathy was developed In e x a c t l y those groups showing more and a 
h ighe r q u a l i t y o f i n t e r p e r s o n a l i n t e r a c t i o n . Moreover , t h i s increase i s no t a 
r e s u l t o f p e r c e i v e r ' s a d o p t i n g s t r a t e g i e s o f s t e r e o t y p e o r assumed s i m i l a r i t y , 
but i s i ns tead a measure of t h e i r inc reased a b i l i t y t o d i f f e r e n t i a t e a c c u r a t e l y 
among S p e c i f i c Others i n t h e i r g r o u p . " 

Dunne t te , M.D. Should your people t a k e s e n s i t i v i t y t r a i n i n g ? Innovation, 
1970, 14, 42 -55 . 

S i x s tages o f T-group development are p r e s e n t e d : 
" ( I ) Escaping from l o n e l i n e s s 

(2 ) P r o v i d i n g warmth and suppo r t 
(3) Learn ing sensory and emot iona l s e n s i t i v i t y and be ing ab le t o 

t o l e r a t e a n x i e t y 
(4) Unders tand ing onese l f and o t h e r s 
(5 ) Learn ing t o change I n t e r p e r s o n a l behav io r 
(6 ) Reso lv ing c o n f l i c t s " 

Stages One th rough Three a re desc r i bed as r e c r e a t i o n a l s t a g e s . Four th rough 
S ix a re l e a r n i n g s t a g e s . 

Several problems are sugges ted : (a ) The leader f a i l s t o s t a t e h i s o b j e c t i v e s , 
(b) The group f a l l s t o pass th rough e a r l y s tages In an a t t emp t t o reach s tage 
f o u r , ( c ) Groups d o n ' t g e t pas t t h e d i a g n o s t i c stages, t o behav io ra l r e e d u c a t i o n , 
(d) T r a i n e r s are hung up a t c e r t a i n s tages arid c a n ' t t a k e the group beyond them. 

An argument i s made aga ins t I n c l u d i n g people f rom the same o r g a n i z a t i o n in t h e 
same g roup . 

Dunne t te , M.D. & Campbel l , J . P . Labora to ry e d u c a t i o n : Impact on people 
and o r g a n i z a t i o n s . In G.W. O a l t o n , P.R. Lawrence, & L.E. Gre iner ( e d s . ) . 
Organisational change and development. Homewood, M l . : I rw in -Do rsey , 
1970, 347-376. 

T h i s .is a r e s u l t o f t he most complete rev iew o f t h e l i t e r a t u r e on l a b o r a t o r y 
t r a l n i ng t o d a t e . 
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"By l a b o r a t o r y educa t i on we mean those personnel and o r g a n i z a t i o n a l development 
and t r a i n i n g courses which combine t r a d i t i o n a l t r a i n i n g f e a t u r e s — s u c h as l ec 
t u r e s , group p r o b l e m - s o l v i n g s e s s i o n s , and r o l e - p l a y i n g — w i t h T-group o r s e n s i 
t i v i t y t r a i n i n g t echn iques . 

" . . . T h e r e i s l i t t l e f i r m ev idence o f any s i g n i f i c a n t change i n a t t i t u d e , o u t l o o k , 
o r i e n t a t i o n , o r view o f o t h e r s as a r e s u l t o f T-group t r a i n i n g . " " . . . E v i d e n c e in 
f a v o r o f any c l a ims t h a t l a b o r a t o r y educa t i on can increase o r change i n t e r p e r s o n 
al awareness, ' s e I f - i n s i g h t ' , o r i n t e r p e r s o n a l s e n s i t i v i t y i s very n e a r l y non
e x i s t e n t . " 

" . . . T h e ev idence o f t r a i n i n g - p r o d u c e d changes i n j o b b e h a v i o r , though p r e s e n t , i s 
s e v e r e l y l i m i t e d by two major c o n s i d e r a t i o n s we have ment ioned . F i r s t , t he many 
sources of b i a s c o n s t i t u t e compet ing e x p l a n a t i o n s f o r t h e r e s u l t s o b t a i n e d . 
Second, none o f t he s t u d i e s y i e l d s any ev idence t h a t t he change i n j o b behav io r 
have any f a v o r a b l e e f f e c t on ac tua l performance e f f e c t i v e n e s s . " 

" I n s p i t e o f . . . e s s e n t i a I l y nega t i ve r e s u l t s on o b j e c t i v e measures, i n d i v i d u a l s 
who have been t r a i n e d by l a b o r a t o r y educa t i on methods a re more l i k e l y t o be seen 
as changing t h e i r j o b behav io r than are i n d i v i d u a l s i n s i m i l a r j o b s e t t i n g s who 
have no t been t r a i n e d . These r e p o r t e d changes a re in t h e d i r e c t i o n o f more open
ness , b e t t e r s e l f - and i n t e r p e r s o n a l unde rs tand ing , and improved communicat ions 
and leadersh ip s k i l l s . " 

(See a l s o Campbell 4 Dunnet te , 1968) 

TOPICS 

A t t i t u d e / A t t i t u d e Change Se l f -Awareness 
Behav io r Change S e n s i t i v i t y T r a i n i n g 
Commun i c a t i ons T-Group 
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Dyer, W.G. , Maddocks, R . F . , M o f f i t t , J .W. , & Underwood, W . J . A 
l a b o r a t o r y - c o n s u l t a t i o n model f o r o r g a n i z a t i o n a l change. Journal 

of Applied Behavior Science, 1970, 6 ( 2 ) , 211-227. 

A case s tudy of an o r g a n i z a t i o n a l development e f f o r t f o c u s i n g on the problems o f 
e n t r y and t r a n s f e r i s p resen ted . "The major feature of the project reported here 
...ie an attempt to optimize both entry methods and transfer activities by a sin
gle developmental approach which includes the unique feature of using laboratory 
training to build a consulting relationship between internal consultants and 
their operating managers in an industrial organization." 

The design used i nc luded f o u r p a r t s : "(a) laboratory training as an initiating 
vehicle, (b) the use of internal Trainer-Consultants, (c) the use of data collec
tion and feedback, and (d) a single management and organizational conceptual 
framework." 

"Initial results from back-home application within the organization indicate that 
these^ design features have reduced the entry and transfer problems experienced in 
utilizing laboratory learnings in organization development. Bowever, certain 
problems still exist in transfer of learning, namely: uneven skill on the part 
of the managers to implement laboratory learnings, some lack of skill on the 
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part of the Tvainer-Consultanta to-intervene effectively* and the existence of 
certain organization conditions that do not support change." 
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Ski I I 
T ra i ner 
T rans fe r o f T r a i n i n g 

E lden , J . H . , Go lds tone , R., 4 Brown, M.K. The u n i v e r s i t y as an o r g a n i 
z a t i o n a l f r o n t i e r . In W.H. Schmidt ( e d . ) , Organizational frontiers 
and human values. Be lmont , C a l i f o r n i a : Wadsworth, 1970, 8 7 - 1 0 1 . 

U n i v e r s i t i e s a re presented as a model o f knowledge-based o r g a n i z a t i o n s which are 
t o become more s i g n i f i c a n t i n t he f u t u r e . "As s o c i e t y moves, i n t o the p o s t -
i n d u s t r i a l e r a , knowledge-based o r g a n i z a t i o n s become i n c r e a s i n g l y s i g n i f i c a n t . 
P o s t - i n d u s t r i a l s o c i e t y i s above a l l a knowledge-dependent s o c i e t y . I t s o r g a n i 
z a t i o n s a re dependent on h igh l e v e l s o f t e c h n i c a l and p r o f e s s i o n a l e x p e r t i s e and 
i n f o r m a t i o n - h a n d l i n g c a p a c i t i e s . As o r g a n i z a t i o n s f u n c t i o n more on a knowledge 
base, they beg in t o f u n c t i o n more l i k e u n i v e r s i t y o r g a n i z a t i o n s w i t h shared power 
h i g h l y mob i l e members, and n o n - o p e r a t i o n a l g o a l s . " 

Four major themes are d iscussed i n terms o f cha l l enges f o r f u t u r e o r g a n i z a t i o n a l 
development e f f o r t s : (a) c o n f r o n t i n g t h e p o l i t i c s of change; (b) deve lop ing 
I n t e r o r g a n i z a t i o n a l l i n k a g e s ; ( c ) cop ing w i t h r a p i d change; (d) expanding o r g a n i 
z a t i o n a l development p e r s p e c t i v e s . 

" . . . A c o n s u l t a n t does much the same t h i n g whether he i s wo rk ing w i t h one pe rson , 
a smal l g roup , o r a l a rge o r g a n i z a t i o n . He uses h i m s e l f t o he lp a c l i e n t system 
t o e x t e r n a l i z e , t h e . e x p I 1cate ' n o n f i t ' between i n t e r f a c e s o r a long bounda r i es . 
He uses h i m s e l f t o r e l e a s e f o r ces t h a t move toward balance or h e a l t h In human 
systems of any s i z e . He Is always an a i d e o r an i n s t r u m e n t ; he shou ld no t be a 
p r i n c i p a l or an e s s e n t i a l member p a r t y . He p r e c i p i t a t e s a process the substance 
of which comes from the'members. 
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Ferguson, C.K. Concerning t h e n a t u r e o f human systems and t h e c o n s u l 
t a n t ' s r o l e . Journal of Applied Behavioral Science* 1968, 4 ( 2 ) , 
I 79-1 93. 
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The c o n s u l t a n t can do any o f t he f o l l o w i n g t o f u l f i l l h i s r o l e : cap tu re d a t a , 
scan f o r t r o u b l e d i n t e r f a c e s , promote p s y c h o l o g i c a l bond ing , a c t and ana lyze 
p rocess , c l a r i f y f o r m u l a t i o n of i s s u e s , re lease emot iona l p r e s s u r e s , make commu
n i c a t i o n c o n g r u e n t , encourage feedback, serve as plumber and /o r o b s t e t r i c i a n , 
promote a s p i r i t o f i n q u i r y , ana lyze ongoing p rocess , coach and b u i l d teams 
a s s i s t i n t h e management o f c o n f l i c t , promote a proper psycho l o g i c a I c l i m a t e , 
take c a l c u l a t e d r i s k s . 
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Commun i c a t ions Feedback 
C o n f I i c t / C o n f I i c t L inkage 

Resoi u t i o n 

F i n k , S . L . , Beak, J . , & Taddeo, K. O r g a n i z a t i o n a l c r i s i s and change. 
Journal of Applied Behavioral Science, 1971, 7 ( 1 ) , 15-37. 

"...The article describes a four-stage model, beginning m-th an initial period 
of Shock, then a period of Defensive Retreat, followed by Acknowledgement, and 
finally, by a process of Adaptation and Change. The four phases are presented 
as they apply to the individual in crisis and then are extended to incorporate 
organisational parameters." 

The phases a re desc r ibed ; i n terms o f t h e f o l l o w i n g : (a) i n t e r p e r s o n a l r e l a t i o n s , 
(b ) i n t e r g r o u p r e l a t i o n s , ( c ) communicat ion, <d> leadersh ip and d e c i s i o n mak ing , 
(e ) problem h a n d l i n g , ( f ) p l a n n i n g and goal s e t t i n g , (g) s t r u c t u r e . 
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Cr i s i s 
Dec is ion -Mak ing 
Group Development 
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Fordyce, J . K . & Wei I , R. Managing WITH people. Reading, Mass. : 
Add ison-Wesley , 1971. 

Th is volume i s b a s i c a l l y a handbook o f techn iques use fu l f o r v a r i o u s purposes i n 
o r g a n i z a t i o n a l development e f f o r t s . The techn iques t o g e t h e r w i t h a s e r i e s o f 
case s t u d i e s p r o v i d e a view o f s p e c i f i c a c t i v i t i e s engaged upon by managers and 
those f a c i l i t a t i n g o r g a n i z a t i o n development e f f o r t s . 

CONTESTS 

P a r t One MOVE OVER) 
What 's Going On? 

1. What people want 
2 . What 's wrong w i t h our o r g a n i z a t i o n ? 
3. A symptomatology o f o r g a n i z a t i o n a l I l l n e s s and h e a l t h 
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4. Organ i z a t i ona1 deveIopment 
5 . P lan o f t h i s book 
6 . To proceed 

The T h i r d Pa r t y 
1. Two t r a d i t i o n s 
2 . What a T h i r d P a r t y does 
3. Qua I i f i c a t i o n s o f a s k i l l e d T h i r d Parry 
4 . The c l i e n t and the T h i r d Pa r t y 
5. What s o r t o f T h i r d P a r t y he lp do you need? 

P a r t Two FOUR CASE STUDIES 
Case I . Reo rgan i za t i on o f a r e t a i l c h a i n 

Summary o b s e r v a t i o n s 
Case 2 . A problem o f customer r e l a t i o n s i n an aerospace f i 

Summary o b s e r v a t i on 
Case 3. The development o f a t eache r educa t i on program 

Summary o b s e r v a t i o n s 
Case 4 . R e v i t a l i z i n g a d i v i s i o n of an e n g i n e e r i n g company 

Summary o b s e r v a t i o n s 

P a r t Three METHODS 
Meet ings t o B r i n g About Change 

1. The manager 's d i a g n o s t i c team meet ing s e r i e s 
2 . The c o n f r o n t a t i o n g o a l - s e t t i n g meet ing 
3. The f a m i l y group d i a g n o s t i c meet ing 
4 . The o r g a n i z a t i o n m i r r o r 
5 . Force f i e l d a n a l y s i s 
6 . S e n s i t i v i t y t r a i n i n g l a b o r a t o r i e s 
7 . Meet ings f o r two 
8 . The f a m i l y group t e a m - b u i I d i n g meet ing 
9. The i n t e r g r b u p t e a m - b u i l d i n g meet ing 

10. L i f e / c a r e e r p l a n n i n g l a b o r a t o r y 
11 . F o l l o w - t h r o u g h 

Methods f o r F i n d i n g Out What i s Going On 
1. Q u e s t i o n n a i r e s and ins t ruments 
2 . I n t e r v l e w i ng 
3. Sensing 
4 . Pol I i n g 
5 . Col I ages 
6 . Drawings 
7 . Phys ica l r e p r e s e n t a t i o n o f o r g a n i z a t i o n s 

Methods f o r B e t t e r Meet ings 
1 . Char t pads 
2 . Going around t h e room 
3. C r i t i q u i n g 
4 . Subgrouping 
5 . The f i s h b o w l 

Methods f o r Changing t h e Q u a l i t y o f R e l a t i o n s h i p s 
1. RoIe pI ay i ng 
2 . G e t t i n g acqua in ted 
3. Hear ing 
4 . P o s i t i v e feedback 
5 . Making dea ls ( o u t on t h e t a b l e ) 
6 . L ikes and r e s e r v a t i o n s 
7 . Nonverbal encounters 
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TOPICS 

A c t i o n Research 
Change Technology 
C o n f r o n t a t i o n 
Diagnos i s / E v a I u a t i o n 

.Feedback 
Goals < I n d i v i d u a l / 

I n t e r v i e w 
Management 
Role P l a y i n g 
S e n s i t i v i t y T r a i n i n g 
Team Bu i l d ing /Deve lopmen t 
T h i r d - P a r t y 

Organ i z a t i o n a I ) 

F rench , J . R . P . , I s r a e l , I . , and Aas, D. An exper iment on p a r t i c i p a t i o n 
i n a Norwegian f a c t o r y . Human Relations, I960 , 13 C I ) , 3 -19 . 

Th is r e p o r t s an a t t e m p t t o r e p l i c a t e a p rev i ous s tudy on p a r t i c i p a t i o n (Coch & 
F rench , 1948) In ano the r c u l t u r e . 

The hypotheses s t a t e d t h a t t h e r e i s " . . . a p o s i t i v e r e l a t i o n s h i p between p a r t i c i 
p a t i o n and . . . . ( i ) p r o d u c t i o n ; C i i ) management-worker r e l a t i o n s ; ( i i i ) j o b s a t i s 
f a c t i o n . " 

"There was no d i f f e r e n c e between the expe r imen ta l and c o n t r o l groups i n t he l eve l 
o f p r o d u c t i o n . " "W i t h respec t t o worker-management r e l a t i o n s , t h e r e was s u p p o r t 
f o r t h e hypo thes i s t h a t t he e f f e c t s o f p a r t i c i p a t i o n ho ld on l y f o r s u b j e c t s who 
exper ience a t l e a s t as much p a r t i c i p a t i o n as they cons ide r legitimate. There was 
equal s u p p o r t ' f o r t h e hypo thes i s t h a t t h e e f f e c t ' s o f p a r t i c i p a t i o n inc rease w i t h ' 
dec reas ing resistance t o t h e p a r t i c i p a t i o n methods. " 

F rench , J . R . P . , Sherwood, J . , 4 B r a d f o r d , D.L. Change i n s e l f - i d e n t i t y 
In a management t r a i n i n g con fe rence . Journal of Behavioral Science, 
1966, 2 ( 2 ) , 210-218 . 

Two two-week human r e l a t i o n s t r a i n i n g conferences were• used t o t e s t hypotheses 
rega rd ing t h e e f f e c t s o f feedback on s e l f - i d e n t i t y . "...The amount of feedback 
(communicated objective •public 'identity—COPI) was systematically varied and was 
related to responses on questionnaires asking about self-perception.-" 

I n f o r m a t i o n c o l l e c t e d a t t h e b e g i n n i n g , h a l f - w a y p o i n t , e n d - p o i n t and ten months 
a f t e r t h e end suppor ted t h e p r o p o s i t i o n s " . . . t h a t a pe rson ' s s e l f - i d e n t i t y i s 
I n f l u e n c e d by the o p i n i o n s t h a t o t h e r s have o f h im which they communicate t o him 
and t h a t t h e more t h a t i s communicated, t h e more change t h e r e is ; i n s e l f - i d e n t i t y . 
The data a l s o sugges t t h a t t h e s t a t e o f t he i n d i v i d u a l p lays a p a r t as w e l l — f o r 
the more he i s d i s s a t i s f i e d w i t h h i s p resen t s e l f - p e r c e p t i o n s , t h e more l i k e l y 
he Is t o change t h e m . " 

TOPICS 

P a r t i c i p a t i o n 
Res is tance t o Change 

S a t i s f a c t i o n 
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TOPICS 

Feedback Se I f -Concep t 
Human R e l a t i o n s T r a i n i n g T-Group 

F r i e d l a n d e r , F. The impact of. o r g a n i z a t i o n a l t r a i n i n g l a b o r a t o r i e s upon 
t h e e f f e c t i v e n e s s and i n t e r a c t i o n o f ongo ing work g roups . Personnel 
Psychology* 1967, 20* 289-507. 

Four o f t h e work groups p a r t i c i p a t e d i n o r g a n i z a t i o n a l t r a i n i n g l a b o r a t o r i e s and 
e i g h t were used as comparison g roups . 

