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THEORETIC AL FRAMEWORK

The experiment described in this report was the first in a series
of researches on the edministrative decision-meking oonference. It was
designed to socomplish two purposes, one methodologicel and the other
theoreticale The experiment included a wide variety of psychological
techniques with the intention of providing methodological information for
use in subsequent studies, It also provided opportunity for preliminery
testing of promising hypotheses to assist in theory revision and develope
ment,

The theoreticel fremework for this experiment developed in s long
series of conferences by the staff of Conference Researoh, supplemented
by consultants from the University of Michigen faculty and elsewhere.
Concomitently 2 systematic survey of the literature wes carried out, the
results of which were used in these theory-development conferencese.

The besic epproach in the development of the theory was to establish
at the ocutset those sffects or results of e conference in which the reseerch
group was interestede There cre a large number of outcomes of any conference
and the experimenter must decide with whioh products he will concern
himself, This approsch is in contrast to a research progrsm concerned
primarily with the relationships smong varisbles opersting during a
conference or to one studying the relationship of varisbles operating
prior to the conference to those opereting during the conference, The
research teeam decided to concern themselves with two types of outcomess:
the group decision(s) of the conference and the effects upon the partici-
pants, such es their satisfection with the decision and their motivetion to

N ,



execute it,
The next step was to organize the variables which on theoretical

grounds ere related to these outoomese One system of classification is
based upon the time at whish the varisble is primerily operatives Same
veriebles, such as stetus position of the individuals end the relations
smong participsnts prior to the conference, are introduced into the
conference setting long before the meeting beginse They influence the
finel outoomes through their effects on variebles which are operating
during the conference itselfs, The veriables which exist prior to the

conference sre designated es “pre-conferemce verisbles". There sre others

which are operstive during the conference itselfe These are referred to

ag process veriebles”.
Within the oless of process variebles, another distinctioix is made

on the basis of the causal relstionship between the varisble emd the
outcomese Some varisbles, on theoreticel grownds, ere directly relsted
to oconference outcames; others modify conference outcomes indirectly, by
medistion through other process veriables, A variable of the first type
is referred to as a direct determinente The direot determinents have
been arrenged into three sub~groups, (1) interpersonsl veriables,

(2) problem=solving process varisbles, end (3) communieetion veriebless
The second type of process vsrisble is called en indirect determinsnt
variablees &n illustration of the latter type is the kind of lesdership
used in a conference., It does not operate immedietely on the outcome dut
affects emong other things, the way the group sttempts to solve the problem.
‘It is the problem=solving behavior which direotly affeots the outoeme.
This distinction between direct and indirect determinents was a2 oruoial

one in the selection of process variables for intensive investigetion,



I, Outoome Varisbles

The results of the conference may be divided into two typess:
the group decisions themselves, and the changes induced in the partici-

pents by the conference processe

A, Group Decisions
The quality of the decision is the fundemental oriterion., Quality

of decisions on problems without definite solutions mey be reted by experts.
It can be measured by the degree to which the group's decision exceeds in
quality the solutions of individual participents prior to the conference.
On those decisions which result in definite action a short time after the
conference, a followeup study might be made of the number of appeals sgainst
the decisiony the degree of modification necessery to execute the decision
and the degree to which it improved efflciency of operations.

Of the many possible effects of conferences on participents, two
require particular mention in comnection with the experiment to be described:
Perticipant satisfaction with decizion and participent satisfaotion with
processe The perticipant's general satisfeaction with the decision may
depend upon such fectors as his judgment of the gquelity of the decision
and the degree to which the decision achieves his goalse In many ceases,
especielly in those cases in which there is no external oriterion of quality
to epply to the decision, this becomes the only one by meens of whioch to
evaluate deciszsion adequacye

By satisfeotion with conference process is meant the satisfactions
arising from the mere fact of meeting together, from the insights obtained

through oreative group thinking. Operationally this satisfaotion would be
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best measured by evidence of willingmess to cams back for another meetinge
The theary holds there is no necessary oerrelation between these two oute

OO0 MOASUreSe

II, Direoct Determinants
Three olasses of direct determinants were posited: 4, interpersonal
varisbles, B. problem=solving, and C, commmication, Certain of the direct
determinants affect only one or two of the outoome variables; others might

'nffcct all outcomes.

A. Interpersonal Variables

Conferencs outcomes are believed to be directly affected by aspects
of the interpersonal relations smong the memberse The thecretical frame-
wark for this experiment posited three aspects of interpersonal relations as
being of pertisular importance in deteramining outoomess These three are:
oongruence of goals, interdependence of members and personal liking emong
members,

It 1s assumed that the member of a group who perceives that other
members share his goals has a greater force operating om him $e keep him in
the group than a person who perceives his collesgues as differing with him
as to goalse It is mecessery to rodo;ni:o that there sre different levels
of goalse Ome may refer to moblem oriented ‘¢uh of the individuals er to
sustained goals derived frem enduring values and needs of the partieipmts.
The first meming is referred to as "immediate cbjectivea®] the last
mesning is designated, “general values". The hypothesis would be, however,
that both perceived congruence as to solution objectives and as to general
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values would opsrate direotly on cutoomes. Groups wvhose members peroeive
each other as working toward the same immediate goals and ultimate value
goals will be mare satisfied with group produsts then groups whose members
peroeive each other as in canfliet on goalsg or values,

The second dimension, interdependence of members, refers to the
extent to which the members feel they need eash other to sttain ebjectives.
The degree to which the perception of interdepsndence, or need, is present,
is directly related to such outoomes as satisfaotion with deoision and
satisfaotion with proocesse