Improvements were sought i n s i x d imens ions : (a ) group e f f e c t i v e n e s s , (b) ap 
proach t o v s . w i thd rawa l f rom the l eade r , Cc) mutual I n f l u e n c e , Cd) personal i n 
volvement and p a r t i c i p a t i o n , (e) i n t r a g r o u p t r u s t v s . I n t r a g r o u p c o m p e t i t i v e n e s s , 
( f ) genera l e v a l u a t i o n o f mee t ings . 

The Group Behav io r I nven to ry g i v e n be fo re t r a i n i n g and s i x months a f t e r t r a i n i n g 
was used t o assess changes in t he fou r expe r imen ta l g roups . The Inventory was 
g i ven a t two t imes separa ted by a s i x month p e r i o d f o r t h e comparison g roups . 

" S i g n i f i c a n t changes occur red In t r a i n i n g groups i n t h e f o l l o w i n g t h r e e dimen
s i o n s : group e f f e c t i v e n e s s , mutual I n f l u e n c e , and persona l invo lvement . No 
s i g n i f i c a n t changes occu r red In leader approachabi I i t y , I n t r a g r o u p t r u s t , o r i n 
t he e v a l u a t i o n o f group m e e t i n g s . " 

The au tho r conc ludes t h a t " . . . s i g n i f i c a n t Improvements in e f f e c t i v e n e s s and i n t e r 
a c t i o n processes o f work groups do occur as a r e s u l t o f p a r t i c i p a t i o n i n o r g a n i 
z a t i o n a l t r a i n i n g l a b o r a t o r i e s . These improvements take p l ace i n areas which are 
o f d i r e c t persona l and o r g a n i z a t i o n a l re levance t o members o f t h e ongoing work 
groups and endure f o r a p e r i o d o f a t l e a s t s i x months beyond t h e t r a i n i n g e x p e r i 
e n c e . " 

Th is a r t i c l e r e p o r t s one aspect o f a s tudy c a r r i e d o u t w i t h twe l ve f a m i l y work 
groups f rom a 6 ,000 member R&D f a c i l i t y o f t h e armed s e r v i c e s . (See a l s o F r i e d -
l ande r , 1968, 1970). 

Compe t i t i on 
Durab i I i t y o f Tra i n i ng 
Group Behav ior Inven to ry 
Group Development 
Group E f f e c t i v e n e s s 
In f Iuence 

Leadersh i p 
O r g a n i z a t i o n a l T r a i n i n g 

Labora to ry 
P a r t i c i p a t i o n 
P rob lem-So lv ing 
T r u s t 

F r i e d l a n d e r , F.A. A compara t ive s tudy o f c o n s u l t i n g processes and group 
development . Journal of Applied Behavioral Science* 1968, 4 ( 4 ) , 
377-400. 

"Results indicate that the success of the development programs could be much 
better explained by whether there were prelaboratory and post laboratory consul-
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tant activities than by variations in trainer role and behavior or by differences 
in oontent and olimate of training sessions." 

An approach which i n t e g r a t e d , pre- and p o s t - l a b o r a t o r y work and u t i l i z e d i n t e r n a l 
c o n s u l t i n g groups t o f a c i l i t a t e data g a t h e r i n g and a c t i o n steps r e s u l t e d i n o u t 
standing group growth. 
This Is a p a r t i a l r e p o r t o f a study i n a 6,000 member R&D f a c i l i t y o f the armed 
s e r v i c e s . Twelve work groups were i n v o l v e d . CSee a l s o F r i e d l a n d e r , 1967, 1970). 

TOPICS 
Consultant O r g a n i z a t i o n a l T r a i n i n g 
Group Development Laboratory 

TraIner 

F r i e d l a n d e r , F. The primacy of t r u s t as a f a c i l i t a t o r o f f u r t h e r group 
accomplishment. Journal of Applied Behavioral Science. 1970, 6 ( 4 ) , 
387-400. 

"The purpose o f the c u r r e n t study was t o e x p l o r e . . . t h e e x t e n t t o which i n t r a -
group t r u s t i s a necessary p r e r e q u i s i t e t o f u r t h e r group accomplishment." 
"Results indicate that prelaboratory trust is a key predictor of eventual group 
accomplishment, although trust itself did not increase as a result of an isolated 
laboratory training experience. Furthermore, and as a function of training, the 
trainee's post laboratory concept of trust merged with his concept of an effec
tive group and an effective group meeting." 

The author suggests t h a t e f f o r t s must be made t o b u i l d t r u s t p r i o r t o a labora
t o r y experience i n o r d e r t o f a c i l i t a t e Increases i n group e f f e c t i v e n e s s . (See 
a l s o F r i e d l a n d e r , 1967, 1968, and J.R. Gibb, 1964). 

TOPICS 

Group Development Laboratory T r a i n i n g 
Group E f f e c t i v e n e s s O r g a n i z a t i o n a l T r a i n i n g 
Group Processes Laboratory 

Tr u s t 

Frohman, M.A. & Sashkin, M. The p r a c t i c e o f o r g a n i z a t i o n a l development: 
A s e l e c t i v e review. Technical Report t o t h e O f f i c e o f Naval Research, 
1970. ( A v a i l a b l e from Defense Documentation Center, Cameron S t a t i o n , 
A l e x a n d r i a , Va.) 

The authors present a review of vario u s approaches t o o r g a n i z a t i o n a l development. 
Among those discussed are t h e managerial g r i d , survey feedback, s e n s i t i v i t y 
t r a i n i n g , and t h e s o c i o - t e c h n i c a l systems approach. 
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The f o l l o w i n g observations are o f f e r e d : "Systemic o b s e r v a t i o n s : ( I ) The support 
and involvement of top management Is a p r e r e q u i s i t e f o r successful O.D. change. 
(2) Organizations are complex systems w i t h a v a r i e t y of i n t e r r e l a t e d p a r t s . Thus, 
•the e n t i r e system must be exposed o r a t least, p o t e n t i a l l y open, t o the e f f o r t s o f 
the change agent. (3) There must be an ' i n s i d e l i n k e r ' as w e l l as an e x t e r n a l 
source o f change. (4) I t O.D. i s t o conti n u e as an ongoing process w i t h i n a sys
tem' i n t e r n a l change resources must be developed. C l i n i c a l o b s e r v a t i o n s : (1) The 
system i n v o l v e d i n change must be the source, t a r g e t , and agent of change. (2) 
The change agent must be f a m i l i a r w i t h a v a r i e t y of conceptual o r i e n t a t i o n s t o 
ward change. (3) The change agent needs a f l e x i b l e approach in both diagnosis 
and t r e a t m e n t . He should be able t o use a v a r i e t y o f methods t o uncover problems 
in the system as w e l l as t o p r o v i d e c o r r e c t i v e s t e p s . " 

TOPICS 

Change-Agent Soci o-Techni caI Systems 
Change Processes Support 
Di agnosi s/EvaIuation Survey Feedback 
Managerial G r i d Treatment 
S e n s i t i v i t y T r a i n i n g 

Gibb, J.R. Climate f o r t r u s t f o r m a t i o n . In L.P. Br a d f o r d , J.R. Gibb, 
& K.D. Benne ( a d s . ) , T-group theory and laboratory method. New York: 
John Wiley, 1964, 279-309. 

Gibb hypothesizes f o u r moda! concerns a f f e c t i n g a l l s o c i a l i n t e r a c t i o n s . "... 
Group forma t i o n occurs as a c o n t i n u i n g s e t o f s o l u t i o n s t o the problems d e r i v i n g 
from t h e f o u r f o c a l concerns of acceptance, data, goal and c o n t r o l . " 
A model i s presented based on Ca) the four primary modal concerns, (b) d e r i v a 
t i v e s o f the modal concerns, ( c ) symptoms o f unresolved concern, and t d ) symptoms 
of resolved concern. 
(See a l s o F r i e d l a n d e r , 1970) 

TOPICS 

Group Development T r u s t 

Gibb, J.R. TORI t h e o r y : ConsuItantless t e a m - b u i l d i n g . Journal of 
Contemporary Business, 1972, 1 ( 3 ) , 33-41. 

"TORI theory i s a view of s o c i a l systems t h a t i s derived from both l a b o r a t o r y 
experimentation and f i e l d research." A statement of TORI theory as i t a p p l i e d t o 
the development of business o r g a n i z a t i o n s i s presented along w i t h a d e s c r i p t i o n 
of c o n s u I t a n t I ess team-bui I d i n g programs and a summary of r e s u l t s from such pro
grams . 
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Results I n d i c a t e CI) such programs are judged by p a r t i c i p a n t s t o be more u s e f u l 
than those planned and conducted by c o n s u l t a n t s ; (2) when t h e focus i s on opera
t i n g problems, team e f f e c t i v e n e s s i s improved b e t t e r than when t h e focus I s on 
process and personal Issues; C3) managers come t o gain an increased a p p r e c i a t i o n 
f o r t h e i r own a b i l i t y t o i n f l u e n c e t h e system through such programs. 

TOPICS 

C o n s u l t a n t Team Bui Iding/Development 
Laboratory T r a i n i n g TORI 

Ginzberg, L. & ReiI l e y , E. Effecting change in large organizations. 
New York: Columbia U n i v e r s i t y Press, 1957. 

General ideas are presented concerning change i n large o r g a n i z a t i o n s Involved i n 
the process of d e c e n t r a l i z a t i o n . The focus i s on behavior change a t t h e top level 
of the o r g a n i z a t i o n . "...The success of a plan of change hinges oh the e x t e n t t o 
which a management i s able t o help the key members of the o r g a n i z a t i o n a l t e r 
t h e i r behavior." 

TOPICS 

A n x i e t y Feedback 
Change Processes Learning 
CommunI c a t i ons Management 
D e c e n t r a I i z a t i on Res I stance t o Change 

Golemblewski, R.T. Planned o r g a n i z a t i o n a I change: A major emphasis 
In a behavioral approach t o a d m i n i s t r a t i o n . In R.T. Golembiewski 
& A. Blumberg ( e d s . ) . Sensitivity training and the laboratory approach. 
I t a s c a , 1,11.: F.E. Peacock, 1970, 361-390. 

The l a b o r a t o r y approach t o o r g a n i z a t i o n a l change i s emphasized. Topics discussed 
include Ca) types of i n t e r v e n t i o n s , (b) necessary s k i l l s and v a l u e s , Cc) l i m i t a 
t i o n s , and (d) a d e s c r i p t i o n o f t h r e e a p p l i c a t i o n s . 
According t o t h i s a u thor, the l a b o r a t o r y approach may be used f o r t h r e e major 
purposes: " ( I ) . Modify the problem-solving perspectives of I n d i v i d u a l s on work-
r e l a t e d issues; (2) Modify o r g a n i z a t i o n a l s t y l e s by inducing changes i n i n t e r 
personal and group behavior; and (3) Modify t h e a t t i t u d e s o f i n d i v i d u a l s i n o r 
g a n i z a t i o n s so as t o develop a t t i t u d e s f a v o r a b l e t o more e f f e c t i v e performance." 

TOPICS 

A t t i t u d e / A t t i t u d e Change Problem-Solving 
I n t e r v e n t i o n Ski I I 
L aboratory Approach Values 
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GolembiewskI, R.T. & Blumberg, A. C o n f r o n t a t i o n as a t r a i n i n g design In 
complex o r g a n i z a t i o n s . Journal of Applied Behavioral Science, 1967, 
3 ( 4 ) , 525-547. 

A three-day c o n f r o n t a t i o n experience was used as p a r t of a week-long workshop 
which was. In t u r n , p a r t of a long-range management and o r g a n i z a t i o n a l develop
ment e f f o r t . Three-D images <"How we see o u r s e l v e s ; How we see t h e o t t i e r group; 
How we t h i n k the o t h e r group sees us") were generated by f u n c t i o n a l l y r e l a t e d 
departments i n c l u d i n g s e v e r a l h i e r a r c h i c a l l e v e l s . 
The r e s u l t s r e p o r t e d I n c l u d e d i n d i c a t i o n s of p o s i t i v e a t t i t u d l n a l changes toward 
members of o t h e r work groups. 
"...the experience supports the c l a i m t h a t r e l a t i v e l y s h o r t t i m e - p e r i o d s spent 
In a c o n f r o n t a t i o n design can prove useful i n h a n d l i n g s u b s t a n t i a l u n f i n i s h e d 
business and In fr e e i n g - u p r e l a t i o n s among I n d i v i d u a l s In complex o r g a n i z a t i o n s . 
In sum, a non-T-Group technique can generate much l e a r n i n g commonly associated 
w i t h t h a t technique." 

Golembiewskl, R.T. & Blumberg, A. Sensitivity training and the labora
tory approach. I t a s c a , I I I . : F.E. Peacock, 1970. 

Each chapter o f t h i s large c o l l e c t i o n o f readings begins w i t h an i n t r o d u c t i o n by 
the a u t h o r s . The 37 a r t i c l e s Included i n t h e volume cover a wide range of issues 
discussed by v i r t u a l l y a l l of t h e major authors c o n t r i b u t i n g t o t h i s area. 

1. What i s a T-group? D e s c r i p t i o n s and r e a c t i o n s 
2. What happens i n a T-group? Perspectives on processes and outcomes 
3. Who leads a T-group and how? Perspectives on t r a i n e r and member r o l e s 
4. What concerns are t h e r e about T-groups? Goals, methods, and r e s u l t s 
5. Where can T-group dynamics be used? A p p l i c a t i o n s i n t h e home, sc h o o l , 

o f f i c e and community 
6. How can T-group dynamics be studied? Conceiving and e x e c u t i n g research 

TOPICS 

A t t i t u d e / A t t i t u d e Change 
C o n f r o n t a t i o n 

Management T r a i n i n g / 
Development 

T-Group 

CONTENTS 

CONTRIBUTING AUTHORS 

A r g y r i s , C. 
Barnes, L.B. 
Bass, B.M. 
Bennis, W.G. 
B e s s e l I , H. 
Blake, R. 
Br a d f o r d , L.P. 
C l a r k , J.V. 
C u l b e r t , S.A. 
Deep, S.D. 
F r i e d l a n d e r , F. 
Grein e r , L.E. 

Hampden-Turner, C.M. 
Ha r r i s o n , R. 
Ho r w i t z , L, 
Horwi t z , M. 
House, R.J. 
Jenkin s , D.H. 
Klaw, S. 
L i p p l t t , G.L. 
Luke, B. 
Massarlk, F. 
M l a l , H.C. 
MI l e s , M.B. 

Vaughn, J.A. 
Walton, R.E. 
Weschler, I.R 

Seashore, C. 
Shepard, H.A, 
Skousen, W.C. 
Stock, D. 
Tannenbaum, R. 
T h i s , L.E. 

Mouton, J.S. 
Odlorne, G.S 
Rogers, C. 
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TOPICS 

Change-Agent 
C o l l a b o r a t l o n 
C o n f I i c t 
C o n f r o n t a t i o n 
Defensiveness 
Diagnosis/Eva I u a t I o n 
Feedback 
Group Development 

Laboratory Approach 
Leadership 
Managerial G r i d 
Self-Concept 
S e n s i t i v i t y T r a i n i n g 
T r a i n e r 
T r a n s f e r o f T r a i n i n g 

Golembiewski, R.T. & C a r r t g a n , S.B. Planned change in o r g a n i z a t i o n s t y l e 
based on t h e l a b o r a t o r y approach. Administrative Science Quarterly, 
1970, 35 ( I ) , 79-93. 

"This study reports the design and results of an effort to change the organisation 
style of a sales unit in a business organization," "Changes in organization style 
were measured with Likevt'e profile of organizational characteristics. A one-
week learning experience helped induce significant changes in self-reports by 
managers about the style of interpersonal and intergroup relations in the organi
zation. ..." "The entire managerial population was exposed to the learning de
sign, so that there was no control group. Therefore, the changes in self-reports 
can only be tentatively attributed to the experimental design, rather than to 
random factors or the passage of time." 

TOPICS 

I n f l u e n c e Laboratory Approach 
I n t e r g r o u p Processes Orga n i z a t i o n S t y l e 
I n t e r p e r s o n a I Processes 

Gre i n e r , L.E. Antecedents of planned o r g a n i z a t i o n a l change. Journal 
of Applied Behavioral Science, 1967, 3 C I ) , 51-86. 

"This a r t i c l e r e p o r t s f i n d i n g s d e s c r i b i n g t h e h i s t o r y o f an o r g a n i z a t i o n and i t s 
management p r i o r t o a d e c i s i o n t o begin a Managerial G r i d o r g a n i z a t i o n develop
ment program." The company In qu e s t i o n had been In a very s t a b l e environment 
and, upon f i n d i n g i t s e l f i n a new environment, had encountered problems a d a p t i n g . 
Greiner i d e n t i f i e s two stages preceding t h e beginning o f t h e change a c t i v i t i e s : 
(a) Arousal-and-Search, (b) Recognitlon-and-DeclsIon. During t h e f i r s t s t a ge, 
"...members of t h a t o r g a n i z a t i o n w i l l (a> perc e i v e t h e new demands as t h r e a t e n 
ing and f e e l r e s e n t f u l and unable t o cope w i t h these demands, and Cb) they wi I I 
behave d e f e n s i v e l y t o r e s i s t the new demands w h i l e searching f o r a way out o f 
t h e i r dilemma, so long as t h e environment continues t o press i t s o r i g i n a l demands 
upon the 1 o r g a n i z a t i o n . " During the second stage, "...members-of t h a t top group 
w i l l Ca) perc e i v e t h a t they Indeed have serio u s o r g a n i z a t i o n problems and f e e l a 
d e s i r e t o s o l v e these problems, and (b) they w i l l behave by seeking advice from 
t h e e x p e r t and w i l l decide t o attempt a major o r g a n i z a t i o n a l change, so long as 
the environment r e l i e v e s pressure and t h e o u t s i d e e x p e r t f u r n i s h e s a program o f 
a c t i o n . " 
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Greiner, I.E. P a t t e r n s of o r g a n i z a t i o n a l change. Harvard Business 
Review, 1967, 46 ( 3 ) , 119-130. 

From a review of IB s t u d i e s of o r g a n i z a t i o n a l change, Gre i n e r concludes t h a t 
"power r e d i s t r i b u t i o n " w i t h i n the s t r u c t u r e of an o r g a n i z a t i o n i s b a s i c t o 
successful development. The author i d e n t i f i e s t h r e e major approaches t o the i n 
d u c t i o n of change: (a) u n i l a t e r a l a c t i o n , <b) sh a r i n g o f power, and (c) dele
gated a u t h o r i t y . 
S i x phases of successful change e f f o r t s are a l s o noted. Each phase involved (a) 
a s t i m u l u s on the power s t r u c t u r e , and (b) a r e a c t i o n from t h e power s t r u c t u r e . 
Suggestions f o r f u t u r e attempts a t o r g a n i z a t i o n a l change are presented. These 
in c l u d e a plea f o r e f f o r t s f o c u s i n g a t t h e top as w e l l as lower o r g a n i z a t i o n a l 
l e v e l s ; a deemphasis of the use of " u n i l a t e r a l and delegated approaches t o 
change;" and less p a r o c h i a l v i e w p o i n t s on t h e p a r t of "managers, c o n s u l t a n t s , 
s k e p t i c s and researchers." 

Greiner, L.E. & Barnes, L.B. O r g a n i z a t i o n a l change and development. 
In G.W. Dalt o n , P.R. Lawrence, & L.E. Greiner ( e d s . ) . Organizational 
change and development. Homewood, ||| F: I rwin-Dorsey, 1970, 1-12. 

This chapter serves as an i n t r o d u c t i o n t o a volume e d i t e d by Da l t o n , Lawrence and 
Greiner (1970). 
The two o v e r a r c h i n g o b j e c t i v e s of o r g a n i z a t i o n a l change as described I n t h i s 
chapter are "CI) changes i n an o r g a n i z a t i o n ' s l e v e l o f adaptation t o i t s e n v i r o n 
ment, and (2) changes i n the i n t e r n a l behavioral patterns of employees. 
Four common denominators are.seen as c u t t i n g across a l l approaches t o organiza
t i o n a l change; (a) Plan (from s t r u c t u r e d t o u n s t r u c t u r e d ) , (b) Power (from u n i 
l a t e r a l t o d e l e g a t e d ) , ( c ) R e l a t i o n s h i p s (from impersonal t o p e r s o n a l ) , <d> Tempo 
Cfrom r e v o l u t i o n a r y t o e v o l u t i o n a r y ) . 
The authors d e l i n e a t e f o u r areas of decision-making f o r t h e i n v o l v e d manager: 
(a) diagnosing problems, (b) p l a n n i n g f o r change, ( c ) launching t h e change, and 
(d) f o l l o w i n g up t o assess what has happened. 
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Hackman, J.R. 4 Lawler, E.E. Employee r e a c t i o n s t o j o b c h a r a c t e r i s t i c s . 
Journal of Applied Psychology, 1971, 55 ( 3 ) , 259-286. 

"A conceptual framework s p e c i f y i n g the c o n d i t i o n s under which j o b s w i l l f a c i l i 
t a t e t h e development of i n t e r n a l m o t i v a t i o n f o r e f f e c t i v e performance was devel
oped and t e s t e d . The Ss were 208 employees of a telephone company who worked on 
13 d i f f e r e n t j o b s . Primary independent v a r i a b l e s were: (a) a measure of s t r e n g t h 
of d e s i r e f o r t h e s a t i s f a c t i o n of "higher o r d e r " needs (e.g.,. o b t a i n i n g f e e l i n g s 
of accomplishment, personal g r o w t h ) ; and (b) d e s c r i p t i o n s of job s on f o u r core 
dimensions ( v a r i e t y , autonomy, task i d e n t i t y , feedback). I t was p r e d i c t e d and 
found t h a t when jobs are high on the f o u r core dimensions, employees who are de
s i r o u s of higher order need s a t i s f a c t i o n tend t o have high m o t i v a t i o n , have high 
j o b s a t i s f a c t i o n , be absent from work I n f r e q u e n t l y , and be r a t e d by sup e r v i s o r s 
as doing high q u a l i t y work." 
"...Results of the present research suggest t h a t the s u b s t a n t i a l m o t i v a t i o n a l 
p o t e n t i a l o f jo b s can be r e a l i z e d only when t h e psychological demands and oppor
t u n i t i e s of jo b s mesh w e l l w i t h the personal needs and goals o f employees who 
work on them." 

Hampton-Turner, CM. An e x i s t e n t i a l ' l e a r n i n g theory' and the i n t e 
g r a t i o n o f T-group research. Journal of Applied Behavioral Science, 
1966, 2 ( 4 ) , 367-386. 

A theory i s presented t o i n t e g r a t e f i n d i n g s from s t u d i e s e v a l u a t i n g l e a r n i n g in 
T-groups. Three such s t u d i e s are i n t e g r a t e d w i t h the t h e o r y . 

(See a l s o Lawler, E.E., Hackman, J.R., & Kaufman, S., 1973). 
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Herzberg, F. One more t i m e : How do you motivate employees? Harvard 
Business Review, 1968, 46 ( I ) , 53-62. 
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The author s t a t e s h i s baste Ideas r e g a r d i n g m o t i v a t o r s and hygiene f a c t o r s . The 
hygiene f a c t o r s include s u p e r v i s i o n , work c o n d i t i o n s , s a l a r y s t a t u s , personal 
l i f e , r e l a t i o n s h i p s w i t h s u b o r d i n a t e s , r e l a t i o n s h i p s w i t h s u p e r v i s o r s , r e l a t i o n 
ships w i t h peers, and company p o l i c y and a d m i n i s t r a t i o n . M o t i v a t o r s i n c l u d e rec
o g n i t i o n , achievement, t h e work I t s e l f , r e s p o n s i b i l i t y , advancement and growth. 
"The o n l y way t o motiv a t e t h e employee i s t o g i v e him c h a l l e n g i n g work in which 
he can assume r e s p o n s i b i l i t y . " 
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Hygiene Factor V e r t i c a l Job Loading 
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H o r n s t e i n , H.A. , Bunker, 8.B., Burke, W.W., Gindes, M. 4 Lewicki, R.J. 
( e d s . ) . Social intervention. New York: The Free Press, 1971. 

This book co n t a i n s an i n t r o d u c t o r y chapter and s i x major s e c t i o n s . Each s e c t i o n 
includes i n t r o d u c t o r y comments by t h e e d i t o r s and s e l e c t e d readings f o c u s i n g on 
a major s t r a t e g y o f s o c i a l change. 
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House, R.J. Management development i s a game. Harvard Business Review, 
1963, 41 ( 4 ) , 130-143. " 

The author suggests t h a t many e f f o r t s a t management development have f a i l e d t o 
improve o p e r a t i o n a l r e s u l t s because of (a) a lack of understanding r e g a r d i n g t h e 
nature of t h e needed changes, (b) u n w i l l i n g n e s s of change on the p a r t o f s u p e r i 
o r s , and (c) an environment t h a t i s r e s i s t a n t t o change. 
Measurement techniques are suggested as a way " . . . t o i d e n t j f y development needs, 
t o p r e d i c t r e s u l t s , and t o choose the proper methods." 

TOPICS 

Management T r a i n i n g / Measurement 
Development Resistance t o Change 

House, R.J. T-group education and leadership e f f e c t i v e n e s s : A review 
o f t h e e m p i r i c l i t e r a t u r e and a c r i t i c a l e v a l u a t i o n . Personnel 
Psychology, 1967, 20 ( I ) , 1-32. 

A review o f t h e T-group l i t e r a t u r e i s presented. Special emphasis i s given t o 
issues of (a) the e f f e c t i v e use of groups, and (b) e t h i c a l concerns i n h e r e n t in 
the T-group approach. 

TOPICS 

Eth i cs T-Group 
Leadersh i p 

Iven c e v i c h , J,M. A l o n g i t u d i n a l assessment of Management by O b j e c t i v e s . 
Administrative Science Quarterly,. 1972, 1? t l ) , 126-138. 

A review of t h e a v a i l a b l e e m p i r i c a l l y based l i t e r a t u r e f o c u s i n g on Management by 
Obj e c t i v e s (MBO) programs lead t h e author t o conclude t h a t long term e f f e c t s o f 
MBO are unknown. L o n g i t u d i n a l data are presented from a study examining t h e e f 
f e c t s o f MBO programs In two medium-sized f i r m s . 
"The f i n d i n g s suggest t h a t an a c t i v e p a r t i c i p a t i o n r o l e by management In the de
s i g n and implementation of MBO can have a s i g n i f i c a n t impact on improving t h e 
o v e r a l l j o b s a t i s f a c t i o n o f managers. The c r u c i a l p o i n t i s t h a t some form of 
reinforcement of what was learned and p r a c t i c e d i n the t r a i n i n g sessions i s nec
essary." 
Results a l s o suggest t h a t t ime i s a c r i t i c a l v a r i a b l e i n assessing t h e impact o f 
such programs. In t h i s study s h o r t - r u n r e s u l t s lead t o d i f f e r e n t c o n c l u s i o n s 
than long-run r e s u l t s . The author concludes t h a t t h e a b i l i t y o f MBO programs t o 
improve o r g a n i z a t i o n s i n the long-run i s i n doubt. " U n t i l more t i g h t l y c o n t r o l l e d 
research i s conducted, o r g a n i z a t i o n s w i l l have t o assume t h a t MBO i s or i s not an 
e f f e c t i v e procedure f o r improving j o b s a t i s f a c t i o n and/or performance." 
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S a t i s f a c t i o n 

Jenks, S.R. An a c t i o n - r e s e a r c h approach t o o r g a n i z a t i o n a l change. 
Journal of Applied'. Behavioral Science, 1970, 6 ( 2 ) , 131-148. 

The development and usage of an o r g a n i z a t i o n a l Q-sort instrument i s de s c r i b e d . 
"The application of the instrument in an organisational field setting is examined 
and evaluated in terms of (a) the usefulness of the instrument, (b) the extent to 
which it is a meaningful part of an organizational change and development project, 
and (c) the results obtained." 

Kahn, R.L. The work module — A t o n i c f o r lunchpai I l a s s i t u d e . 
Psychology Today, 1973, 6 ( 9 ) , 35-39, 94-95. 

The e s t a b l i s h m e n t of work modules — "...a t i m e - t a s k u n i t — the s m a l l e s t a l l o c a 
t i o n o f time t h a t i s economically and p s y c h o l o g i c a l l y meaningful" — i s suggested 
as a means of humanizing work. Humanized work " ( I ) should not damage, degrade, 
h u m i l i a t e , exhaust, o r p e r s i s t e n t l y bore t h e worker; (2) should be i n t e r e s t i n g 
and s a t i s f y i n g ; (3) should u t i l i z e many of t h e valued s k i l l s the worker already 
has, and p r o v i d e o p p o r t u n i t y t o a c q u i r e o t h e r s ; (4)' should enhance, o r a t l e a s t 
leave unimpaired, t h e worker's a b i l i t y t o perform o t h e r l i f e r o l e s — as spouse, 
pa r e n t , c i t i z e n , and f r i e n d , f o r example; (5) should pay a wage s u f f i c i e n t t o 
enable t h e worker t o l i v e a comfortable l i f e . " 
According t o t h e author, the establishment of a system of work modules would i n 
crease worker s a t i s f a c t i o n " s e l f - u t i l l z a t i o n (use of one's s k i l l s and a b i l i t i e s ) 
and self-development ( a c q u i s i t i o n o f new s k i l l s and a b i l i t i e s ) . " G e n e rally t h e 
system i s viewed as Improving the f i t between t h e i n d i v i d u a l and h i s j o b . 
Costs and o t h e r o r g a n i z a t i o n a l c o n s t r a i n t s associated w i t h the implementation of 
a work module system are a l s o discussed. 
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Katz, D. & Kahn, R. O r g a n i z a t i o n a l change. In 0. Katz & R. Kahn, 
The social psychology of organizations. New York: WIley, 1966, 
390-451. 

This chapter includes a u s e f u l conceptual framework f o r understanding approaches 
t o o r g a n i z a t i o n a l change as w e l l as an e x c e l l e n t summary of some of t h e most Im
p o r t a n t s t u d i e s in t h e area. 
Seven approaches t o o r g a n i z a t i o n a l change are suggested t o g e t h e r w i t h examples. 
The approaches i n c l u d e (a) i n f o r m a t i o n , (b) i n d i v i d u a l c ounseling and therapy, 
( c ) i n f l u e n c e of t h e peer group, (d) s e n s i t i v i t y t r a i n i n g , (e) group therapy, 
( f ) feedback, and (g) systemic change. Systemic change i s considered t h e most 
powerful approach by these a u t h o r s . 
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Kelman, H.C. Process of o p i n i o n change. Public Opinion Quarterly, 1961, 
25 ( I ) , 57-78. 

Three processes o f o p i n i o n change are I d e n t i f i e d and e l a b o r a t e d . "Compliance 
can be s a i d t o occur when an i n d i v i d u a l accepts i n f l u e n c e from another person o r 
from a group because he hopes t o achieve a f a v o r a b l e r e a c t i o n from t h e o t h e r . " 
"Identification can be s a i d t o occur when an i n d i v i d u a l adopts behavior d e r i v e d 
from another person o r a group because t h i s behavior i s associated w i t h a s a t i s 
f y i n g s e l f - d e f i n i n g r e l a t i o n s h i p t o t h i s person o r group." "...Internalization 
can be s a i d t o occur when an I n d i v i d u a l accepts I n f l u e n c e because the Induced 
behavjor i s congruent w i t h h i s value system." 

Comparisons are made between t h e t h r e e processes focusing on antecedents and con 
sequents associated w i t h each. 
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K l e i n , S.M., Kraut, A . I . , & Wolfson, A. Employee r e a c t i o n s t o a t t i t u d e 
survey feedback: A study of t h e impact of s t r u c t u r e and process. 
Administrative Science Quarterly, 1971, i f f ( 4 ) , 497-514. 

"This study examines the impact of attitude survey feedback on recipients ' atti
tudes touard the feedback process and their perceptions of survey utilisation. 
Two populations were examined in a natural experimental setting: manufacturing 
employees and manufacturing managers. Independent variables were of two classes 
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structure and process. It was hypothesised that each class would be positively 
associated with the dependent variables. In the main, however, the process vari
ables were more powerful predictors of the dependent measures. Analysis disclosed 
that structure facilitates process and is its natural antecedent. A model of in
formation dissemination was posited whereby 'the relationship between structural 
variables and attitudes was moderated by process variables. This was supported 
by the data. In addition it was found that the process variables were of two 
classes: communication and involvement, the former predicting better to satis
faction with survey feedback and the latter predicting better to perceived utili
sation of the survey 'e results. Finally, it was found that the management group 
perceived utilization and satisfaction as highly related, probably because of the 
decision-making orientation of this group," 
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A t t i t u d e / A t t i t u d e .Change S a t i s f a c t i o n 
Commun i c a t i on S t r u c t u r e 
Decision-Making Survey Feedback 
Process 

Koib, D.A. & B o y a t z i s , R.E. On t h e dynamics of the h e l p i n g r e l a t i o n 
s h i p . Journal of Applied Behavioral Science, 1970, 6 15), 267-289. 

An attempt i s made t o describe t h e type of i n d i v i d u a l who makes an e f f e c t i v e h e l p 
e r . "We defined an effective helper as one who, in an environment where giving 
help is seen as appropriate (the T-Group), attempts to help others while the 
others see this help as significant and important to them. " 

"A conceptual framework of helping relationships is presented which includes the 
nature of the task, the helper, the receiver of'help, the environment and psycho
logical climate of the relationship, and the information feedback which occurs 
during the relatione hip." 

The authors s t u d i e d e i g h t T-Groups of t h e " s e l f - d i r e c t e d change" t y p e . Each 
p a r t i c i p a n t had a change goal and t h e task of h e l p i n g o t h e r s achieve t h e i r per
sonal change goa l s . 
A l l p a r t i c i p a n t s completed a semantic d i f f e r e n t i a l Instrument and a s i x - p i c t u r e 
•TAT. At t h e conclusion of each s e s s i o n , each group member completed a form des
c r i b i n g feedback given and received. 
S t a t i s t i c a l l y s i g n i f i c a n t d i f f e r e n c e s "...suggest t h a t i n e f f e c t i v e helpers are 
d i f f e r e n t i a t e d from e f f e c t i v e helpers and nonhelpers by very high n-Achievement 
and n Power scores and very low n A f f i l i a t i o n scores. In t h i s experiment none 
of the t h r e e motives s i g n i f i c a n t l y d i f f e r e n t i a t e s e f f e c t i v e helpers from non-
h e l p e r s . " 
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Helper TAT 
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Kolb, D.A., Wi n t e r , S.K., & Berlew, D.E. S e l f - d i r e c t e d change: Two 
s t u d i e s . Journal of Applied Behavioral Science, 1968, 4 ( 4 ) , 453-471. 

Graduate students p a r t i c i p a t e d in f o u r T-groups run on a s e l f - d i r e c t e d change 
model. The groups p a r t i c i p a t e d i n t h r e e d i f f e r e n t experimental c o n d i t i o n s which 
v a r i e d i n l a ) the p e r i o d <but not t o t a l t i m e ) of t h e group a c t i v i t i e s , ( b ) t h e 
presence or absence of feedback, and (c) s e n s i t i z a t i o n t o t h e issue of commit
ment. 
Based on s e I . f - r e p o r t s and t r a i n e r s ' r a t i n g s i t was determined t h a t Ca) "...the 
h i g h l y committed s u b j e c t s . . . f e l t as though they changed more (and) al s o showed 
more observable changes in behavior than d i d low-commitment s u b j e c t s . " (b) "T-
Group feedback r e l e v a n t t o an i n d i v i d u a l ' s change p r o j e c t f a c i I i t a t e s s e l f -
p erceived change." Cc) "While degree Of change i s not r e l a t e d t o the amount of 
feedback i n the f i r s t h a l f o f the T-Group, i t appears t o be p o s i t i v e l y r e l a t e d 
t o the amount of feedback given i n the second h a l f o f the T-Group...." 

TOPICS 

Commltment SeIf-Change 
Feedback T-Group 

K u r i l o f f , A.H, & A t k i n s , S. T-group f o r a work team. Journal of 
Applied Behavioral Science, 1966, 2 ( I ) , 63-94. 

A case h i s t o r y i s presented documenting t h e use of T-Group t r a i n i n g a small manu
f a c t u r i n g company. A day-by-day account i s provided w i t h e x c e r p t s from each of 
the f i v e days. 
Findings "...suggest that effective results in a T-Group for a work team may be 
attained by (1) a prior level of trust in the boss, (2) presence of the boss in 
all T-Group sessions, (S) intensive and consecutive sessions followed by immedi
ate application of learning on-the-job, (4) emphasis on improving individuals' 
inter-personal competence primarily for the sake of the business, (5) confront
ing of each person as seen by others, and self-disclosure of personal feelings 
between people." 

TOPICS 

C o n f r o n t a t i o n Team Building/Development 
In t e r p e r s o n a l Competence T r a n s f e r o f T r a i n i n g 
S e I f - D i s c l o s u r e T r u s t 
T-Group 

Lakin, M. & Carson, R.C. P a r t i c i p a n t p e r c e p t i o n o f group process In 
group s e n s i t i v i t y t r a i n i n g . International Journal of Group Psycho
therapy, 1964, 14, 116-122. 