The third dimension, personal liking, is concerned with the extent
to which there are atitrectiens arising from the personal, affective intere
relations existing smong the members, Groups whose members like esch other
personally will be more satisfied with their decisioms then greups whose
members dislike one another,

The ooncept of cohesiveness may be used as a way of interrelating
the interpersonal variableses The term cohesiveness is defined as the degree
to which the mesbers of the group belemg to the groupe Put snother wey,
ocohesiveness is a resultmat of the foroes keeping the members of a gromp
togethere Theorstically, it is possible to measure the cohesivensss of a
group by determining the extent to which the members asotively .ruht
reaoval from the greup, and by asoertaining the degree te whieh the individ-
uals felt they belonged to the groupe

In terms of measurement teochniques, ocohesiveness is analogous to
the oomoept of motivation in individual peyshologye Humger, fer instence,
ean be measwred by asking the respondent te verbalize his degree of hanger
in some quentifisble way, or by using some quantifieble darrier whish the
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individual will overcame to attain the geal objecte Although in this study,
1% was not possible to use the barrier approach, it was possidle to estimate
the group's cohesion by asking each partieipant to rate the degree to which
hs felt he belonged to the group.

The three interpersonal varisbles represent dimensions on which the
atiraotiveness of a group for an individual oan very, Fer exsmple, cnie of
the forces which keeps a person in a group is personal liking for its
members; snother is the need for the assistance of others in arriving at a
goale Thus, in measuring the degree to which the members of a group sre .
attracted to eech other personally, one is measuring the degree to which
the group is cohegive on that dimension, After ﬁlitiu & number of such
dimensions, one is led to sssume that groups whish score high on all such
dimensions sre more ochesive than groups which socre low, Ascertaining the
resultant cohesiveness which ocours when there are various degrees of
cohesion and disruption exhibited on the various dimensions is most diffi-
oult, A single index of cohesiveness for the group demends the determinetiom
of how each somponent is to be weighted, This problem also has its analogue
in the fieM of individual motivation: how do thirst and hunger summate in
driving the enimal over the eleetrioc=grill barrier?

In maiﬁdﬁnl psychology, seme indireoct measures of motivatien are
also gensrators of the motivational state. For instance, the number of
hours of food deprivation, sometimes used as a measure of strength of the
hunger drive,is also a generateor of that drive. Mnalogously, the dimensions
of interpersonal relations mey be thought to be gensrators of cchesiveness.
The more the individuels in e group like each other persomally, for example,
the greater the solwsiveness, i.¢s, the more the nembers bcling to the grewup,
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Interperasonsl varisbles are not the only ones which generate oohesiveness,
of sourseo 4 emmmunicstion variable, such as the degree to which the
participants understend what is being said,will affect the extent to whioch
they belong. At the smme time, as with the interpersonal variadles, it is
& dimension along which the attractiveness of the group mey very for the
individuale Colwsiveness is thus, in terms of the theoretiocal framework,
e resultant produst of all the process veriasbles: interpersonsl, problem
solving, and sommmication, At the smme time, these prosess variables may
be used as measures of oohesivenesse Becsuse the interpersonal determinants
are thought to be the more significant generators of group oohesiveness,
cohesion will be disenssed almest entirely in the fremework of the inter-

personal variables.

Be Problem Solving
The quality of the decision will be affected by the way the group

carries through the problem~solving process. A classification of funotional
responses, such as solution-proposing, supporting, opposing and summarising,
was used to desoribe the probleme~solving processe This system of categories
was developed in preliminery experimentatiomn,

Which patterning of these categories will indicate high prodlem-
solving skill and which indicates inedeguacy must be determined. It seems
reasenable to suppose that the mmount of summarizing done will affeet the
participants® satisfeotion with process. The percentage of non=problem
directed responses might be directly releted to the quality of decision,
Further, oertein sequences of the response classifications may direstly
deternine outoomess for instemoe, the coewrrence of selutien-propesiag defere
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problem-proposing respanses may result in loweriag the quelity of deoiaions
Lestly, ratio patterns may influemce outcemes: a high reatie of supperting
te epposing respomses may increase the pertiocipants' satisfaotion with the

group proocesse

Ce Commmication

The effectivensss with whioch the members of the gromp trensmit
1deas and feelings to esch other will directly affeot such cutoome variables
a8 quality of decision and satisfection with decisione The comnmication
verisbles can be classified under two general categories, delivery end
cmntete Included in the delivery category sre such variables as volume,
prommolation, artioulation, variety/monetony and quality of speaking. The
oontent category refers to variebles such es length and kind of sentexses,
repetition, level of sbstractness of words and directness of eentaot with

hoarers.

IIl, Suwmery
The purpose of this disoussion has been to provide a general

theoretioal framework for this experimemt, Basioally, the theory posits
direct relatimshipe between the quality of the desision and partieipant
satisfection with deocision and three olasses of process variables: inter-
persenal, problem solving and cemmunioation. Specifie hypotheses as to
interrelations mmong process verisdles which were a part of the pre-
experinent theorizing will be discussed in the bedy of the report,



EXPERIMENTAL DESIGN MND PROCEDURB

Few greups of students in an undergraduate sourss in the psycholegy
of menagement disoussed an industrial reletions problem in an heureleng
eonferences The lesder was & psysholegy prefessor not gonerally knewm by
the pertiolpentse The lesdership style was varied in an attempt to preduce
differences in the problemssolving process, in interpersonal relatioms, and
in the canmmication processe Date in esch of the areas of cenference
prosess Ware obtained fram wire recordings, cbservers' reserds, and
quostiomnaires administered to the partioipants,