"This study was undertaken w i t h the aim of e s t a b l i s h i n g whether from the p a r t i 
c i p a n t ' s frame of refe r e n c e , a standard r e c u r r i n g developmental sequence was ex
perienced i n s e n s i t i v i t y t r a i n i n g groups over the t o t a l t r a i n i n g experience." 
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"Our f i n d i n g s do.not support a n o t i o n o f group development which i s standard ex
perience. I n s t e a d , our data lead t o t h e conclusion t h a t group experience may be 
no I ess un ique than i s i n d I v i d u a I experience." 

TOPICS 

Group Development 
Group Processes 

S e n s i t i v i t y T r a i n i n g 

Lawler, E.E., & Hackman, J.R. Impact of, employee p a r t i c i p a t i o n i n the 
development of pay I n c e n t i v e p l a n s : A f i e l d experiment. Journal of 
Applied Psychology, 1969, S3 ( 6 ) , 467-471. 

"A study o f e f f e c t s o f employee p a r t i c i p a t i o n i n the development of pay Incen
t i v e plans. The Ss were p a r t - t i m e workers who clean b u i l d i n g s In the-evenings. 
Three autonomous work groups developed t h e i r own pay i n c e n t i v e plans t o reward 
good attendance on t h e job ( C o n d i t l o n A ) . These'plans were then imposed by t h e 
company on o t h e r work groups ( C o n d i t i o n B ). There were two groups of c o n t r o l 
Ss: One t a l k e d w i t h Es about j o b attendance problems but received ho a d d i t i o n a l 
experimental t r e a t m e n t , and the' o t h e r r e c e i v e d no treatme n t . A s i g n i f i c a n t i n 
crease i n attendance f o l l o w e d o n l y C o n d i t i o n A. Poss i b l e reasons c i t e d : (a) 
p a r t i c i p a t i o n , caused Ss t o be more committed t o t h e p l a n ; (b) Ss who p a r t i c i p a t e d 
In t h e development o f t h e i r plan were more knowledgeable about i t ; and (c) p a r t i 
c i p a t i o n increased t h e employees' t r u s t o f t h e good i n t e n t i o n s o f management w i t h 
respect t o t h e p l a n . " 
(See a l s o S c h e f l e n , Lawler & Hackman, 1971). 

Lawler, E.E., Hackman, J.R., & Kaufman, S. E f f e c t s o f j o b rede s i g n : 
A f i e l d experiment. Journal of Applied Social Psychology, 1973, 
i n press. 

T h i r t y - n i n e female employees of a telephone company p a r t i c i p a t e d in a j o b en
richment program. Changes were made which "increased t h e amount of v a r i e t y and 
the d e c i s i o n making autonomy i n t h e . . . j o b . " "However, no change i n work motiva
t i o n , j o b involvement o r growth need s a t i s f a c t i o n occurred as a r e s u l t o f t h e 
changes; i n s t e a d , t h e changes had a s i g n i f i c a n t negative Impact on i n t e r p e r s o n a l 
r e l a t i o n s h i p s . A f t e r t h e changes, the o l d e r employees r e p o r t e d less s a t i s f a c t i o n 
w i t h the q u a l i t y o f t h e i r i n t e r p e r s o n a l r e l a t i o n s h i p s , and those s u p e r v i s o r s 
whose jobs were a f f e c t e d by t h e changes r e p o r t e d less j o b s e c u r i t y and reduced 
i n t e r p e r s o n a l s a t i s f a c t i o n . " 
The data r e p o r t e d suggest " t h a t any p o s i t i v e m o t i v a t i o n a l e f f e c t s t h a t might have 
accrued as a r e s u l t of the increases in v a r i e t y and autonomy i n t h e d i r e c t o r y 
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a s s i s t a n c e j o b were more than counteracted by the negative e f f e c t s t h e changes 
had on t h e a t t i t u d e s and behavior o f t h e Cservlce a s s i s t a n t s ! ] . " A suggested 
reason f o r t h e negative r e a c t i o n s i s the lack of p a r t i c i p a t i o n by those i n v o l v e d 
i n p l a nning the j o b redesign. 
(See a l s o Hackman, J.R. & Lawler, E.E., 1971). 
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Autonomy P a r t 1 c I p a t l o n 
Job Enrichment S a t i s f a c t i o n 
M o t i v a t i o n 

Lawrence, P.R. How t o deal, w i t h r e s i s t a n c e t o change. Harvard Business 
Review, 1969, 47 ( I ) , 4-12, 166. 

This Is a r e p r i n t o f an e a r l i e r a r t i c l e w i t h added comments by the author. 
Change, according t o Lawrence, has both t e c h n i c a l and s o c i a l aspects. "The 
technical aspect of t h e change i s the making o f a measurable m o d i f i c a t i o n i n the 
physical r o u t i n e s of t h e j o b . The social aspect o f t h e change r e f e r s t o the way 
those a f f e c t e d by I t t h i n k i t w i l l a l t e r t h e i r e s t a b l i s h e d r e l a t i o n s h i p s in the 
o r g a n i z a t i o n . " 
This author argues t h a t I t i s the s o c i a l aspect t h a t a f f e c t s r e s i s t a n c e t o change 
more than t h e t e c h n i c a l aspect. Two s t u d i e s are c i t e d as support f o r t h i s idea. 
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Resistance t o Change Technological Change 
Social Change 

Lawrence, P.R. & Lorsch, J.W. Organization and environment. Homewood, 
I I I . : I r w i n , 1967. 

The authors r e p o r t a study of t e n I n d u s t r i a l o r g a n i z a t i o n s I n t h r e e environments. 
Comparisons are made between more and less e f f e c t i v e o r g a n i z a t i o n s w i t h regard 
t o the dimensions of " I n t e g r a t i o n " and " d i f f e r e n t i a t i o n . " 
I n t e g r a t i o n i s d e f i n e d as "...the quality of the state of collaboration that ex
ists among departments that are required to achieve unity of effort by the de
mands of the environment." D i f f e r e n t i a t i o n I s d e f i n e d In terms of "...the 
difference in cognitive and emotional orientation among managers in different 
functional departments. " 

These two concepts provide a basis f o r t h e development of a contingency theory o f 
o r g a n i z a t i o n . B a s i c a l l y , t h e theory proposes t h a t successful o r g a n i z a t i o n s In a 
r e l a t i v e l y s t a b l e environment wi 11 n o t be h i g h l y d i f f e r e n t i a t e d and w l I I n o t i n 
clude e l a b o r a t e i n t e g r a t i n g mechanisms. Successful o r g a n i z a t i o n s In r a p i d l y 
changing environments, on the o t h e r hand, w i l l be h i g h l y d i f f e r e n t i a t e d and, thus 
r e q u i r e e l a b o r a t e I n t e g r a t i n g mechanisms. 
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A c e n t r a l emphasis i s g i ven t o t h e r o l e o f c o n f l i c t r e s o l u t i o n i n o r g a n i z a t i o n s . 
"Our ana I y s i s . . . 1 d e n t i t i e d t h r e e d i s t i n c t modes of a c t u a l l y h a n d l i n g c o n f l i c t in 
these s i x o r g a n i z a t i o n s : Confrontation, o r p r o b l e m - s o l v i n g ; smootking-over d i f 
f e r e n c e s ; and forcing d e c i s i o n s . " 

1 . Background and approaches t o t h e s tudy 
2. O r g a n i z a t i o n s i n a d i v e r s e and dynamic env i ronment 
3 . Reso lv i ng In te rdepar tmen ta I c o n f I l e t 
4 . Env i ronmenta l demands and o r g a n i z a t i o n a l s t a t e s 
5 . A d d i t i o n a l p e r s p e c t i v e s on r e s o l v i n g i n t e r d e p a r t m e n t a l c o n f l i c t 
6 . H i g h - p e r f o r m i n g o r g a n i z a t i o n s In t h r e e env i ronments 
7. Trad i t f ona1 organ I z a t i onaI t h e o r i e s 
8. Toward a con t ingency theo ry o f o r g a n i z a t i o n 
9 . I m p l i c a t i o n s f o r p r a c t i c a l a f f a i r s 

Lawrence, P.R. 4 Lo rsch , J.W. Developing organizations: Diagnosis and 
action. Reading, Mass. : Addison-Wesley, 1969. 

Using concepts f rom systems a n a l y s i s , t h r e e I n t e r f a c e s a re e x p l o r e d w i t h r e f e r 
ence t o o r g a n i z a t i o n a l development a c t i v i t i e s . " . . . T h e c r i t e r i a we use f o r de 
t e r m i n i n g whether a p a r t i c u l a r change w i l l lead t o t h e development o f t h e o r g a n i 
z a t i o n a t any one o r a l l o f t hese i n t e r f a c e s i s w h e t h e r t h e change w i l l lead t o 
e i t h e r a b e t t e r f i t between the o r g a n i z a t i o n and the demands o f I t s env i ronment 
and /o r t o a b e t t e r f i t between the' o r g a n i z a t i o n and the needs of i n d i v i d u a l con 
t r i b u t i o n s . " 

As was t h e case In a p rev ious volume (Lawrence & Lo rsch , 1969), t he manner by 
which o r g a n i z a t i o n a l members deal w i t h c o n f l i c t i s emphasized as a c r u c i a l a s 
pec t o r o r g a n i z a t i o n a l e f f e c t i v e n e s s . 

A model i s p resen ted t h a t suggests t h e r e l a t i v e p r o p o r t i o n o f c o g n i t i v e t o emo
t i o n a l aspec ts o f a change method decreases as t h e change t a r g e t changes f rom 
one o f modest t o fundamental behav io r change. 

1 . [ n t r o d u c t i o n 
2 . Concepts f o r deve lop ing o r g a n i z a t i o n s 
3. Organ i z a t i o n - e n v i ronment i n t e r f a c e 
4 . The g r o u p - t o - g r o u p i n t e r f a c e 
5. The i n d i v i d u a l - a n d - o r g a n i z a t i o n i n t e r f a c e 
6 . Conc lus ions 
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Behav io r Change 
Change Processes 
Change S t r a t e g y 
C o g n i t i v e Change I n t e r f a c e 

Systems A n a l y s i s 

I n t e r f a c e 
Organ 12at1on-Envi ronment 

Ind i v i duaI -Organ i za' t i on 

Con f I i c t /Con f 1 i c t Reso[u t i on 
Emot ional Change 
Environment 

L e a v i t t , H . J . A p p l i e d o r g a n i z a t i o n a l change i n i n d u s t r y . In J . G . March 
( e d . ) , Handbook of organizations- Ch icago: Rand-McNal ly , 1965, 1144-
1170. 

D i s t i n c t i o n s are made between s t r u c t u r a l , t e c h n o l o g i c a l , and peop le approaches t o 
change. The people approach is f u r t h e r d i v i d e d i n t o t h e " m a n i p u l a t i v e " and 
" p o w e r - e q u a l i z a t i o n " (PE) approaches. The l a t t e r i s emphasized i n t h i s c h a p t e r . 
"Besides t h e b e l i e f t h a t one changes people f i r s t , these p o w e r - e q u a l i z a t i o n ap 
proaches a l s o p l ace major emphasis on o t h e r aspec ts o f t he human phenomena of 
o r g a n i z a t i o n s . They a r e , f o r . e x a m p l e , c e n t r a l l y concerned w i t h a f f e c t ; w i t h 
m o r a l e , s e n s i t i v i t y , psycho. log lea l s e c u r i t y . Second ly , they va lue e v o l u t i o n a r y , 
i n t e r n a l l y genera ted change Fn i n d i v i d u a l s , g r o u p s , and o r g a n i z a t i o n s over ex 
t e r n a l l y p lanned o r implemented change. T h i r d l y , they p l ace much va lue on human 
growth and f u l f i l l m e n t s w e l l as upon task accompl ishment ; and they o f t e n have 
s t r e t c h e d t h e degree o f causa l connec t ion between the two . F i n a l l y . . . t h e power-
e q u a l i z a t i o n a p p r o a c h e s . . . s h a r e d a no rmat i ve b e l i e f t h a t power i n o r g a n i z a t i o n s 
shou ld be more e q u a l l y d i s t r i b u t e d t han i n most e x i s t e n t ' a u t h o r i t a r i a n 1 h i e r -

The PE approaches are f u r t h e r desc r i bed w i t h re fe rence t o Ca) g o a l s , (b ) communi
c a t i o n , ( c ) group p r e s s u r e , group cohes iveness , c o n f o r m i t y , and (d ) d e c i s i o n -

P o w e r - e q u a l i z a t i o n p r a c t i c e s a re seen as most a p p l i c a b l e where c r e a t i v i t y and 
f l e x i b i l i t y are needed r a t h e r than in more h i g h l y programmed t a s k a reas . 

a r c h l e s . 

making. 
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Lewin, K. F r o n t i e r s i n group dynamics: Concept , method and r e a l i t y In 
s o c i a l e q u i l i b r i a and s o c i a l change. Human Relations, 1947, 2 , 5 - 4 1 . 
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The f o r c e f i e l d approach t o t he a n a l y s i s Is p resen ted . Lewin suggests, t h a t t o 
e f f e c t change, one can increase f o r c e s toward change or decrease the f o r c e s a g a i n s t 
change. In any change e f f o r t , t t ie whole f o r c e f i e l d must be c o n s i d e r e d . 

The group as a f o r c e f o r an a g a i n s t i n d i v i d u a l change is examined. "As long as 
group va lues are unchanged the i n d i v i d u a l w i l l r e s i s t changes more s t r o n g l y t he 
f a r t h e r he i s t o depar t f rom group s t a n d a r d s . I f the group s tandard i t s e l f i s 
changed, the r e s i s t a n c e which i s due t o t he r e l a t i o n between i n d i v i d u a l and group 
s tandard i s e l i m i n a t e d . " 

Three s tages o f success fu l change are d e s c r i b e d . These are " u n f r e e z i n g " t he group 
from i t s p resen t l e v e l , "mov ing" t o a new l e v e l , and " f r e e z i n g " group l i f e a t t h e 
new I eve I . 

L i k e r t , R. Sew patterns of management. New York : McGraw-Hi I I, 1961. 

L i k e r t p resen t s a t heo ry o f o r g a n i z a t i o n f ocus ing on e f f e c t i v e management p r a c 
t i c e s . The t heo ry i s based, upon an i n t e g r a t i o n o f s o c i a l sc ience research con 
ducted p r i m a r i l y a t t he I n s t i t u t e f o r Soc ia l Research, Ann A r b o r , M i ch i gan . 

A t t h e co re of t he o r g a n i z a t i o n suggested as being most e f f e c t i v e i s a system o f 
r e c i p r o c a l i n f l u e n c e between o r g a n i z a t i o n a l l e v e l s . L i k e r t s t a t e s w i t h r e s p e c t 
t o t he development of such systems t h a t " . . . t h e r e is n o t ' a l a rge body o f sys tema
t i c knowledge nor a re t h e r e we 11-developed procedures f o r d e a l i n g w i t h t h e problem 
o f b u i l d i n g the k i nd o f e f f e c t i v e i n t e r a c t i o n - I n f I u e n c e system c a l l e d f o r by the 
newer t h e o r y . " 

The Importance of o b t a i n i n g accu ra te measurements of c r i t i c a l v a r i a b l e s i s a cen 
t r a l theme. O r g a n i z a t i o n a l improvement i s p a r t t c a l l y viewed as the r e s u l t o f 
feed ing back i n f o r m a t i o n r e g a r d i n g successes and f a i l u r e s th rough s h o r t feedback 
eye Ies . 
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8 . An i n t e g r a t i n g p r i n c i p l e and an overv iew 
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L i k e r t , R. The humxn organization. New Y o r k : M c G r a w - H i l l , 1967. 

L i k e r t expands and e l a b o r a t e s the t heo ry o f o r g a n i z a t i o n p resen ted in an e a r l i e r 
work ( L i k e r t , 1961). Emphasized in t h i s work a re v a r i o u s management sys tems, 
e s p e c i a l l y "System 4 . " A lso emphasized is t h e importance o f human resources i n 
o r g a n i z a t i o n s . 

1 . New founda t i ons f o r t he a r t of management 
2 . A look a t management systems 
3. P r o d u c t i v i t y and labor r e l a t i o n s under d i f f e r e n t management 

systems 
4 . The i n t e r d e p e n d e n t , i n t e r a c t i n g c h a r a c t e r o f e f f e c t i v e o r g a n i z a t i o n s 
5. T ime: A key v a r i a b l e i n e v a l u a t i n g management systems 
6 . Improving genera l management by b e t t e r f i s c a l management 
7. The need f o r a systems approach 
8. Measurement 
9 . Human Asset Accoun t ing 

10. A c h i e v i n g e f f e c t i v e c o o r d i n a t i o n i n a h i g h l y f u n c t i o n a l f z e d 
company and e lsewhere 

11 . The nex t s t e p . 

L I p p i t t , G.L. & Schmid t , W.H. C r i ses in a deve lop ing o r g a n i z a t i o n . 
Harvard Business Review, 1967, 45 ( 6 ) , . 102-112. 

S i x c r i t i c a l s tages in t h e l i f e o f o r g a n i z a t i o n s a re p roposed : (a ) c r e a t i o n , 
t b ) s u r v i v a l , ( c ) s t a b i l i t y , (d) p r i d e and r e p u t a t i o n , (e ) uniqueness and adapta -
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b i l t t y , and ( f ) c o n t r i b u t i o n . Accord ing t o these a u t h o r s , i t i s d u r i n g the f i f t h 
s tage t h a t o r g a n i z a t i o n a l development e f f o r t s t a k e p l a c e . 

TOPICS 

Change Processes O r g a n i z a t i o n L i f e 

L i p p i t t , R. , Watson, J . , & Wes t l ey , B. The dynamics of planned change. 
New Y o r k : H a r c o u r t , B race , 4 W o r l d , 1958. 

The au tho rs draw h e a v i l y f rom t h e t h e r a p e u t i c model in , f o r m u l a t i n g t h e i r concep
t i o n s o f p lanned change. The r o l e of t h e change agent and the r e l e v a n t f o r ces 
t h a t suppo r t and r e s i s t change are e x t e n s i v e l y emphasized. 

1 . O u r o r l e n t a t i o n t o t h e phenomena o f p lanned change 
2 . D i a g n o s t i c o r i e n t a t i o n s toward problems o f i n t e r n a l r e l a t i o n s h i p s 
3. D i a g n o s t i c o r i e n t a t i o n s toward problems o f e x t e r n a l r e l a t i o n s h i p s 
4 . M o t i v a t i o n o f t h e c l i e n t system 
5. Var ious aspects o f t h e change a g e n t ' s r o l e 
6 . The phases of p lanned change 
7. I n i t i a t i n g planned change 
8 . Working toward change 
9 . The t r a n s f e r and s t a b i 11zat lon o f change 

10. Some u n f i n i s h e d bus iness 
11 . The s c i e n t i f i c and p r o f e s s i o n a l t r a i n i n g o f change agents 

L u b i n , B. & Zuckerman, M. Level o f emot iona l a rousa l i n l a b o r a t o r y 
t r a i n i n g . Journal of Applied Behavioral Science, 1969, 5 (A), 
483-490. 