I, Experimentel Desizn

The best preliminery test of the gensral theory that the outoomes
of a cenference were directly related to interpersens), preblem=solving and
cammunication variables would be provided by groups which showed & eonsiderable
range of soores on these varisbles. Three possible methods it ebtaining a
range of soeres were considered: (1) random selection of partioipants o=
duolng normal variation; (2) systematio variatim of groups en pre=conference
oharasteristios of partioipants believed to be related to process variasbles,
such a8 ege, sex, intelligence, and attitudes; (3) matohed groups cn pre=-
sonference veriables and manipulation of o process veriable, which em
theoretiesl grounds weuld produce differences between groupse The firss
method Was rejected because of the risk that randem seleotion might net pro=-
duwse the renge of scores necesssry, The secend was rejected because the
theory was not suffioiently developed to pornit hypotheses en the effect of
pre=sonference varisbles on precesse In sddition, there was the possibility
that the pre-oonference varisbles might werk in opposite direstiens, resulsing

L
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in no rmge of soerese The third method was useds Two styles of leadership
were devised which on theoretical greunds would have opposite effects on
camunication, problem solving and interpersonsl relationse ZEeoh lesdership
style was wed with two groupseo 7

Eech cenference was limited to one houwre Bach sonferense group had
either nine or ten partiolpantss The seme problem was given te eesh group
to solves The groups were matohed on age, veteran status, year in sohool,
grade=point average, soclal frateranity affilistion and previous experience
in group discussion, Messures during the experiment also indiceted thet the
groups were matched in the quality of their pre-senference solutionse There
were also no significant differenses smong groups in the mount o pre-
oconference soquaintanceship smong memberse

Ae lsedership Styles

Style One, the positive style, was used in Conferences 1 and 4,
The leader was instructed to fecilitate communication by reeegnising the
presence of misunderstending snd work towerd a group effort st oclarifisation.
The leeder was instructed to areste a feeling of belenging to the greup by
frequent reference to the group as a group and by sccepting himself the
eantributiens of partisipantse He was to try to bring sbeut sgreement on
goels by minimising eonfliets on purposes and emphasizing the areas of
sgreement snd was instruoted to emphasise the need the group had for the
various participants by cemmenting on the value of imdividusl eemtributions.
He was instructed to stimulate personal liking smong the members by peinting
out instemees of support and minimizing rejections end by using peoples’
nmes. The lesder was told $o improve the effieciensy of the preblems=solving
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Precess by sumarising, preposing problems, seeking infarmaticm, redueing
irrelevanciess In Style One the leader would not direet the comp te o
selutien, but weuld assist the greup te arrive at its ewn solution,

Style Two, the negative style, was used in Conferences £ snd t
The leeder was instructed not te fasilitate commmicatien by oleariag up
nisuderstanding, He was told to mnisinterpret snd deliberately misunder~
sted participents' contributiens, to spesk embiguously himself, The
lesder was to make no effert te preduce eng the nmbers a sense of
belonging to a wmified groups he was to make no effort at compramise and
was to give no indicatien that members were playing necessary reles, nor
attempt to oreste persenal liking enong partioipants. He was te ereste
the impression that one part of the group wes working at cross purpeses
with other parts and that he did not have any feeling of belenging to the
goupe He was %0 heighten wrareness of conflioting geals, minimise the
need for the presence of pertisipsnts, and enphasise the personal disegree~
ments smong the memberses The lesder was instruoted not te perferm the
cemmonly considered lesder functions of problem solvings swmarising,
making preposals, setting precedural goals, drawing out infersation frem
the group, keeping the problem in foous. He was te prevent the greup
frem sumarising by interrupting, te prevent others frem develeping
solutions te preblems by oslling on semeene else te sontribute semething
different, te premote irrelevent ommsents and proleng digsussion m
irrelevant toples.

In order te assure that esch eeuferense weuld eeutimwe fer an hour
1t wes necesssry to instruet the lesder e avold vetes, If the pertioipants
were allewed te vote mn desisiens, a oenferemoe night terminate befere $he
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houwr and lose its oomparsbility with the otherse The twe styles of
leedership had different teclmiques to avoid votings In Style One sweh
statenents as the following were nﬁ;oatd: “Perhaps we should wait with
that wrtil we are swe all aspects of this problem have been disoussed,
What about . « o« o o "Same of the group haven't had a chence te say
anything for quite a while, Parhaps we should let them have semething te
say first-~Jenest™ In Style Two the following were suggested fer use by
the lesders "Well, before we do that, Jones was mntiening scmsthing o
while age that I think we ought to ge back to;® "Well, what are we geing
to vote on? I see sbout five idess floating around."

' The behavior presoribed fer the lesder in Style Two sounds, when
stated positively as it is in the major portien of the dessription of the
style, almost impossibly inept end one might suspeet that it weuld be
inoperative becanse of its unreality, The fact is, however, that much of
presoribed style consists of positive behaviors to be avoided while certain
behaviors were presoribed which were designed to have negative effects.

By and large the sins prescribed for the llndgr are those of omission rether

then oommissione This is what sctually happened in the conferences alse,

as will be seen; the leader far the most part failed to Sake positive sotien

to pramote understanding, triudly interpersenal relations send effioient

preblem=zolving prosesse The theeretisal effect of this failwre was

negative in these three arease It is fer this reasen that the Serms negative

snd positive have been used to deseribe the two styless they desoribe the

hypothesized effests of the lesder's behavier rather than the behavior itgels,
The lesder aotually performed the behaviors whioh were presoribed
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for hin, Bvidence for this is found in the typesoripts and in the detailed
analysis of the problem=gselving behavior of the lesder desoribed in a

later section,

B Hypotheses

The design was sonstruoted to permit teating of same of the more
promising hypotheses menticned in the theoretioal frameworke The main
hypotheses deelt with ocan be divided inte four olasses: (1) hypotheses
conoerning the effects of leader behavier on outoames; (2) hypotheses cone
cerning the effests of leader behavior on process variabless interpersonal,
problem solving and commnicatien, These hypotheses are group hypotheses;
the ¥ 1s equal to the mmber of groups useds (3) hypotheses cemoerning the
interrelations smong process verisbles; (4) hypotheses ecomcerning the
relationship of process variables to conference outcomess Listed below are
exemples of hypotheses of each typee The list of explioit hypotheses is
illustrative rather than exhaustive, The hypotheses which were formulated
Prior to the experiment sre discussed in oemnection with the measures whieh
were used to test them,

I: The relationship of leadership styles to outoomes

The pesitive lesdership style will preduce a higher quality group
decisim, grester participant setisfection with group decisien, growp
Prooess and lesder performanse them will the negative lesdership style.

2+ The relationship of leadersiip styles te precess varisbles
The positive lesdersiip style will result in o peroeption of grester
unity en the part of pertioipants amd a grester feeling of being scoepted


hypoth.ee

p 7
than will the negative lesdership style,
The pesitive lesdership style will produce relatively mere
aupperting wd fewer oppesing esutributions on the part of pertiolpants
in the problem=solving prooess than will the negative lesdership style,

S¢ The relationshipsemong prosess variebles
Persons who do considerable solution proposing will be regarded
by their collesgues as more valueble than persons who do little solution

proposing,

4¢ The reletionships of Process variables to ecenference outoemes

The more sccepted as e member the individual feels, the greater
will be his satisfaction with group decision, '

The more solution proposing the individuel does, the greater will

be his satisfaction with deocision,

Ce The Problem _

The partioipants were told they were to consider themselves a
member of the board of direetors of grooery chaine They were to decide
ot this meeting upon the remumeration polioy the oompany would sdopt with
respect to the managers of their 48 storess This problem was in an area
in which they were Presumably interested, since they hed elected o course
in the field of persomel relations, It appeared small enough to be trested
in an hour by persons of the competence of the peartioipsnts, It is o
problem on which there is oonsidersble oenfliet in the seslety as a whele,
Since there sre established Practices in the problem arce, it seemed
Possible that an edequate oriteriom solution conld be developed,
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In ene important respeet tho problem fell short of expectetions.
It wes not sufficiently difficult, The fundementel selution-ideas were
presented in the first few participetions and ot lesst one group might
have terminated the discussion prior to the time limit hed that been
permitted, It should be stated, however, that the preventing of the vote
Was essily sscamplished; snd that participation rate sotually inoreesed as
the conferense proceedede In other words, the limitation of the problem
Wes that it allowed only triviel differences in the quelity of the soluticns

of the group,

11, Frooedure of the Conference Sessions

l: Conference Réu Arrangoment _

Figure 1 shows the arrangement of the partioipants around the teble
and the position of the lesder. Circles 2, B, C and D indicate the position
of the observers snd experimenters, On the table in fromt of each
participant was & card which showed his neme and & nwber which provided
identifioation for the observers. Zeeh participant were a lapel micrephone,

Be Observetions

Two observers were situsted st eirole C, One kept a partiecipation
reoard which consisted of the perticipant's number, of the person to whom
he spoke, and, in shorthend, the first few words of his contridbution, This
reoord was leter synchroniszed with the recording when the typeseript eepies
of the oonference were msde. The other ocbserver at oircle C recerded neds
of agrement or disagreement unsccampanied by verbal opinion, The indiees
of sgrement or disagreement were tsbulebed so tlutt oach participmat’s
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resotion was synchronized end cemgoted with the partioulsr participation
’to Which it was a response. For a veriety of resscns, the dete collected
by this cbserver were inedequate and no analysis of them was mede, 2%
oircle B an observer recorded the non~verbal indicetion of partieipent
interest. The duties of this cbserver were to telly handereising by
individual per five-minute period; to rate perticipant interest on a four
point geale; to nete looking at the speeker, laughing with the group or
alone, postural changes, and head and hand movements, One of the two
experimenters at oircle 4 wrote down the decisims considered by the groupe
These were used in the experiment during the postecenference periode The
other observer at A wes assigned the same srea as was given to the ebserver
at oircle B, At cirole D two observers made aneodotal reports of the
souference proceedings. The tn!m;.eian in oherge of the wire recarding
spperatus was looated at B,

Co Procedure of the Experiment

The schedule for the experimental period 1s shown in Teble 1,
The actual procedure osn best be desoribed by reproducing the imstruetions
given to the experimenter in charge,which he followed ‘axsotly, After all
the conferees were present and seated «t the conference table the
experimenter gave the follewing general erientetion talk:

the problem you will be disoussing. In shars, this is net o
test situstion, Behave naturally, she way yeu want te bohave;
not beceuse any text book tells you to behave in a particular
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"Our task consists of three partse We will first ssk
you questions sbout verious matters; then we will have mm hour's
oouference, and finally, we will ask you questiens eo Ing
what went on during the sonference itself, samd your resotiens to
ite Just before we begin the conference itself, there will be
smple time for questions,”

*Except during the conference, will you plesse refrein
from tealking with each other sbout the subjeot matter of the
questimneires? We need to have your individual independent
responses wonteminated by group discussion.”

(Questionnaire I was then distributed,)

“Let's first oamplete this questionnaire. Be sure %o
mgwer it on the basis of how yeu really feel, not on the basts
of someons else's theories sbout conference procedures. Be sure
to put your nusber en each questiomnaire yom £111 out.®

(Questiomaire II was distributed,)

. "We'1l have sbout ten minutes for answering this questiene
neire.