The r e l a t i v e leve l o f s t r e s s c r e a t e d i n T-Groups was eva lua ted th rough a s tudy 
i n c l u d i n g t h e p a r t i c i p a n t s o f f o u r one-week groups and p a r t i c i p a n t s o f a s tudy 
on pe rcep tua l I s o l a t i o n ^ 

An a d j e c t i v e c h e c k l i s t was developed and used t o determine a n x i e t y , d e p r e s s i o n , 
and h o s t i l i t y . Since members o f the T-Groups were found t o be d i f f e r e n t from 
those o f the percep tua l i s o l a t i o n s t u d y , a n a l y s i s o f cova r l ance procedures were, 
used. 
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The leve l o f s t r e s s was found t o be less i n t h e members o f t h e T-Groups (none of 
t he p a r t i c i p a n t s reached a leve l cons ide red t o r ep resen t unusua l l y h i gh s t r e s s ) 
than in those p a r t i c i p a t i n g i n t he pe rcep tua l i s o l a t i o n s tudy (35$ reached the 
leve l o f h i gh s t r e s s ) . 
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Labora tory T r a i n i n g T-Group 
S t ress 

L u f t , J . Group processes. Pa io A l t o , C a l i f . : N a t i o n a l Press Books, 
1970. 

T h i s s h o r t volume presen ts a b r i e f rev iew o f many aspects o f group processes. 
The au tho r draws f rom the work o f a v a r i e t y o f persons bu t p laces major emphasis 
on the l a b o r a t o r y approach t o s t u d y i n g group dynamics. 

CONTENTS 

1. Group processes : An i n t r o d u c t i o n t o group dynamics 
2 . Elements of l a b o r a t o r y methods f o r s t u d y i n g group processes 
3. The Joha r i Window: A g r a p h i c model of awareness i n i n t e r p e r s o n a l 

re I a t ions 
4 . Bas ic issues in group processes 
5. I n t e r a c t i o n p a t t e r n s and metacommunicat ion 
6 . Group processes and o r g a n i z a t i o n a l behav io r 
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McGregor, D. The human side of enterprise. New Yo rk : McGraw-Hi I I, 
I960. 

The major emphasis i n t h i s book i s on manager ia l s t r a t e g i e s , e s p e c i a l l y t h e as 
sumpt ions and consequences r e l a t e d t o two d i s t i n c t s t r a t e g i e s — T h e o r y X and Theory 
Y. I t i s t h e l a t t e r of these t h a t i s , acco rd ing t o McGregor, assoc ia ted w i t h 
e f f e c t i v e manager ia l b e h a v i o r . 

A d d i t i o n a l t o p i c s Inc lude (a) some genera l n o t i o n s rega rd ing l e a r n i n g , e s p e c i a l l y 
l e a r n i n g t h r o u g h T -g roups , and (b ) c h a r a c t e r i s t i c s o f e f f i c i e n t and i n e f f i c i e n t 
g roups . 
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Mann, F.C. S tudy ing and c r e a t i n g change: A means t o unders tand ing 
s o c i a l o r g a n i z a t i o n . Research on industrial human relatione. 
I n d u s t r i a l R e l a t i o n s Research Assoc . , P u b l i c a t i o n No. 17, 1957. 

A d e s c r i p t i o n i s p rov ided of t h e survey feedback.process developed a t t he I n s t i 
t u t e f o r S o c i a l Research, The U n i v e r s i t y o f M i ch i gan . 

Classroom l e a r n i n g Is compared t o t he feedback process on the f o l l o w i n g dimensions 
(a) o b j e c t i v e s , Cb) s e t t i n g , ( c ) I n f o r m a t i o n a l c o n t e n t , (d ) method, <e) who a re 
the t r a i n e e s , ( f ) t r a i n i n g u n i t , (g) who is t h e change agen t , (h) how t h e pace is 
s e t , ( I ) l eng th o f . t h e p rocess , ( j ) amount o f t e n s i o n , ( k ) assumpt ions about 
a t t i t u d e s , t l ) measurement o f e f f e c t i v e n e s s . 
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Mann, F.C. & N e f f , F.W. Managing major change in organizations. Ann 
A r b o r , M i c h . : Foundat ion f o r Research on Human B e h a v i o r , 1961. 

The au thors p resen t a s e r i e s o f case s t u d i e s t o g e t h e r w i t h seve ra l g e n e r a l i z a 
t i o n s about major change e f f o r t s . The g e n e r a l i z a t i o n s i nc lude comments r e g a r d i n g 
(a ) t he ex tens iveness o f t he change e f f o r t , (b ) the e f f e c t s o f s e l f - c o n c e p t , ( c ) 
feedback, Cd) t he e f f e c t s o f group s u p p o r t , (e) t he "change c a t a l y s t " r o l e , and 
( f ) invo lvement i n p r o b l e m - s o l v i n g as a m o t i v a t o r f o r change. 

CONTENTS 

1. P r e p a r i n g an o r g a n i z a t i o n f o r change: Case I 
2 . E s t a b l i s h i n g behav io ra l o b j e c t i v e s o f change; Case I I 
3. M a i n t a i n i n g change momentum: Case I I I 
4 . Complet ing and s t a b i l i z i n g changes: Case IV 
5. Conference i n s i g h t s 

A new r o l e : The change c a t a l y s t 
A new techn ique o f i nvo l vemen t : The c o n t r o l l e d e x p l o s i o n 

6 . Toward an unders tand ing o f t h e management o f change 
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Change Processes 
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M o t i v a t i o n 
ProbIem-SoIv i ng 
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M a r g u l i e s , N. O r g a n i z a t i o n a l c u l t u r e and p s y c h o l o g i c a l g r o w t h . Journal 
of Applied Behavioral Science. 1969, S ( 4 ) , 491-508. 

"The study reported here explores the degree in which' 'sociotechnical systems 
architecture' influences individual psychological growth. Its major hypothesis 
is that a specific organizational culture, defined in terms of a specific set of 
values, attitudes, and behavioral norms, can contribute to the degree in which 
persons can actualize themselves." 

An exper iment w i t h f o u r departments a t Non-L inear Systems is ' r e p o r t e d i n which 
two departments t ook p a r t i n changes c o n s i s t i n g o f (a) " . . . e l i m i n a t i n g the r o u 
t i n e , s t anda rd i zed assembly l i n e and c r e a t i n g smal l cohes ive workgroups as t h e 
bas i s f o r o r g a n i z a t i o n " and (b ) changing a t t i t u d e s i n " t h e d i r e c t i o n o f Theory Y. 
The rema in ing groups con t i nued t o f u n c t i o n in t he more t y p i c a l assembly l i n e man
ne r . 

A v a r i e t y o f data c o l l e c t i o n methods ( i n t e r v i e w s , o b s e r v a t i o n s , s p e c i a l s u r v e y s , 
g e n e r a l l y used su rveys ) were used t o t ap (a ) work v a l u e s , (b> a t t i t u d e s , ( c ) be 
h a v i o r a l norms, and (d ) p s y c h o l o g i c a l g r o w t h . 

The data i n d i c a t e d the f o l l o w i n g : (a ) " . . . t h e r e does seem t o be a p o s i t i v e r e l a 
t i o n s h i p between v a l u e - o r i e n t a t i o n s and s e l f - a c t u a l i z a t i o n . The more i n t r i n s i c 
t h e v a l u e - o r i e n t a t i o n , t he more p s y c h o l o g i c a l g row th . For t h e depar tmen t , t h e 
more the env i ronment can encourage i n t r i n s i c s a t i s f a c t i o n , t h e more l i k e l y can 
t h a t env i ronment f a c i l i t a t e p s y c h o l o g i c a l g r o w t h . " (b ) " . . . H i g h e r s e l f - a c t u a l i z 
ing groups do e x h i b i t more awareness o f t h e interconneatedness between task 
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achievement and social need satisfaction." ( c ) "The behav io r o f The more s e l f -
a c t u a l i z i n g groups i s less determined by formal s t r u c t u r e , formal r o l e p r e s c r i p 
t i o n s , o r by Formal A u t h o r i t y . . . . t h e behav ior o f SA i n d i v i d u a l s i s de termined 
more by i n t e r n a l i z e d va lues than by Formal A u t h o r i t y o r Group i d e o l o g y . " 

The au tho rs suggest t h a t " . . . o v e r s p e c i a I i z a t i o n need no t be an i n e v i t a b l e conse
quence o f mass p r o d u c t i o n . " 

M a r g u l i e s , N. & Ra ia , A .P . Organisational development: Values, processes, 
and technology. New Yo rk : H c G r a w - H t l l , 1972. 

T h i s book i s d i v i d e d i n t o f i v e major p a r t s and seve ra l s u b - s e c t i o n s . Each s e c 
t i o n i nc l udes the . e d i t o r s ' comments and s e l e c t e d read ings r e p r i n t e d f rom o t h e r 
sou rces . 
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Marrow, A . J . Manager ia l r e v o l u t i o n i n the s t a t e depar tmen t . Personnel, 
1966, 42 ( 6 ) , 8 -18 . 

A d e s c r i p t i o n i s p resen ted of an o r g a n i z a t i o n a l development e f f o r t t h a t b rough t 
t o g e t h e r many o u t s i d e resources t o f a c i l i t a t e e f f o r t s in the f o l l o w i n g a r e a s : 
(a) management by o b j e c t i v e s , (b) l abo ra to r y t r a i n i n g , ( c ) team b u i l d i n g , and (• 
p r o b l e m - s o l v i n g . 

Marrow, A . J . , Bowers, D.G. , & Seashore, S.E. Management by participa
tion. New Yo rk : Harper & Row, 1967. 

T h i s book r e p o r t s one o f very few exper iments i n t h e o r g a n i z a t i o n a l change a rea . 
The change e f f o r t i nvo l ved t h e resources of managers, e n g i n e e r s , and behav io ra l 
s c i e n t i s t s . The chap te rs o f t h i s volume r e p o r t t h e e f f o r t and i t s outcomes f rom 
severa l p o i n t s of v iew . 

Assessments 'o f t he a f f e c t s o f v a r i o u s aspects o f t he e f f o r t were conducted by 
persons no t d i r e c t l y i nvo l ved i n implement ing t h e changes. Var ious p o r t i o n s o f 
t h e t o t a l ga ins a t t r i b u t e d t o t h e e f f o r t were determined t o be r e l a t e d t o s p e c i 
f i c ' changes. " . . . T h e ea rn ings development program w i t h I n d i v i d u a l o p e r a t o r s was 
the most po ten t o f t he s teps unde r taken , c o n t r i b u t i n g perhaps I I percentage p o i n t s 
of t h e t o t a l ga in of 30 p o i n t s . Next i n o rde r of i n f l u e n c e were the weeding o u t 
of low e a r n e r s . . . a n d t h e p r o v i s i o n of t r a i n i n g f o r s u p e r v i s o r s and s t a f f i n i n t e r 
personal r e l a t i o n s , each c o n t r i b u t i n g about 5 percentage p o i n t s t o t h e t o t a l g a i n . 
The group c o n s u l t a t i o n and problem r e s o l u t i o n program w i t h o p e r a t o r s appears t o 
have c o n t r i b u t e d about 3 percentage p o i n t s . The balance .of 6 percentage p o i n t s 
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P rob lem-So lv ing 
Team Bu i l d ing /Deve lopmen t 
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can be v iewed as a r i s i n g f rom misce l [aneous sources o r from the combina t ion o f 
t he seve ra l program e l e m e n t s . " 

(See a l s o Seashore 4 Bowers, 1970, f o r a f o l l o w - u p r e p o r t ) . 
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1. Harwood buys We I don 
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P a r t Three THE OUTCOME: WELDON, 1964 
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14. Employee a t t i t u d e s , m o t i v a t i o n s , and s a t i s f a c t i o n s 
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I n t e rpe rsona l Processes 
Management 
Mot 1 v a t ion 
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Marrow, A . J . , & French, J . R . P . , J r . Changing a s t e r e o t y p e In i n d u s t r y . 
Journal of Social Issues, 1945, 1 ( 3 ) , 33-37. 

The au thors r e p o r t a s tudy i n which an a t t emp t was made t o change a t t i t u d e s t o 
ward o l d e r fema le 'worke rs th rough p a r t i c i p a t i o n o f management in research and 
s u p e r v i s o r s i n group d i s c u s s i o n and d e c i s i o n . 
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The au tho r s conc lude from the s tudy t h a t " . . . t h r o u g h a process o f gu ided e x p e r i 
ences which a re e q u a l l y h i s own, a person may be. r e o r i e n t e d so t h a t he g r a d u a l l y 
takes on w i t h i n h i m s e l f t h e a t t i t u d e s wh ich he would no t accept f rom o t h e r s . " 

TOPICS 

A t t i t u d e / A t t i t u d e Change S te reo t ype 
P a r t i c i p a t i o n 

Maslow, A . H . Eupsychian management: A journal. Homewood, M l . : 
I r w i n - D o r s e y , 1965. 

Th is volume i s a j o u r n a l o f ideas recorded by Maslow, based on h i s exper iences 
d u r i n g a p e r i o d of t i m e spent a t Non-L inear Systems in C a l i f o r n i a . He touches on 
a g r e a t v a r i e t y o f t o p i c s r e l a t e d t o t he c e n t r a l theme of good p s y c h o l o g i c a l man
agement . 

TOPICS 

A t t i t u d e / A t t i t u d e Change. Management 
B-Values P s y c h o l o g i c a l Hea l th 
G r e a t I v I t y Regress i on 
Eupsych(an Management S e I f - A c t u a I i z a t i o n 
Group Processes Se l f -Concep t 
Ind i v i duaI Growth Synergy 
Leadersh i p T-Group 

M i l e s , M.B. Changes d u r i n g and f o l l o w i n g l a b o r a t o r y t r a i n i n g : A c l i n i c a l 
expe r imen ta l s t u d y . Journal of Applied Behavioral Saienae3 1965, 1 
( 3 ) , 215-242 . 

The expe r imen ta l s u b j e c t s i n t h i s s tudy were 34 e lementary school p r i n c i p a l s who 
p a r t i c i p a t e d i n two-week NTL l a b o r a t o r i e s . C o n t r o l s (148) c o n s i s t e d of a group 
of randomly chosen e lementary school p r i n c i p a l s and ano ther group s e l e c t e d th rough 
peer n o m i n a t i o n s . 

A s e r i e s o f i ns t ruments were a d m i n i s t e r e d t o a l l p a r t i c i p a n t s (a) be fo re t h e l a b 
o r a t o r i e s , (b ) t h r e e months a f t e r t he l a b o r a t o r i e s , and ( c ) e i g h t months a f t e r 
t h e l a b o r a t o r i e s . Measures were a l s o taken d u r i n g t h e l a b o r a t o r i e s t o de te rmine 
(a ) s e n s i t i v i t y , (b) d i a g n o s t i c ab i I i t y , and ( c ) a c t i o n s k i l l s . 

" S u b s t a n t i v e l y , we have found v a l i d e x p e r i m e n t a l - c o n t r o l d i f f e r e n c e s as a r e s u l t 
o f a human r e l a t i o n s t r a i n i n g e x p e r i e n c e ; t he ga ins by p a r t i c i p a n t s were>pr imar i ly 
p r e d i c t e d by v a r i a b l e s connected w i t h a c t u a l p a r t i c i p a t i o n in the t r e a t m e n t — 
u n f r e e z i n g , a c t i v e invo lvement , and r e c e p t i o n o f feedback. The p e r s o n a l i t y v a r i 
ab les s tud ied—ego s t r e n g t h , f l e x i b i l i t y , and need a f f i l i a t i o n — d i d no t a f f e c t 
l a b o r a t o r y outcomes d i r e c t l y , bu t d i d seem t o I n f l u e n c e behav io r d u r i n g t r a i n i n g . 
F i n a l l y , t he o r g a n i z a t i o n a l v a r i a b l e s s t u d i e d — p e r s o n a l s e c u r i t y , autonomy and 
power, and o r g a n i z a t i o n a l p r o b l e m - s o l v i n g adequacy—had less impact on t h e p a r t i 
c i p a n t s * s tance a t t h e beg inn ing o f t r a i n i n g than e x p e c t e d , bu t d i d appear t o 
a f f e c t t h e i r subsequent use of l e a r n i n g s on the j o b . " 
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Labora tory T r a i n i n g 
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P rob lem-So lv ing 
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M i l e s , M.B . , Ca lde r , P . H . , H o r n s t e i n , H .A . , C a l l a h a n , D.M., & Sch iavo , 
R.S. Data feedback and o r g a n i z a t i o n a l change in a school sys tem. 
In R.T. Golembiewski. & A. Blumberg ( e d s . ) . Sensitivity training and 
the laboratory approach. I t a s c a , I I I . : F.E. Peacock, 1970. 

Th is a r t i c l e p rov ides a good d e s c r i p t i o n o f t he use o f data feedback In an o r g a n i 
z a t i o n a l change program. 

"Survey feedback Is a process In which o u t s i d e s t a f f and members o f t he o r g a n i 
z a t i o n c o l l a b o r a t i v e l y g a t h e r , ana lyze and i n t e r p r e t data t h a t deal w i t h v a r i o u s 
aspects of t he o r g a n i z a t i o n ' s f u n c t i o n i n g and i t s members' work l i v e s , and us ing 
the data as a base , begin t o c o r r e c t i v e l y a l t e r t h e o r g a n i z a t i o n a l s t r u c t u r e and 
t h e members' work r e l a t i o n s h i p s . " 

The v a r i o u s components ( p r e s e n t a t i o n o f d a t a , mee t i ngs , a n a l y s t s o f p rocess) of 
survey feedback are desc r ibed as are the p o s s i b l e e f f e c t s . I t i s noted t h a t t he 
data may cause any one o r combina t ion o f t h e f o l l o w i n g t o o c c u r : (a ) c o n f i r m a t i o n 
o f p r e v i o u s l y he ld f e e l i n g s , (b ) c o n t r a d i c t i o n o f b e l i e f s , and /o r ( c ) encourage
ment of an i n q u i r y f o c u s i n g on why people responded as they d i d t o t h e s u r v e y . 

Morse, N. & Reimer, E. The exper imen ta l change o f a major o r g a n i z a t i o n a l 
v a r i a b l e . Journal of Abnormal and Social Psychology, 1956, 5 2 , 120-129. 

Th is a r t i c l e descr ibes a f i e l d exper iment i n which an a t t e m p t was made t o change 
s a t i s f a c t i o n and• p r o d u c t i v i t y by changing the leve l o f dec i s i on -mak ing processes 
i n a c l e r i c a l o r g a n i z a t i o n . 