Upon oampletion of Questiomnaire II, the experimenter went on with

the instruotionss.

"Before we begin the oenference, may I explain how we plen
%o procesd, There will be a special chairmen, whom you supposedly
have elected chairmen of your board of direotorse You've donme
some role=playing before. Don't leave your reles es board members
te meke outeoferole wiseoracks or comments, In yowr need for
sdditional facts, you may dig into your past experiences for them
or make them up, but don't fabricste wild facts which will destroy
the reslity etmosphere of the situation. De you have any
questiens

The experimenter introduced the chairmsn to the partioipsnbs and

oonoluded his instructions by sayings

"New, remsmber, you sre directars of s company snd you went
to have the oompany sucoeede All of you have something at stake
in the sucoess of the campany, Yow have responsibilities to stook-
holders md employses. Mnd this is a very inportant meeting for
the futwre of the company,”

Then follewed the hour-long conferemce. At the end of the hour the



groups were interrupted and teld:

“New write out your own solutien te the problem you have
been discussing.”

After these individual solutions were sompleted, the experimsnter
went ens

+ "Ag you were having yow oonference, I ccmpiled a list of
statementa which represent pessible decisioms you night have cme
to during the conference.”

"Will you merk your *Voting on Deolsions' sheet as to
whether you agree or disagree with the deoisions? Seame of these
decisions were really never agreed upen == don't let that trouble
you == just tell me whether you egree or disagree with the state-
ment as it stenda.”

These possidle decisions were written on a blaockbosrd, The partieis
pants indicated by hand-raising with which of these deolsioms they sgreed.
Those items on which five participants in & group of nine, md six pertici-
pants in e group of ten agreed, were starred on the board and said te
constitute the group decision, Then all the unstarred stetements were
erased (see Table S, Evaluation of Conference Outcomes).

(8, 9, md 10, Questionnaires II, IV, and V)

"We are now ssking you to £ill out three questionnaires
which conocern what went en during the conference and yeur resctiens
to the omference. Be sure that your mmber is en the top of each
questiomnaire. When you finigh one questionnaire, just signal emd
we'll give you another. We are asking you to amswer every item on
all the questionnairess If you have any ccuments to make sbout my
of your answers or eny of the items, be sure te do so. Write them
on the queationnaire itself, We are asking you net to eomnverse
wmong yourselves while working om the questiomaires. Netiee thet
on same of the questionnaires, the scales don't al) g® in the seme
direotione"

“After you are throwgh, you are weloame to stay te listem
to some of the resording or you may leave.”

"We have one last requeste We will be repeating this
eonference several times with other students in Peycholegy 94, It



will interfere with the resesrch if amy ef the participants
at subgsequent meetings know ebout the problem we discussed,

80 we are asking you not teo talk over the problem or the
questiomeires with myone."

After the experimental period the psrtioipents were permitted to
listen to the wire recording and discuss aspests of the experiment with

members of the research team,



BVALUATION OF CONFERRICE OUTCOMES

The experimenter interested in studying the fectors affeoting the
effectiveness of a eonference must decide with whish of the nany pessidble
sbjeotives of a conferensce he will omsern himself, He osn then determine
the effect of process verisbles on the degree to whioh these objeotives
sre achieved, It is possible for nearly everyone to think of weys in which
omferences differ, The important step in the theorising is to deternine
what outcames arw affected by these differences. Extent of perticipatien
by a member, for example, may be related to certein objectives and not to
others.

As was mentioned in the disoussiom of the thecrstieal fremework
for this experiment two broad types of cutoomes or products of a eomference
were selected for study: The decision(s) of the conference (their quality,
number, executability, eto.), and effects on the participants (their
satisfeotion with deeision, motivation to execute the decision, willingness
to assume responsibility of decision exeoution, etc.). These, then, are
the outoame verisbles in terms of which the theory was oonstructed, The
theory holds that variation in the problem solving, cammunisation and
interpersonal variables opersting during the conferenes directly affeet
these outoomes.

Not ell of the outoame variadbles mentioned sbove were neasurshle
in the experiment being digonssed, The approach to measurement of deeision
quality was to oocmpare the decisiens sstually resched by the cenference
groups with an external oriterion of quality == en expert solution to the
smme probleme Messurement of ¢ffeots en partisipants was limited to o

20
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study of participant satisfections =~ with the decision, with the leader,

and the group performance.

To Nessurement of Quality of Deeisien

The oriteria for evaluating solutions vary with the type of
problem with which the group is dealing. To same problems there is one
and only ane eorrect answer; the sorrect answer is defined by some fixed,
generally eocceptable method, suoh as mathematiocal canputetion or logieal
analysis. The number of ocorrect solutions, the nwber of problems completed
per interval of time and the extent to which the group approximated the
correot solutions are possible oriteria whenm groups are dealing with
problems to which there are correct solutionse M illustration of this
type of resesrch is that of Watsen(14) whe used tests of intellectusd
funotions in whieh the group's outoome soore was represented by the number
of correctly completed items. The Jemness experiment(9) 11lustretes the
use of the disorepancy oriterion, There the degree of correctness of the
group’s deocisioneoutoome as to the number of beans in a centeiner wes
measured by the discrepsncy between the actual count and the group estimate,

In sherp camtrast to solutions based upon oommonly ascoepted facts
are those based on value consideratios. Problems heavily loaded with
value elements usually camnot even be eppraised - in terms of the Judgments
of experts, as experts ere apt to disegree within these aress. In evaluating
the outcome of the conference’s deoision on valwe problems, it is usually
necessary to byepass eppraisal of the quality of the decision end rely wpon
such eutcomes as the satisfectien of the participmts with the deeision or
the effect of the decisien upon their motivatien to execute it.

Sometimes, hewever, the experinenter wants to empley preblems to
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which there is a mediowm of sgreement smong experts, the so=salled
'jndponhl" type of problem¢ The investigater of oonferences is ospecially

use greups for prodblems which demand the pooling of the Juignent and
experience of the orgenization's gtafy, Contrariwise, exeoutives employ
Mmgineers to angwer technical questions to whieh solutions are definitely
“osertuinable. Bechterev amd Lange(3) tnvestigated the Judgmental type of
problem in their work on oreative thought, but carried out no systematie
evaluation of the quality of the group's product, Mogt groups will offer
different solutions to Judgmental problems, so that o Yoa~or=no type of
scoring eamnot be used, The usual practice is to compare the solutions with

those arrived ot by experts,

4s Construction of the Criterim Solutien

& business edministration graduate student, specializing in
persomnel work, cmsulted with experts of wide experience, and fermulated
two solutions to the problem submitted Yo the experimental groups (Appendix
A)e Two oriterion solutions were necessary, because the problem as
presented to the conference groups was smbiguous in not specifying the
relationship between mansger and home-offices One solution (the Logale
MAtonomy solution) was based on the essumption that the chainestore mmager
has considersdle operating responsibility and mekes store poliey dnhiqa.
in the field of merohandising end persomel prectices. The other selutien
(the Central-Control solutien) sssumed that the manager operates under cloge,
directive authority of the oemtral office and their distriot mensger,
Exemination of the individual emd group solutions indisated that the locele
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swtonomy assumption was msde by the pertisipents. Eemsce, the leval-
Matonomy key was used as the oriterien solution in subsequent smalysis.
The oriterion solution key is given in Table 2,

The validity of the scoring key was cheeked in two wayse It was
applied to the remmneration policies ef a statemwide chain of foed stores
'optrnting with local mmager autonomye Of the 13 items in the ecriterian
solutien, there was agreemsnt with aotusl presctice on 10, disagreement on
2, exd there was one omission, When the ssme key. wes wpplied to a natimal
chein with & eentrale-cffioce control poliey there were four sgreements, six
disagreements and three cmissionse There is high egreement between practice
and the appropriate oriterion solutiomme

In a second test of the validity of the key, average of ratings by
72 judges were correlated with the scores obtained by applying eriteriom
Xoye The judges, students in advenced business sdministration olasses om
personnel practices, were instruoted to assume the chainestores were
operating with local maneger sutonomy. The correlation coefficient was ¢76e

The relisbility with which the keys was applied to the sotusl date
was cheoked by having 38 solutions scored by two coderse Since the key
contains thirteen items, a total of 494 comparisons between key and solution
were made as to whether there was sgreement, disasgresment er en omission.
The key presented in Teble 2 plus the speciel instructions presented in
Appendix D were the entire basis upon which the coders operated. There was
B¢ verbal cammunioation between them throughout the coding processe Thers
was disagreement upon 43 of the 494 items; this emounts to sn 87% agreement
emong the coderse Using the CraigeGuetskew category relisbility tebles(S),
the probsble aoccuracy with ihtoh each item was correctly coded by a single

ooder is .9"



Measurement of Quality
TBIE 2

CRITERION SOLUTION KEY

8o ots Loos])-Autonewy
Salery provisionss ,
Store mansger paid base salary 1
2 2, equal to that of sempeting chains 2
@
Store mansgers paid straight salery
2o greater then that of campeting ohains
Se Sea r Wijd_gr ;___
4 g3
* 11 4
inorepses through eny of the following:
ength of service
rit based on:
P Semieennusal ratings by central
¢ office and braneh mansgers 5
Quelity and promptness of store
reports
Benus provisienss 6
. ® bonus for store mmnagers
Benus based on stare net sales over o 7
specifio quota with quota sdjusted for:
Te store sales potentieal
. past quarterly sales
8. Bonus to be paid: gquarterly 8
[ ts
ustment provided;
sdjustment mede semieesnnually
9 No cost of living sdjustment made;
bonus provision will edjust pay
automatically ®
10, Vesation benefits authorized with pay dased
on length of serviee 10
1, Retirement bemefits: None 1
12, Ingsursnee benefits:s Nome 12
23, Frofit sharing: [Yes
Yo 13




24

By Experimental Findings

A fundemental problem, net olearly snticipated when the design
was oonstructed, is, "What is the decision of the group?™ Ig it what the
recorder or oonference secretary reports in her minutes, the summsry
statement of the lesder, or the solution of the individual participents?
It is probebly true that the "real decision®, defined as the one whieh is
put into effect,may be any ane or several of these in combination, depend-
ing on the circumstences. This sectiom investigates the effects of the
leasdership style menipulation on the quelity of three of the meny possible
content outoomes of a conference: the voting behavier of the perticipents,
integrated group solutions and individual posteconference solutions,
These will be discussed in this order although in the experimental sequence
the individual solutions come first, followed by the voting solutions and
the integrated solutions,respectively. The first of these is oomparable
to whet might be obtained with a group which votes on a series of sgende
items; the items pessed by a Rajority constitutes the group decision, The
mmd. integrated solution, is enalogous to the impressiecn of group
dooiaiun reported by the secretary ar cheirmem, The third type of eomtent
outoome is similar to that of & training conference or a eanference of
independent department hesdse The conference deals with a problem cemmon
to the participents but there is no single executor of the group deeision,

le Voting

During the meeting itself, s “consensus cbserver" attempted to con~
struct a series of gemeralisetions which seemed to represent the consensus
of the groupe &t the end of the neeting after essh participent hed written
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his individuel posteconference solution, the list of goneral conolugions
aleng with bogus statements not representing congensus was submitted to a
votes The statements were written on & blackbosrd and the subjeots were
requested to vote on the specisl sheet, "Voting on Decision”.(Mppendix B),
The statements used for each group differed end are presented in Teble 3,
The results of the vote for eech group, as well as the oriterion score
value of each statement, derived by epplying the key to each item, ere
also presented in Teble 3.