As e x p e c t e d , i n d i v i d u a l s a t i s f a c t i o n was inc reased w i t h ,a lower ing o f t he 
d e c i s i o n - m a k i n g process and was decreased when loca l dec i s i on -mak ing was de
c reased . Con t ra ry t o e x p e c t a t i o n . I t was found t h a t cos t s decreased more In t h e 
program which r a i s e d the leve l o f dec i s i on -mak ing than In those areas where t h e 
dec i s i on -mak ing process was lowered. 
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Mor ton , R.B. 4 Bass, B.M. The o r g a n i z a t i o n a l t r a i n i n g l a b o r a t o r y . 
Training Directors Journal, 1964, 18 ( 1 0 ) , 2 -18 . 

The au thors desc r i be a techn ique used (a ) " . . . t o p r o v i d e t r a i n e e s w i t h t he con 
cepts and methods f o r l e a r n i n g th rough group p r o c e s s " and (b) " . . . t o he lp b u i l d 
a ' c ) i m a t e t h a t suppor ts l e a r n i n g . " 

The O r g a n i z a t i o n a l T r a i n i n g Labora to ry j s composed o f i n t a c t work groups and i n 
c ludes a week of t r a i n i n g about i n t r a g r o u p and i n t e r g r o u p processes and t h r e e 
days devoted t o t he a p p l i c a t i o n o f these l e a r n i n g s t o a c t u a l o r g a n i z a t i o n a l p r o -
bI ems. 

A s tudy based on s e l f - r e p o r t s i n d i c a t e d t h a t p a r t i c i p a n t s showed f a v o r a b l e a t t i 
tudes toward the t e c h n i q u e . N ine ty -seven p a r t i c i p a n t s r e p o r t e d 359 c r i t i c a l i n 
c i d e n t s showing " . . . i m p r o v e d work ing r e l a t i o n s ( 3 8 ? ) , personal improvement ( 3 5 $ ) , 
c o n f l i c t r e d u c t i o n ( 6 $ ) , d i f f i c u l t i e s i n a p p l y i n g L~theD t r a i n i n g (17$) and un 
f a v o r a b l e comments ( 1 $ ) . " 
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C o n f l i c t / C o n f l i c t R e s o l u t i o n O r g a n i z a t i o n a l T r a i n i n g 
Group Processes Labora tory 
I n te rg roup Processes T r a n s f e r of T r a i n i n g 

Work Group 

Moutoh, J . S . & B l a k e , R.R. Behav io ra l sc ience t h e o r i e s u n d e r l y i n g 
o r g a n i z a t i o n development. Journal of Contemporary Business, 1972, 
1 ( 3 ) , 9 -22 . 

The Manager ia l G r i d i s used as a framework f o r comparing a v a r i e t y o f t h e o r i e s 
which have c o n t r i b u t e d t o t he f i e l d of o r g a n i z a t i o n development. C o n t r i b u t i o n s 
are noted i n a v a r i e t y o f areas by d i f f e r e n t i n d i v i d u a l s . Those noted f o r t h e i r 
emphasis on P roduc t i on are Max Weber, Henr i F a y o l , and F r e d r i c k W. T a y l o r . An 
emphasis on people i s a t t r i b u t e d t o E l t o n Mayo, RoethI i sbe rge r & D ickson , Chester 
Barnard and Kur t Lewin. Those emphas iz ing p r o d u c t i o n through people i n c l u d e E. 
T r i s t 4 K.W. Bamfor th , F. He rzbe rg , R. L i k e r t , D. McGregor, C. A r g y r i s , and A. 
E t z i o n i . The r o o t s o f o r g a n i z a t i o n development as i t is known today are a t t r i 
buted t o work done a t Esso Standard O i l Company in 1956 by R. B l a k e , H. Shepard 
and J . S . Mouton. 

The f o l l o w i n g c o n d i t i o n s are suggested as necessary • fo r s y s t e m a t i c development : 
( I ) invo lvement o f the whole o r g a n i z a t i o n , (2) l eadersh ip in t he e f f o r t f rom 
those who head the o r g a n i z a t i o n , (3) i n i t i a t i o n and guidance f rom w i t h i n t h e 
o r g a n i z a t i o n , (4) t he employment o f s y s t e m a t i c ways o f t h i n k i n g and a n a l y s i s , 
and (5 ) an e f f o r t which proceeds i n a s e q u e n t i a l and o r d e r l y way. 
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Change S t r a t e g y Manager ia l G r i d 
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NTL I n s t i t u t e f o r A p p l i e d Behav io ra l Sc ience . What i s OD? In R.T. 
Golemblewski & A. Blumberg ( e d s . ) . Sensitivity training and the 
laboratory approach. I t a s c a , I I I . : F.E. Peacock, 1970, 342-345. 

"Us ing knowledge and techn iques from the behav io ra l s c i e n c e s , o r g a n i z a t i o n deve lop
ment a t t e m p t s t o i n t e g r a t e I n d i v i d u a l needs f o r growth and development w i t h o r 
g a n i z a t i o n a l goa l s and o b j e c t i v e s i n o r d e r t o make a more e f f e c t i v e o r g a n i z a t i o n . " 

D e s c r i p t i o n s are p resen ted o f Ca) " . . . t h e behav io ra l sc ience f i n d i n g s and hypo
theses u n d e r l y i n g the t h e o r y and method o f 0 0 . . . " (b) t he o b j e c t i v e s o f 0 0 , and 
( c ) t h e techno logy a s s o c i a t e d w i t h 0D. 

TOPICS 

Change S t r a t e g y Indi v i dua1-Organi z a t l o n 
Goals ( I n d i v i d u a l / I n t e r f a c e 

O r g a n i z a t i o n a l ) 

NTL I n s t i t u t e f o r A p p l i e d Behav io ra l Sc ience . What t o - o b s e r v e In a T-
Group. In R.T. Golembiewski & A. Blumberg ( e d s . ) , Sensitivity 
training and the laboratory approach. I t a s c a , I I I . : F.E. Peacock, 
1970, 86 -90 . 

Var ious types and l e v e l s o f i n t e r a c t i o n s deemed s i g n i f i c a n t i n T-Groups a re 
b r i e f l y summarized. Inc luded are issues of (a) c o n t e n t and p rocess , (b) communi
c a t i o n s , ( c ) d e c i s i o n - m a k i n g p rocedures , (d ) t a s k , maintenance and s e l f - o r i e n t e d 
b e h a v i o r , and (e ) emot iona l i s sues . 

TOPICS 

Commun i c a t i ons Process 
Content S e l f - O r i e n t e d Behav io r 
Dec! s ion-Maki ng T-Group 
Group Processes Task 
Maintenance 

N e f f , F. Survey r e s e a r c h : A t o o l f o r problem d iagnos i s and improvement 
i n ' o r g a n i z a t i o n s . In S. M i l l e r & A. Gouldner ( e d s . ) , Applied 
sociology, New Y o r k : Free Press , 1965, 23 -38 . 

Ideas a re p resen ted r e g a r d i n g t h e use o f survey feedback i n o r g a n i z a t i o n a l improve
ment e f f o r t s . Ne f f has based t h i s work on the exper iences o f F loyd Mann and 
o t h e r r esea rche rs f rom the I n s t i t u t e f o r Soc ia l Research, t h e U n i v e r s i t y o f M i c h i 
gan. 

Emphasis i s g i ven t o t h e d e s i r e d invo lvement o f o r g a n i z a t i o n a l members as w e l l as 
researchers In t he survey feedback p rocess . Accord ing t o t h i s a u t h o r . I t I s im
p o r t a n t t h a t o r g a n i z a t i o n a l members have a good unders tand ing o f t h e q u e s t i o n s In 
t he i n s t r u m e n t and t h a t they are a c t i v e i n making t h e d i a g n o s i s . 
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Di agnost s / E v a I u a t i o n Prob fern-Solvi ng 
invo lvement Survey Feedback 

Od io rne , G.S. Management by objectives. New York : P i tman , 1965. 

A f t e r p o i n t i n g o u t t he f u t u r e needs f o r management, Odiorne desc r ibes , t he system 
of Management by O b j e c t i v e s . "Management by o b j e c t i v e s p rov i des f o r t h e m a i n t e n 
ance and o r d e r l y growth o f t t ie o r g a n i z a t i o n by means of s ta tements of what i s e x 
pected f o r everyone i n v o l v e d , and measurement o f what i s a c t u a l l y a c h i e v e d . " 

The system i s e n v i s i o n e d as an a i d toward overcoming the f o l l o w i n g p rob lems: (a ) 
measur ing t h e t r u e c o n t r i b u t i o n o f manager ia l and . p r o f e s s i o n a l p e r s o n n e l , (b ) d e 
f i n i n g common g o a l s , and ( c ) d e f i n i n g areas o f r e s p o n s i b i l i t y . In a d d i t i o n . 
Management by O b j e c t i v e s i s designed t o (a ) e l i m i n a t e the need f o r people t o 
change t h e i r p e r s o n a l i t i e s , and (b) p r o v i d e a means o f d e t e r m i n i n g each manager 's 
span o f c o n t r o l . 

CONTESTS 

1. The new look in.management 
2 . A f l i g h t f rom c a p i t a l i s m ? 
3. The d e c l i n e of r i s k bea r i ng 
4 . The system o f management by o b j e c t i v e s 
5- I n s t a l l i n g the system 
6 . Measur ing o r g a n i z a t i o n performance 
7. S e t t i n g r o u t i n e and emergency goa ls 
8 . S e t t i n g c r e a t i v e goa ls 
9 . S e t t i n g persona l development goa ls 

10. How much s u b o r d i n a t e p r a t i c i p a t i o n i n g o a l - s e t t i n g ? 
11. R e l a t i n g s a l a r y a d m i n i s t r a t i o n t o Management by O b j e c t i v e s 
12. The problem o f t h e annual per formance rev iew 
13. Assess ing p o t e n t i a l 

TOPICS 

Goals ( I n d i v i d u a l / Management by O b j e c t i v e s 
Organ 1 z a t l o n a l ) Measurement 

Leadersh ip Responslbi I i t y 
Management 

Od io rne , G.S. The t r o u b l e w i t h s e n s i t i v i t y t r a i n i n g . In R.T. Golembiewskl 
& A. Blumberg ( e d s . ) , . S e n s i t i v i t y training and the laboratory approach. 
I t a s c a , I I I . : F.E. Peacock, 1970, 273-287. 

Odiorne p resen ts a n e g a t i v e e v a l u a t i o n o f s e n s i t i v i t y t r a i n i n g as a use fu l t r a i n 
ing t e c h n i q u e . More s p e c i f i c a l l y , he a t t a c k s what he views as a f a i l u r e t o d e 
f i n e d e s i r e d t e r m i n a l b e h a v i o r s . He adds t h a t , s i nce these behav io rs a re n o t 
c l e a r , i t i s Imposs ib le t o e s t a b l i s h the l o g i c a l s teps e s s e n t i a l t o good t r a i n i n g 
o r t o e v a l u a t e t he success o f such t r a i n i n g . 
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Behavior Change S e n s i t i v i t y T r a i n i n g , 
O r g a n i z a t i o n Goal/Task Value Change 

Oshry, B. & H a r r i s o n , R. Tr a n s f e r from here-and-now t o there-and-then: 
Changes i n o r g a n i z a t i o n a l problem diagnosis stemming from T-group 
t r a i n i n g . Journal of Applied Behavioral Science, 1966, 2 ( 2 ) , 185-
198. 

The study focuses on changes i n the p a r t i c i p a n t s ' a b i l i t i e s t o diagnose i n t e r 
personal work problems in o r g a n i z a t i o n a l s e t t i n g s . 
F o r t y - s i x m i d d l e - l e v e l managers p a r t i c i p a t e d i n two-week T-groups. Each p a r t i c i 
pant completed the Problem A n a l y s i s Questionnaire on the f i r s t and t h e second-to-
l a s t day of t r a i n i n g . 
The r e s u l t s i n d i c a t e t h a t as the manager prepares t o r e t u r n home from t h e - t r a i n i n g 
" ( I ) His work w o r l d seems t o him t o be more human and less impersonal. (2) He 
sees c l e a r e r connections between how w e l l i n t e r p e r s o n a l needs are met and how w e l l 
work gets done. (3) He sees himself c l e a r l y as the most s i g n i f i c a n t p a r t o f h i s 
work problems. (4) He sees no c l e a r connection between h i s new perceptions and 
how he t r a n s l a t e s these i n t o a c t i o n . " 
The authors note t h a t they have not determined the e f f e c t t h a t "seeing t h i n g s 
d i f f e r e n t l y " has on o r g a n i z a t i o n a l behavior. 
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P aul, W.J., Robertson, K.B., & Herzberg, F. Job enrichment pays o f f . 
Harvard Business Review, 1969, 4? ( 2 ) , 61-78. 

A summary i s presented of f i v e s t u d i e s i n job enrichment. Using a v a r i e t y o f 
c r i t e r i a t o f i t t he vari o u s p a r t i c i p a n t s , t h e authors conclude t h a t j o b e n r i c h 
ment programs enhance j o b performance ( b u t n o t ' n e c e s s a r i l y j o b s a t i s f a c t i o n ) i n 
a v a r i e t y o f s e t t i n g s . I t i s suggested t h a t s a t i s f a c t i o n i s a r e s u l t o f p e r f o r 
mance and t h e r e f o r e may change more s l o w l y . 

TOPICS 

Job Enrichment S a t i s f a c t i o n 
Performance 

Peek, B. Ced.), An action research program for organizational improvement. 
Ann Arbor, Mich.: Foundation f o r Research on Human Behavior, I960. 
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A d e s c r i p t i o n i s presented of work done a t Esso Standard O i l Company. Among the 
development techniques discussed are Ca) o f f - s i t e management conferences, (b) 
development groups, t c ) data feedback, and (d) laboratory, t r a i n i n g . 
The elements o f an A c t i o n Research Model are presented as w e l l as i n f o r m a t i o n 
regarding i n t e r g r o u p c o m p e t i t i o n . 

CONTRIBUTING AUTHORS 

Blake, R.R. K a t z e l l , R.A. Shepard, H.A. 
Horowitz, M. Kolb, H.D. 
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A c t i o n Research I n t e r g r o u p Processes 
Competition Laboratory T r a i n i n g 
Feedback Management Conference 

Pelz, D.C. I n f l u e n c e : A key t o e f f e c t i v e l e a d e r s h i p i n the f i r s t - l i n e 
s u p e r v i s o r . Personnel, 1952, 29 13>, 209-217. 

The r e s u l t s of a study conducted a t D e t r o i t Edison Company i n d i c a t e t h a t i n f l u 
ence i s a key v a r i a b l e i n det e r m i n i n g the e f f e c t t h a t leadership behavors w i l l 
have on su b o r d i n a t e s . 
"...The s u p e r v i s o r y behaviors of ' s i d i n g w i t h employees' and ' s o c i a l closeness t o 
employees' w i l l tend t o r a i s e employee s a t i s f a c t i o n o n l y i f t h e s u p e r v i s o r has 
enough i n f l u e n c e t o make these behaviors pay o f f i n terms o f a c t u a l b e n e f i t s f o r 
employees." 
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I n f I u e n c e S a t i s f a c t i o n 
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Psathas, G. 4 Ha r d e r t , R. T r a i n e r i n t e r v e n t i o n and normative p a t t e r n s 
I n the T-group. Journal of Applied Behavioral Science, 1966, 2 ( 2 ) , 
149-169. 

In a study of seven two-week T-groups the authors I s o l a t e d several c a t e g o r i e s of 
normative dimensions i n t o which t r a i n e r i n t e r v e n t i o n s can be r e l i a b l y c l a s s i f i e d . 
These c a t e g o r i e s i n c l u d e (a) an a l y z i n g group i n t e r a c t i o n o r process, (b) f e e l i n g s , 
(c) feedback, (d) acceptance concern, (e) p a r t i c i p a t i o n , Cf) goal and t a s k con
c e r n , (g) t r a i n e r m e m b e r s h i p — a u t h o r i t y problems, (h) leadership behavior, ( i ) 
s t r u c t u r e concern, ( j ) behavior e x p e r i m e n t a t i o n , and (k) decision-making. The 
f i r s t f o u r c a t e g o r i e s r e c e i v e d t h e most emphasis i n t h e groups s t u d i e d . 
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Norms 
P a r t i c i p a t i o n 
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Tr a i ner 

Rogers, C. I n t e r p e r s o n a l r e l a t i o n s h i p s : Year 2000. Journal of Applied 
Behavioral Science, 1968, 4 ( 3 ) , 265-280. 

Rogers suggests t h a t i n t h e f u t u r e i n d u s t r i e s w i l l be d e v o t i n g as much a t t e n t i o n 
t o "the q u a l i t y of i n t e r p e r s o n a l r e l a t i o n s h i p s and the q u a l i t y o f communications" 
as i s now given t o technology. This w i l l p a r t i c u l a r l y r e s u l t from the recog
n i t i o n t h a t o r g a n i z a t i o n a l growth and development can be r e a l i z e d only through a 
f a c i l i t a t i o n o f i n d i v i d u a l growth and f u l f i l l m e n t . 
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Communications I n t e r p e r s o n a l Processes 
I n d i v i d u a l Growth 

Rogers, C. Carl Rogers on encounter groups. New York: Harper & Row, 
1970, 

Rogers touches upon several aspects of encounter groups i n c l u d i n g (a) t h e o r e t i c a l 
bases, (b) reasons f o r t h e i r Increased acceptance, (c) t y p i c a l stages and pro
cesses, and (d) the use of t h i s technique f o r t h e purpose of changing i n d i v i d u a l 
behavior and t h e f u n c t i o n i n g of i n s t i t u t i o n s . 

CONTENTS 

1. The o r i g i n and scope of t h e t r e n d toward "Groups" 
2. The process of the encounter group 
3. Can I be a f a c f l l t a t i v e person i n a group? 
4. Change a f t e r encounter groups: i n persons, i n r e l a t i o n s h i p s . In 

organ i zati'ons 
5. The person i n change': The process as experienced 
6. The lonel y p e r s o n — a n d h i s experiences in an encounter group 
7. What we know from research 
8. Areas of a p p l i c a t i o n 
9. B u i l d i n g f a c l ' l i t a t i v e s k i I Is 
10. What of the f u t u r e ? 
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Rush, H.M.F. Behavioral science concepts and management application. 
N a t i o n a l I n d u s t r i a l Conference Board, S t u d i e s i n Personnel P o l i c y , 
No. 216, 1969. 