The quality of the total voting behavior of the groups was appraised
by the following procedure, The three voting oategories were given weights
(2 for "Completely Agree®, 1 for “Agree with Reservations®, end 0 for
“Camnot Agree™) and their sum for each stetement was multiplied by its
oriterion score. Then, the "decisian®™ quality score for esch group was the
sum of the weighted scores on each statement. These results are reported
in Table 4o The voting of Group 2 smd Group 4 is markedly superior to
thet of the other two groupse

Substentially the same results were ocbteined when only those items
upon which a majority of participants conpletely agree or agree with
regservations were scored, This is the group decision hed s simple majority
oriterion been used in aceordance with oustomary perlimentery procedure,

There 1s, then, no cengruence between the lesdership pattern te
which the groups were subjected and the totel voling behavior of partici-
pents on the group decision as determined from the v#t:l.n;.

2s Integrated solutiens

There was no seoretary or rooor.dcr sppolnted for the groupse The
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TABLE 4
THE QUALITY OF THE VOTING SOLUTIONS
Participant # Group 1 Group 2 Group 3 Group 4

1 b 12 2 10
2 1 8 -3 1k
3 k 17 -k 12
L 3 7 2 12
5 2 8 3 1k
6 1 19 2 12
7 o 1k 0 1k
8 - 13 b -
9 1 12 6 14
10 1 8 3 12
Total for all

Statements 17 118 15 L
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observer charged with the task of oollecting consensus statements hed
casiderable difficulty in determining just what eonsensus hed been reached.
4 peir of judges, uneacqueinted with the oriteriom key, derived an
"integrated® solution for emoh group on the basis of the post-conference
individuel solutions, the postemeeting voting, end the typeseript of the
omference proceedings. The resulting statements, reproduced in Appendix
D, were then socred according to the l-oonl-htoqq key,with results as
presented in Teble 5, The clear superiority of Group 2 1s mo longer
ovident in terms of agreement with the oriterion, Both Group 2 and Group
4, however, still show less disagreement with eriterion than do the other
groupse MAgain there is no congruence between the lesdership pattern te
whioh the groups were exposed snd the quality of their integrated solutioem,
in terms of smmount ef agremment with oriterions Inspeetion of the integrated
solutions (Appendix D) indicates the great similarity of the groups in the
content of their deocisions,

8¢ Individusl solutions

Maother method of evaluating the effect of a oonference. is to
compare the quality of the thinking of the participents before end after
the conferences This method could be used in this experiment beocauge eech
participant hed written out his own solution to the remuneration problem
before end again after the disoussion. The individual solubions were
soored with the LocaleMutonomy key; the results are presemted in Teble 6,

The participants in 11 four groups were epproximately equal in
the quality of their pre-conference solutienss; however, the particlipents
in only one group, Group 4, ended the howr's disoussions with significantly


ocnfer.no
ecnfor.no

TABLE 5
QUALITY OF INTEGRATED SOLUTIONS
Group 1 _ Group 2 Group 3 Group 4
Agreements 23 23 38 Sk

Disagreements 23 8 n 8
Omissions Sk 69 N 38



TABLE 6

QUALITY OF INDIVIDUAL SOLUTIONS
PERCENTAGE SCORES ON LOCAL~AUTONOMY XEY

Group 1 Group 4
Pro- Fost- _Differsnce  Pre- Pout- Difference
Agreements 21 16 -5 18 bo *22
Dissgresments 12 +8 3 9 +6
. Omi ssions 75 72 -3 19 1) | -28
Group 2 Group 3

Pre= Poste Du'ference

Pre= Poste Difference

Agreements 21 2L +3 21 18 ‘-3
Disagreements 3 8 +5 10 7 -3
Omissions 76 68 -8 69 75 +6
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higher quelity solutions then those with which they begean, The partiei.
pants in the other groups ended sheut where they begane Sinee the smme
result was not obtasined with Group l,whers the seme lesdership style was
used, this gain omnot be sttributed to lesder behavior,

In swmery, them, the four groups began digoussien of the problem
with epproximetely the seme degree of expertise and with individuel
solutions of equal quality, There were group differences in quality om all
three of the deoisien outoamese Two of the groups were superier in voting
behavier, i.ee, on the recognition test; Group 4 wes superior on the
integrated group nlytton and in the quelitetive gein shown in individuel
solutions from pre~ teo Posteconference, i.ee, the reproduction teste These
differences ere not attributable to lesdership style, however, sinee in
each case of superiar performence,only one of the pair of replicete groups
was superiors The setive, supportive lesdership produced superier perfornense
in only one of the groups so treated, |

Co Methodologicel Implicatiens

le The differences in results when different products are used
indicates that any experimental design must cerefully censider which pro=
duots will be eveluated qualitetivelys It would be a mistake to assume
thet all would produce the ssme comolusion, The veting decisien outeome

Produce one in the individuel solution productywhich is similer to the
reproductive method in memory experimentetion,
24 The voting scere as used here eean definitely de improved upom,
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!h experimenter oould present to the group stenderd list of stetements
with known reletionships to the oriterion. This would provide eampletely
cammensurate date for all groupsy It would be desirable te have the list
more extensives, This would provide e range index as well as o qﬁ-ntativo
index of group performsnee. The range soore might distinguish betweemn
groups which did & few things well but little else, from & group which did
mmy things equally well, The recegaition nature of this test ney meke it
highly sensitive to pre-conference varigbles, such as expertise, Under
sertain ciroumstsnces, the voting test might elso require pn-oonhrmo
Sesting of the groups,