"This r e p o r t examines t h e i n t e r d i s c i p l i n a r y f i e l d t h a t i s concerned w i t h human 
behavior i n s o c i a l s e t t i n g s . S p e c i f i c a l l y , i t examines behavioral science con
cepts as they evolve from theory t o l a b o r a t o r y experiments, t o developmental r e 
search, and f i n a l l y t o on-the-job a p p l i c a t i o n s i n managing human resources. 
"A b r i e f e x p o s i t i o n of t h e c h a r a c t e r i s t i c s o f b e h a v i o r a l science, of t h e c u r r e n t 
s t a t e o f t h e a r t , and of i t s relevance t o modern business o r g a n i z a t i o n s i s f o l 
lowed by a capsule review of t h e t f i e o r i e s and c o n t r i b u t i o n s o f f i v e o f t h e most 
i n f I u e n t i a I b ehavioraI s c i e n t i s t s L~McGregor, Has low, Herzberg, A r g y r i s, Li k e r t j 
and a d e s c r i p t i o n o f t h r e e most p r e v a l e n t techniques ^ s e n s i t i v i t y t r a i n i n g , mana
g e r i a l g r i d , Menninger Foundation seminars!] in company a p p l i c a t i o n s . 

An a n a l y s i s o f a broad survey of company i n t e r e s t i n , and experience w i t h , be
h a v i o r a l science provides a backdrop t o more d e t a i l e d d e s c r i p t i o n s of behavioral 
science a p p l i c a t i o n s i n t e n f i r m s CAmericsn A i r l i n e s Armstrong Cork Co., Corning 
Glass Works, Genesco, Inc., Hotel C o r p o r a t i o n of America, Raymond Corp., S t e i n 
berg's L t d . , Snytex Corp., Texas Instruments I n c o r p . , The Systems Group of TRW, 
Inc.'D of v a r y i n g s i z e s and I n d u s t r i e s . 

"A s e l e c t e d b i b l i o g r a p h y of b e h a v i o r a l science t h e o r y and philosophy completes 
the r e p o r t . " 
E x c e l l e n t summaries are presented of the major ideas of the behavioral s c i e n t i s t s 
i ncluded i n the r e p o r t . The d e s c r i p t i o n s of t h e techniques are a l s o good but do 
not p r o v i d e a complete p i c t u r e o f t h e techniques c u r r e n t l y a v a i l a b l e . 

CONTENTS 

1. The wo r l d o f work and t h e behavioral sciences: A p e r s p e c t i v e and 
an overview 

2. Behavioral s c i e n t i s t s : T h e i r t h e o r i e s and t h e i r work 
3. Human behavior l e a r n i n g : Three approaches 
4. Company experience: A survey and an a n a l y s i s 
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Need 
Science-Based Management 
S e n s i t i v i t y T r a i n i n g 
Theory X 
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Scheflen, K.C-, Lawler, E.E., & Hackman, J.R. Long-term impact of 
employee p a r t i c i p a t i o n i n t h e development o f pay i n c e n t i v e p l a n s : 
A f i e l d experiment r e v i s i t e d . Journal of Applied Psychology, 1971, 
SS ( 3 ) , 182-186. 

" I n an e a r l i e r study Lawler and Hackman examined the e f f e c t s o f worker p a r t i c i p a 
t i o n i n the development of pay I n c e n t i v e p l a n s . In t h e o r i g i n a l study, t h r e e 
work groups developed t h e i r own I n c e n t i v e plans t o reward high attendance, and 
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i d e n t i c a l plans were then imposed by company management in two o t h e r work groups. 
A s i g n i f i c a n t increase i n attendance was found d u r i n g the f i r s t 16 weeks f o l l o w 
ing implementation o f the plans o n l y in the groups where the plans were p a r t i c i p a -
t i v e i y developed. Data r e p o r t e d i n the present study cover a |2-week p e r i o d be
g i n n i n g I year a f t e r the o r i g i n a l plans had been i n s t a l l e d . A f t e r t h e data r e 
ported i n the e a r l i e r study had been c o l l e c t e d , the i n c e n t i v e plans were discon
tinu e d ' by company management in two of t h e three p a r t i c i p a t i v e groups. The pres
ent r e s u l t s show t h a t attendance dropped below pretreatment l e v e l s in these two 
groups, and t h a t attendance continued high i n the t h i r d p a r t i c i p a t i v e group. An 
increase In attendance was found a f t e r I year i n those groups where i n c e n t i v e 
plans had been imposed by company management." 
(See a l s o Lawler & Hackman, 1969) 
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Attendance P a r t i c i p a t i o n 
Commitment Pay I n c e n t i v e 
D u r a b i l i t y of Change 

Schei n, E.H. Process consultation. Read i ng, Mass.: Add i son-Wesley, 
1969. 

The r o l e o f process c o n s u l t a t i o n In o r g a n i z a t i o n a l development e f f o r t s i s de
s c r i b e d . The primary focus of t h i s volume i s on group processes and i n t e r a c t i o n s 
between the process c o n s u l t a n t and the c l i e n t group. 

CONTENTS 

P a r t One DIAGNOSIS 
1. I n t r o d u c t i o n 
2. Human processes in o r g a n i z a t i o n s : An overview 
3. Communication processes 
4. Functional r o l e s of group members 
5. Group probIem-sol,vi ng and decision-making 
6. Group norms and group growth 
7. Leadership and a u t h o r i t y 
8. In t e r g r o u p processes 

P a r t Two INTERVENTION 
9. E s t a b l i s h i n g c o n t a c t and d e f i n i n g a r e l a t i o n s h i p 
10. S e l e c t i n g a s e t t i n g and a method of work 
I I . Gatheri ng data 
12. I n t e r v e n t i o n 
13. E v a l u a t i o n o f r e s u l t s and disengagement 
14. Process c o n s u l t a t i o n i n pe r s p e c t i v e 
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Schein, E.H. The mechanisms of change. In W.G. Bennis, K.D. Benne, & 
R. Chin ( e d s . ) . The planning of change. New York: H o l t , Rinehart, 
& Winston, 1969, 98-107. 

Schein presents a t h e o r e t i c a l d i s c u s s i o n o f change based on Lewin's model which 
includes the stages o f u n f r e e z i n g , changing, and r e f r e e z l n g . Mechanisms are sug
gested f o r Implementing each stage i n t h e change process. Unfreezing may come 
about through " . . . ( a ) Lack of c o n f i r m a t i o n o r d i s c o n f I r m a t i o n , (b) I n d u c t i o n of 
g u i l t - a n x i e t y , Cand/orH ( c ) C r e a t i o n of p s y c h o l o g i c a l s a f e t y by r e d u c t i o n of 
t h r e a t o r removal of b a r r i e r s . " Changing occurs through the mechanism o f c o g n i 
t i v e r e d e f i n i t i o n ( e i t h e r I d e n t i f i c a t i o n o r Scanning). Refreezing occurs through 
" . . . ( a ) i n t e g r a t i n g new responses i n t o p e r s o n a l i t y , Coi~] (b) i n t e g r a t i n g new r e 
sponse i n t o s i g n i f i c a n t ongoing r e l a t i o n s h i p s through r e c o n f i r m a t i o n . " 
An a n a l y s i s of two types of i d e n t i f i c a t i o n ( d e f e n s i v e and p o s i t i v e ) are a l s o 
presented. The a n a l y s i s focuses on ( a ) - c o n d i t i o n s f o r t h e processes, (b) psycho
l o g i c a l processes i n v o l v e d , and ( c ) outcomes. 

Schein, E.H. & Bennis, W.G. Personal and organizational change through 
group methods. New York: Wiley, 1965. 

Schein and Bennis have included both t h e i r own c o n c e p t u a l i z a t i o n s and those o f 
othe r s concerned w i t h l a b o r a t o r y t r a i n i n g . D e s c r i p t i o n s are provided o f t h e 
assumptions, o b j e c t i v e s , processes and outcomes of t h i s educational s t r a t e g y . 

Part One WHAT IS LABORATORY TRAINING? 
1. I n t r o d u c t i o n 
2. What Is l a b o r a t o r y t r a i n i n g : D e s c r i p t i o n Of a t y p i c a l r e s i d e n t i a l 

l a b o r a t o r y 
3. Overview of l a b o r a t o r y t r a i n i n g 
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P a r t Two THE USES OF LABORATORY TRAINING 
4. V a r i a t i o n s I n lab o r a t o r y t r a i n i n g 
5. The design of one-week l a b o r a t o r i e s 
6. S e n s i t i v i t y t r a i n i n g and being motivated 
7. The uses of the l a b o r a t o r y method In a p s y c h i a t r i c h o s p i t a l 
8. A 9,9 approach f o r i n c r e a s i n g o r g a n i z a t i o n a l p r o d u c t i v i t y 
9. S e n s i t i v i t y t r a i n i n g and community development 
10. P r i n c i p l e s and s t r a t e g i e s in the use o f la b o r a t o r y t r a i n i n g f o r 

improving s o c i a l systems 
P a r t Three RESEARCH ON LABORATORY TRAINING OUTCOMES 

11. Research on l a b o r a t o r y t r a i n i n g outcomes 
12. Learning processes and outcomes In human r e l a t i o n s t r a i n i n g : 

A c l i n i c a l experimental study 
13. The e f f e c t o f lab o r a t o r y education upon i n d i v i d u a l behavior 

P a r t Four A THEORY OF LEARNING THROUGH LABORATORY TRAINING 
14. A general overview of our l e a r n i n g theory 
15. O r g a n i z a t i o n a l f o r c e s t h a t a i d and hind e r a t t i t u d e change 
16. The la b o r a t o r y as a f o r c e toward l e a r n i n g 
17. Some hypotheses about the r e l a t i v e l e a r n i n g impact o f d i f f e r e n t 

kinds of l a b o r a t o r i e s 
18. Our questions about l a b o r a t o r y t r a i n i n g 
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Schmidt, W.H. (ed.) Organizational frontiers and human values, Belmont, 
C a l i f . : Wadsworth, 1970. 

The major focus of t h i s book i s the nature o f o r g a n i z a t i o n s as they wi I I be i n t h e 
f u t u r e . The v a r i e t y o f o r g a n i z a t i o n s discussed Includes schools, c o r p o r a t i o n , and 
s o c i e t i e s . 
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Schmuck, R.A., S, M i l e s , M.B. ( e d s . ) , Organization development in schools, 
Palo A l t o , C a l i f o r n i a : N a t i o n a l Press Books, 1971,. 

"The e s s e n t i a l purposes of t h i s book are t o encourage wider d i f f u s i o n o f o r g a n i 
z a t i o n development In schools and t o s t i m u l a t e and st r e n g t h e n s c h o l a r l y research 
on I t . " 
" I n the f i e l d o f p r o f e s s i o n a l education' proper, t h i s book Is intended f o r f i v e 
spec!f1c audiences: ( I ) e d u c a t i o n a l a d m i n i s t r a t o r s , department heads, u n i t 
leaders, and teachers concerned w i t h enhancing the e f f e c t i v e n e s s o f t h e i r schools 
(2) school p s y c h o l o g i s t s , c u r r i c u l u m s p e c i a l i s t s , and counselors who i n one way 
or another must deal w i t h systemic v a r i a b l e s ; (3) s t a t e dpeartment o f education 
personnel concerned w i t h improving t h e performance of l o c a l school d i s t r i c t s ; 
(4) s p e c i a l i s t s working In r e g i o n a l educational l a b o r a t o r i e s and pro f e s s o r s o f 
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education i n v o l v e d I n t h e redesign of p r e - s e r v i c e and i n - s e r v i c e t r a i n i n g programs 
as o r g a n i z a t i o n s and the dynamics of educational change." 
"F o l l o w i n g an i n t r o d u c t o r y chapter which deals w i t h background, we present nine 
s t u d i e s of o r g a n i z a t i o n development in schools. We have chosen recent s t u d i e s 
t h a t are based i n t h e o r y , e x p l i c i t about t r a i n i n g techniques, and i n c l u s i v e of 
e v a l u a t i v e research data. Before each chapter we have included b r i e f comments on 
i t s most n o t a b l e elements: i t s t h e o r y , technology, measurement methods, place 
i n the l i t e r a t u r e , r e l a t i o n s h i p t o o t h e r s t u d i e s , and unique f e a t u r e s , t h e con
c l u d i n g c h a p t e r summarizes t h e work done and suggests areas f o r f u r t h e r i n v e s t i 
g a t i o n . Unsolved issues are u s u a l l y most i n t e r e s t i n g , and our review of them, 
i t i s hoped, w i l l g i v e d i r e c t i o n t o t h e f u t u r e of o r g a n i z a t i o n development i n 
schools." 

1. Improving schools through o r g a n i z a t i o n development: An overview, 
M.B, Miles and R.A, Sahmuak 

2. Improving classroom group processes, if. J4. Sahmiek 
3. Using group problem-solving procedures, R.A. Sahmuak, P. Runkel, 

D. Lanameyer 
4. Changing classroom i n t e r a c t i o n through o r g a n i z a t i o n development, 

R. C. Bigelow 
5. S t a r t i n g up a new s e n i o r high s c h o o l , P. Fosmire, C. Keutzer, and R. Viller 
6. Using survey feedback and c o n s u l t a t i o n , C.T. McElvaney and M.B. Miles 
7. E n t e r i n g and i n t e r v e n i n g i n schools, D.G. Lake and D.M. Callahan 
8. Using teams of change agents, M.R. Goodson and W.O. Eagstrom 
9. Changing schools through student advocacy, M.A. Chester and J.E. Lohman. 
10. Developing teams of o r g a n i z a t i o n a l s p e c i a l i s t s , R.A. Sahmuak 
11. Needs and pro s p e c t s , R.A. Sahmuak and M.B. Miles 

Schutz, W.C. 4 A l l e n , V.L. The e f f e c t s o f a T-group l a b o r a t o r y on 
i n t e r p e r s o n a l behavior. Journal of Applied Behavioral Science, 
1966, 2 ( 3 ) , 265-286. 

Focusing on charges i n i n t e r p e r s o n a l r e l a t i o n s , t h i s study i n v o l v e d 71 persons 
p a r t i c i p a t i n g i n two-week human r e l a t i o n s t r a i n i n g l a b o r a t o r i e s and 30 u n i v e r s i t y 
students as c o n t r o l s . 
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C o n s u l t a t i o n 
D u r a b i l i t y o f Change 
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Feedback 

Group Processes 
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Power 
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The FIRO-B instrument was administered (a) before t h e l a b o r a t o r y began, Cb) 
immediately a f t e r t h e l a b o r a t o r y had t e r m i n a t e d , and Cc) s i x months l a t e r . In 
a d d i t i o n , an open-ended q u e s t i o n n a i r e was used d u r i n g the l a s t data c o l l e c t i o n 
p e r i o d . 
Results from these instruments "...supported the hypothesis t h a t the t r a i n i n g 
l a b o r a t o r y changes people s e l e c t i v e l y , depending on t h e i r i n i t i a l p e r s o n a l i t y , 
the o v e r l y dominant becoming less dominant, the o v e r l y a f f e c t i o n a t e more d i s c r i m 
i n a t i n g , and so on. The hypothesis was a l s o supported t h a t change a f t e r a p e r i o d 
o f s i x months i s i n a p o s i t i v e d i r e c t i o n w i t h respect t o the p a r t i c i p a n t ' s s e l f -
concepts and behavior and f e e l i n g s toward other people, as w e l l as the behavior 
toward the p a r t i c i p a n t . " 
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D u r a b i l i t y o f Change Laboratory T r a i n i n g 
FIRO-B Self-Concept 
Human Re l a t i o n s T r a i n i n g T-Group 
I n t e r p e r s o n a l Processes 

Seashore, S.E. 4 Bowers, D.G. The d u r a b i l i t y o r o r g a n i z a t i o n a l change. 
American Psychologist, 1970, 25 ( 3 ) , 227-233. 

A r e p o r t i s presented of a 1969 survey used t o evalu a t e t h e long-term e f f e c t s of 
an e a r l i e r change e f f o r t (Marrow, Bowers, & Seashore, 1967). L a s t i n g changes are 
re p o r t e d . 
Three p o s s i b l e e x p l a n a t i o n s are o f f e r e d t o account f o r t h e d u r a b i l i t y of t h e 
changes: (a) the breadth of t h e changes across domains ( p s y c h o l o g i c a l , o r g a n i 
z a t i o n a l , t e c h n i c a l ) ' , (b) " . . . l e g i t i m i z a t i o n o f concern about o r g a n i z a t i o n a l pro
cess, and ( c ) i n h e r e n t m e r i t of t h e p a r t i c i p a t i v e o r g a n i z a t i o n a l model." 

Change Processes D u r a b i l i t y o f Change 
Change Strategy P a r t i c i p a t i o n 

Shepard, H.A. Changing I n t e r p e r s o n a l and i n t e r g r o u p r e l a t i o n s h i p s i n 
o r g a n i z a t i o n s . In J.G. March ted.) Handbook of organisations. 
Chicago, I I I . : RandMcNally, 1965, I I I 5 - I I 4 3 . 

Shepard describes t h e assumptions and dimensions o f t h e concepts of "primary" 
and "secondary m e n t a l i t i e s " and the r e l a t i o n s h i p between these concepts and 
o r g a n i z a t i o n a l e f f e c t i v e n e s s . 
Several aspects of I n t e r p e r s o n a l and i n t e r g r o u p r e l a t i o n s are discussed w i t h 
reference t o ways of improving them. Various forms of l a b o r a t o r y t r a i n i n g are 
suggested as techniques f o r changing these r e l a t i o n s h i p s . "The most powerful 
educative experience p r e s e n t l y known f o r inducing r a p i d movement from i n t e r n a l 
ized primary assumptions t o I n t e r n a l i z e d secondary assumptions i s t h e s o - c a l l e d 
l a b o r a t o r y method of t r a i n i n g — I n p a r t i c u l a r t h e T-group. 
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"The main p o i n t of t h i s chapter i s t h a t a. more humanistic o r g a n i z a t i o n theory 
than we have known i n the pas t i s r e q u i r e d , and t h a t I t I s r e a l i z a b l e i n p r a c t i c e . 
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Simmonds, G.R. Organi z a t i o n development: A key t o f u t u r e growth. 
Personnel Administration, 1967, SO ( 1 ) , 19-24. 

A company p r e s i d e n t describes experiences encountered when h i s o r g a n i z a t i o n used 
the Managerial Grid and T-Groups in a development program. A f a v o r a b l e p i c t u r e 
i s presented emphasizing the " l a t e n t mental resources" t h a t are a v a i l a b l e but 
seldom used in i n d u s t r y . 

TOPICS 

Human Resources T-Group 
Manager!a I Gri d 

Sofer, C. The organization from within. London: T a v i s t o c k , 1961. 

The f i n a l chapter of t h i s book concentrates on o r g a n i z a t i o n a l change. G e n e r a l i 
z a t i o n s are drawn from experiences In t h r e e d i f f e r e n t types o f o r g a n i z a t i o n s 
( i n d u s t r i a l , m e d i c a l , e d u c a t i o n a l ) . 

CONTENTS 

P a r t One THREE CASE STUDIES 
1. An i n d u s t r i a l s e t t i n g : The Davidson Company 
2. A medical s e t t i n g : The James d i v i s i o n and research u n i t 
3. An ed u c a t i o n a l s e t t i n g : The Helms ley department of management and 

p r o d u c t i o n engineering 
P a r t Two THEORETICAL ANALYSIS 

4. Therapeutic and research components of t h e work 
5. R e g u l a r i t i e s and p r i n c i p l e s In s o c i a l consultancy 
6. Processes o f o r g a n i z a t i o n a l change 
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Defens i veness 
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Envi ronment 
Leadershlp 
Resistance t o Change 
S t r u c t u r e 

Starbuck, W.H. O r g a n i z a t i o n a l growth and development. In J.G. March 
(ed.) Handbook of organizationa. Chicago, I I I . : RandMcNally, 1965, 
451-533. 

Studies which emphasize o r g a n i z a t i o n a l growth and development are reviewed. "... 
Growth i s d e f i n e d as change i n an o r g a n i z a t i o n ' s s i z e when s i z e i s measured by 
the o r g a n i z a t i o n ' s membership or empIoyment; development i s d e f i n e d as change i n 
an o r g a n i z a t i o n ' s age." 
The major s e c t i o n s of t h i s chapter e x p l o r e f o u r issues: (a) motives f o r growth, 
(b) a d a p t a t i o n and growth, t c ) models of growth, and (d) a d m i n i s t r a t i v e s t r u c t u r e 
and growth. 
Three types o f change a r e d i s t i n g u i s h e d : (a) u l t i m a t e g o a l s , (b) t a s k s t r u c t u r e , 
(c) s o c i a l s t r u c t u r e . 
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Cost 
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O r g a n i z a t i o n a l ) 
Management 
M o t i v a t i o n 
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O r g a n i z a t i o n Growth 
Power 
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P r o f i t 
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Set f - R e a I i z a t i o n 
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S t e e l e , F . l . Consultants and d e t e c t i v e s . Journal of Applied Behavioral 
Soienoet 1969, 5 (2>, 187-202. 

P o t e n t i a l dangers i n h e r e n t In the c o n s u l t a n t r o l e are described. These dangers 
r e l a t e t o s a t i s f y i n g a t t r i b u t e s o f the c o n s u l t a n t ' s r o l e which can Impede a t t a i n 
ment of t h e major goal of improving t h e c a p a b i l i t i e s and f u n c t i o n i n g o f the c l i e n t 
system. These a t t r i b u t e s Include " I . The temporary nature o f involvement In a 
system. 2. The focus on g a t h e r i n g evidence and t r y i n g t o solve the puzzles which 
I t r e p r e s e n t s . 3. The p o t e n t i a l f o r 'dramatics'. 4. The p o t e n t i a l a c t i o n o r i e n 
t a t i o n and t h e excitement i t c o n t a i n s . 5. The stance of 'expert' i n behavioral 
science. 6. The s t i m u l a t i o n of working on several 'cases' a t once." 
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Steele suggests t h a t demands placed upon t h e c o n s u l t a n t can help guard a g a i n s t the 
p o t e n t i a l l y negative consequences of these a t t r i b u t e s . These demands are " I . 
Promoting consciousness of s e l f . 2. Av o i d i n g i n c o r p o r a t i o n i n t o the c l i e n t sys
tem. 3." Arranging f o r some c o l l a b o r a t o r o r sounding board w i t h whom t o check 
p e r c e p t i o n s , ideas, and f e e l i n g s , 4. Using i n t u i t i o n as one means of g e n e r a t i n g 
ways t o understand the s i t u a t i o n . 5. Being wary o f the tendency t o lump people 
i n t o t h e o v e r s i m p l i f i e d c a t e g o r i e s of 'good' and 'bad.'" 

TOPICS 

Change-Agent Diaghos is/Eva I u a t i o n 
Consul t e n t VaIi d Informat ion 

Stock, D. A Survey of research on T-groups. In L.P. B r a d f o r d , J.R. Gibb, 
and K.D. Benne ( e d s . ) , T-group theory and laboratory method. New York: 
Wiley, 1964, 395-441. 

A review o f pre-1964 T-group s t u d i e s provide t h e basis f o r an e x p l o r a t i o n o f sev
e r a l issues i n c l u d i n g (a) the course of development in t h e T-group, (b) t h e e f 
f e c t s o f group composition, ( c ) the c h a r a c t e r of T-groups as described by members, 
Cd) the r o l e of t h e t r a i n e r , (e) i n d i v i d u a l behavior In t h e T-group, ( f ) members' 
per c e p t i o n s o f one another, and (g) the impact of t h e T-group on i n d i v i d u a l l e a r n -
i ng and change. 

TOPICS 

Group Composition Laboratory T r a i n i n g 
Group Development Learning 
Group Processes T-Group 
In d I v I d u a I Change Tra i ner 

Tannenbaum, R. Or g a n i z a t i o n a l change has to.come through i n d i v i d u a l 
change. Innovation, 1971, 22, 36-43. 

The importance o f i n t e r p e r s o n a l competence ( s o c i a l s e n s i t i v i t y and behavioral 
f l e x i b i l i t y ) i s emphasized as t h e basis f o r o r g a n i z a t i o n a l Improvement. 

TOPICS 

Change-Agent I n d i v i d u a l Growth 
I n d i v l d u a I Change I n t e r p e r s o n a I Competence 

Tannenbaum, R., & Davis, S.A. Values, man, and o r g a n i z a t i o n s . In W.H. 
Schmidt ( e d . ) . Organisational frontiers and human values, Belmont, 
C a l i f . : Wadsworth, 1970, 129-149. 
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This a r t i c l e describes a s h i f t i n values t h a t t h e authors suggest i s t a k i n g place, 
in o r g a n i z a t i o n a l s e t t i n g s . G e n e r a l l y , t h e s h i f t i s a t t r i b u t e d t o a movement away 
from b u r e a u c r a t i c o r g a n i z a t i o n a l forms and toward forms o f o r g a n i z a t i o n t h a t rec
ognize I n d i v i d u a l i t y . 
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T a y l o r , J.C. Technology and planned organizational change. Ann Arbor, 
Mich.: The i n s t i t u t e f o r S o c i a l Research, 1971. 

T a y l o r focuses on the le v e l o f technology as a c r i t i c a l v a r i a b l e in e f f o r t s t o 
gain approval of changes toward more p a r t i c i p a t i v e and res p o n s i b l e a c t i v i t i e s I n 
o r g a n i z a t i o n s . 
The s t u d i e s i n v o l v e an a n a l y s i s In v a r i o u s companies exposed t o a v a r i e t y o f 
changB a c t i v i t i e s . Survey data was gathered a t l e a s t t w i c e In each group s t u d i e d . 
The data i n d i c a t e t h a t "...sophisticated technology...not only will facilitate 
change efforts which are in a direction consonant with that determined by the 
technology, but sophisticated technology will aid in resisting change efforts 
which are in a direction opposed to that determined by the technology." 

TOPICS 

Resistance t o Change Technology 

T a y l o r , J.C. & Bowers, D.G. Survey of1 organizations: A machine-scored 
standardized questionnaire instrument. Ann Arbor,, Mich.: I n s t i t u t e 
f o r Social Research, 1972. 

"This monograph represents t h e summarized evidence which t h e O r g a n i z a t i o n a l De
velopment Research Program [ I n s t i t u t e f o r S o c i a l Research, U n i v e r s i t y o f Mic h i g a n ] 
has concerning t h e Survey of O r g a n i z a t i o n s q u e s t i o n n a i r e . " The volume i s a t e s t 
manual p r o v i d i n g d e t a i l e d i n f o r m a t i o n r e g a r d i n g the development, composition, 
r e l i a b i l i t y , and v a l i d i t y o f t h e instrument. 

CONTENTS 

1. I n t r o d u c t i o n : The o r i g i n o f a standard q u e s t i o n n a i r e 
2. The machine-scored core q u e s t i o n n a i r e 
3. Question stem r e v e r s a l and p o s i t i o n response bias 
4. The e f f e c t o f vario u s q u e s t i o n n a i r e m o d i f i c a t i o n s on responses 
5. Revisions of the machine-scored q u e s t i o n n a i r e 
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6. Core q u e s t i o n n a i r e measurement of leadership 
7. Measurements o f o r g a n i z a t i o n a l c l i m a t e 
8. The s a t i s f a c t i o n and group process areas 
9. V a l i d i t y of t h e instrument 
Appendix A — 1967,, 1968, 1969, 1970 forms of the q u e s t i o n n a i r e 
Appendix B — Survey a d m i n i s t r a t i o n procedures 
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CIimate S a t i s f a c t i o n 
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Group Processes Survey of Organizations 
Leadersh i p 

T r i s t , E.L. On s o c i o - t e c h n i c a l systems. In W.G. Bennis, K.D. Benne, 
& R. Chin ( e d s . ) . The planning of change. New York: H o l t , R i n e h a r t , 
& Winston, J969, 269-282. 

T r i s t s t a t e s t h a t a s h i f t has occurred away from t h i n k i n g o f o r g a n i z a t i o n s as 
closed s o c i a l systems and toward a view based on open-systems t h i n k i n g , empha
s i z i n g t h e f i t between t h e s o c i a l and t e c h n i c a l systems. 
One r e s u l t o f t h i s newer approach i s a n o t i o n t h a t group autonomy should not be 
maximized i n a l l p r o d u c t i v e s e t t i n g s . The author suggests t h a t t h e r e i s an op
t i m a l l e v e l of autonomy t h a t i s determined by the requirements of the technolog
i c a l system. 
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Autonomy Open-System 
CIosed-System Organ i z a t I on GoaI/Task 
Envi ronment Socio-Technica I Systems 
LeadershIp Superv i s I on 
Management Technology 

T r i s t , E.L. & Bamforth, R. Some s o c i a l and psychological consequences 
of t h e long w'al I method o f c o a l - g e t t i n g . Human Relations, 1951, 4 
t l ) , 3-38. 

A case i s r e p o r t e d i n which increases i n p r o d u c t i v i t y o f coal miners i s p a r t i a l l y 
a t t r i b u t e d +o increases, i n group-re Iatedness f o l l o w i n g changes i n mining t e c h 
niques. 
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Group Processes Socio-TechnicaI Systems 
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Tuckman, B. Developmental sequence in smalI groups. Psychological 
Bulletin, 1965, S3 ( 6 ) , 384-399. 

A review Is presented c o v e r i n g 50 a r t i c l e s on groups in f o u r s e t t i n g s : (a) t h e r a 
py groups, t b ) T-groups, Cc) n a t u r a l groups, (d) l a b o r a t o r y groups. 
Developmental stages of groups are I d e n t i f i e d In both the s o c i a l and t a s k realms. 

Cohes ion 
C o n f I i c t / C o n f I i c t 
Emot i o n a I i t y 
Group Development 
Group Processes 
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ResoIut ion 
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Task 
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V a l I q u e t , H.I. I n d i v i d u a l change in a management development program. 
Journal of Applied Behavioral Science, I96S, 4 ( 3 ) , 313-325. 

The study described focuses on the a d a p t a t i o n of behavioral changes t o or g a n i z a 
t i o n a l s e t t i n g s , t h e methodology f o l l o w s t h a t o f Bunker (1965) w i t h the exception 
t h a t f a m i l y groups were used i n t h i s study and s t r a n g e r groups were used by 
Bunker. 
Results i n d i c a t e t h a t "Participants are seen by co-workers as increasing signifi
cantly more than controls in effective initiation and assertiveness, in capacity 
for collaboration and operational skill in interpersonal relations, and in diag
nostic awareness of self and the ability to fulfill perceived needs." 

I t i s noteworthy t h a t " . . . t h e g r e a t e r number of s i g n i f i c a n t changes observed in 
t h i s study occurred in t h e o v e r t , o p e r a t i o n a l c a t e g o r i e s r a t h e r than i n the i n 
f e r r e d , a t t i t u d i n a l c a t e g o r i e s , as was more the case In Bunker's study." The 
author a t t r i b u t e s t h i s d i f f e r e n c e t o t h e nature of the groups ( i . e . , s t r a n g e r vs. 
f a m i l y g r o u p s ) , the program g o a l s , and the environment o f change. 
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Wagner, A.B. The use o f process a n a l y s i s In business d e c i s i o n games. 
Journal of Applied Behavioral Science, 1965, 1 ( 4 ) , 387-408. 

The a r t i c l e describes a study In which a four-day s e n s i t i v i t y t r a i n i n g l a b o r a t o r y 
was included as t h e second p a r t of an e x e c u t i v e development conference. At the 
end o f t h e t r a i n i n g the p a r t i c i p a n t s played a business game. 
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The game c o n s i s t e d o f seve ra l segments, each conc lud ing i n p a r t i c i p a n t a n a l y s i s 
of the process by which d e c i s i o n s were made. 

The au thor i d e n t i f i e s t h r e e stages o f group development executed by p a r t i c i p a n t s 
In dec i s i on -mak ing p rocesses : (a ) r e g r e s s i o n , (b ) overcompensat ion , and ( c ) 
r e a l i s t i c p r o b l e m - s o l v i n g . 

I t i s suggested t h a t t he use o f gaming techn iques may be a way t o b u i l d b r i d g e s 
t o t h e back-home env i ronment . 
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In t h i s volume Walton desc r i bes the r o l e of a t h i r d - p a r t y who he lps members o f 
an o r g a n i z a t i o n manage i n t e r p e r s o n a l c o n f l i c t . 

Three case s t u d i e s p r o v i d e t h e bas is f o r a s e r i e s of g e n e r a l i z a t i o n s r ega rd i ng 
f rameworks , a c t i v i t i e s , and a t t r i b u t e s o f t he t h i r d - p a r t y c o n s u l t a n t . 
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Forces in p e r s o n a l i t y and s o c i a l systems p rovok ing r e s i s t a n c e t o change are 
c i t e d . Res is tance in p e r s o n a l i t y r e s u l t s f rom the f o l l o w i n g f o r c e s : (a ) homeo
s t a s i s , (b) h a b i t , (c ) p r imacy , (d ) s e l e c t i v e p e r c e p t i o n and r e t e n t i o n , (e) de 
pendence, ( f ) superego, (g ) s e l f - d i s t r u s t , (h> i nsecur i t y , [ i > r e g r e s s i o n . 
Forces caus ing r e s i s t a n c e t o change i n s o c i a l systems i n c l u d e (a) c o n f o r m i t y t o 
norms, Cb) s y s t e m a t i c and c u l t u r a l coherence, ( c ) vested i n t e r e s t s , (d) t he 
s a c r o s a n c t , and Ce) r e j e c t i o n o f o u t s i d e r s . 

Change s i t u a t i o n s in which r e s i s t a n c e w i l l be low and means f o r reduc ing r e s i s t 
ance where i t e x i s t s are d i scussed . 
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Winn, A. S o c i a l change in i n d u s t r y ; From i n s i g h t t o . imp lementa t ion . 
Journal of Applied Behavioral Science, 1966, 2 ( 2 ) , 170-183. 

The au thor t r a c e s 30 years o f change e f f o r t s in a major company ( A l c a n ) . The 
sequence o f change e f f o r t s i nc ludes l e c t u r e s ( I n t h e 1 9 4 0 ' s ) , case s t u d i e s and 
some r o l e p l a y i n g ( i n t h e | 9 5 0 ' s ) , T-groups CIn t h e [ 960 ' s } ' , and f a m i l y and 
i n t e r f a c e ( i n t e r g r o u p ) l a b o r a t o r i e s . 

Emphasis I s g i ven t o t he na tu re of l a b o r a t o r y t r a i n i n g and t h e compara t ive advan
tages and i n h e r e n t r i s k s i n us ing each t ype d e s c r i b e d . 
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ment program on p e r c e p t i o n s o f i n t e r p e r s o n a l , g roup , and o r g a n i z a t i o n 
f u n c t i o n i n g . Journal of Applied Behavioral Science, 1969, 5 t 3 ) , 393-
410. 

The au tho rs desc r i be a s tudy conducted t o e v a l u a t e the e f f e c t s o f p a r t i c i p a t i o n 
i n f i v e - d a y cous ins l a b o r a t o r i e s on 120 m i d d l e - l e v e l managers. The managers were 
members of a l a rge research and e n g i n e e r i n g company t h a t had a development p r o 
gram i n c l u d i n g , ( a ) s t r a n g e r l a b o r a t o r y exper iences f o r t h e p r e s i d e n t and v i c e -
p r e s i d e n t s , (b ) team development s e s s i o n s , ( c ) c o n s u l t a t i o n f rom o u t s i d e c o n s u l 
t a n t s , and Cd) t h e cous ins l a b o r a t o r i e s noted In t h i s s t u d y . 

Four s e l f - r e p o r t pape r -and -penc i I q u e s t i o n n a i r e ins t ruments were used t o ga ther 
data a t t h r e e p o i n t s i n t i m e : f a ) be fo re t h e l a b o r a t o r y e x p e r i e n c e , (b ) a f t e r 
t he l a b o r a t o r y e x p e r i e n c e , and Cc) one year a f t e r the beg inn ing o f t h e e f f o r t . 
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The r e s u l t s I n d i c a t e "CD The immediate e f f e c t o f a t t e n d i n g a r e l a t i v e l y u n s t r u c 
t u r e d l a b o r a t o r y seemed t o be t o a l t e r t h e standards a p a r t i c i p a n t used t o e v a l 
ua te v a r i o u s d imensions o f h i s r e l a t i o n s w i t h o t h e r s . In p a r t i c u l a r , t h e r e were 
d e c l i n e s i n t e r c e p t i o n s o f one ' s t r u s t o f o t h e r s , openness in communicat ion, 
seek ing and a c c e p t i n g o f h e l p , and r e c e p t i v i t y of one ' s s u p e r i o r t o t h e ideas 
o f o t h e r s which cou ld be a t t r i b u t e d t o t h e use o f more s t r i n g e n t s tandards of 
b e h a v i o r . (2 ) A year l a t e r t h e r e were s i g n i f i c a n t increases { f o r p a r t i c i p a n t s 
compared w i t h n o n p a r t i c i p a n t s ) in p e r c e p t i o n s of t h e e x t e n t t o which managers 
were f a c i n g up t o c o n f l i c t s and were seek ing h e l p . (3) Ra t i ngs by o t h e r members 
In t he same T-Group of o n e ' s behav io r and l e a r n i n g a t t he l a b o r a t o r y seem t o be 
use fu l as a p r e d i c t o r o f t he l i k e l i h o o d t h a t a manager wi I I be i n v o l v e d i n f o l l o w ' 
up a c t i v i t i e s w i t h h i s work team. (4 ) [ P a r t i c i p a n t s 3 he ld what m igh t be ca I led 
' s o c i a l l y c o r r e c t ' a t t i t u d e s t o s t a r t w i t h , and these were not a f f e c t e d by the 
p r o g r a m . " 
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