S+ The chmge (gain ar 1oes) scare is & very meaningful one,
While slexted Seward the training type of outsome, it is spplisable to
declision-making oonferences,

4e The "integreted” solution device, while similer to the notes of
8 secretary or chairman, hed definite limitations as used in this study.
These limitations were Primarily relsted to the many wnavoidable inter-
pretations made by the integraterss It would be better to instrust the
group st the outset to prepare o decision=solutien at the end of the time
limit, This should be a goup projeot to prevent superier produets frem
being due to the aeoident of a superice secretery,

6¢ Im field situstions 1t would be important to evaluate the
sxsoution=decision - the group's “decision” as fermulated by she pareen
¥ho will be exesuting the deaisien for the groupe



II, 8 Satisfeotion te

This seoticn desls with the effests of the two leadership styles
en the satisfaction of participentses On theorsticel grouds, the negative
leadership style, through its effects upon the interpersonsl, prodbles~
solving end commmication varisbles,would preduce lower pertioipant
satisfaction with the deoisien, with the group snd lesder perfornanse than
would the positive styles Questionnaire items immedietely after the
conference and sgain after an interval of two months messured setisfsction
with decision and with group and leeder performances

A, Immediete Mpasures of Satisfaction with Decision snd with Process

l, Satisfeotion with decisien

Two types of items (Questiomnaire III, Appendix B) measuring
decision satisfaction were constructed, General items were designed which
would be appliceble to all sonferences regardless of contenty in sddition,
items specific to the subjeot matter of the conferensce were utilizsed even
though they would not be gensrally sppliceble in other conferences. The
specific items were inoluded to permit study of the nature of the general
itemss In addition, the specific items might be more sensitive to small
differences in satisfaotion, which the more generslised items weuwld fail
to detects The four general items (Items 1, 4, 6, 8) required the pertici-
pant to indicate his satisfaction with the decisien, his juigment as %s
the quality end werkability of the decision snd finally the extemt te which
the decisiocn met his cbjestivess On the four specific items (Items 2, 3,8
7) the participant indicated his satisfection that relevent aspeots of the
problem and all relevant information hed beenm eonsidered and that the

29
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deocisian would make for high maneger morale and high menager pertieipatien.
On all items the participsnt indicated his setisfection on a temepoint sesle.

Experimental findingse= Table 7 shows the product mement intere
oorrelstions of these items for all feur sonference groups cembined.
Coefficients of correlation were camputed seperately for Groups 1 & 4 and
Groups 2 & 3 to determine whether the degree of relstionship smong the items
differed in the two sets of groups receiving differential treatment. Scatter
diagrsms were mede to assist in interpretation of the detes Comparison of
the matrices for the two sets of groups indicated that they d4id not aiffer
significantly with respeot to the degree of relationship between items,
The data from all four groups were therefore cembined to provide the values
shown in Table 7.

8ince no direot evidence as to the relisbility of amy of the
questiomaire items is aveilable, these intercorrelations provide indirect
information concerning reliability, Two items, Item 2 end Item 6, stand out
as showing markedly lower correlations with the other items although they do
correlate significemtly with each other (5% level)e Virtually all the
correlations mmemg the other items are moderately high and significant at
the 1% level. ’

Table 8 prouxr& the means for each group and standard deviations of
Groups 1 & 4 and Groups 2 & 3 on the satisfaction with decision items.
None of the differences in meens is statistiocslly significant, although there
is a tendenoy fer Greups 1 & 4 to be slightly more satisfied then Groups 2 &
Se

With one exoeption there sre no signifiosnt differences betweea the
two sets of groups in verisbility, Groups 2 & 3 sre signifieamtly (6% level)
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nore verisble in their satisfection with ocmsideration of relevant infere
mation (Item 7)o

Censidering all the satisfection items together, beth leadership
styles preduced & good deal of satisfection on the part of partieipants.
This is indicated by the point at whioh the average retings of each of the
four groups fall on the scale itemse While all the items are not exactly
canperable with respect to the verbal desoriptiomms beneath the scale
intervals, the means of all four groups on all the items are above the mide
point of the ten-point scaless On the exectly compareble scales (Items 2,
5, 5, and 7) the means for all fow groups are olose to the “moderstely
satisfied® description on the scale.

When the means of the groups were campared from item to item, all
four groups were significantly (5X level) more satisfied that the decision
was workeble. (Item 4), than that relevent information had been considered
(Ttem 5)s Satisfaction with decision worksbility wes significently
higher (6% level) than the mean on the quality of deoision item (Item 6),
The mean on the workability item (Item ¢) was very significsntly higher
(1% level) than the mesn on the item measuring extent to whioh the deeision
met the objectives of the participent (Item 8)s These omparisons all
involve the workability iteme That these differences are real is further
substantiated by the fact that on this item the desoriptiom term “moderetely"
is at the midpoint while on the others it is higher on the soale,

The follewing conolusiens may be drem with respeot to the deoleion
satisfaotion of partiocipents: (1) The two sets of groups did net differ
significently in their satisfaotions on smy of the satisfaction with decision
itemss (2) M1 groups hed mean scores above the midpoint on all the items.



-
(3) M1 groups were signifioantly more satisfied with the workability
espects of their decisions than they were with the quality ef the desisiens
BeT ss, with the extent to which the declsions met the cbjestives they had
in nind, exd with the smount ef relevant infermation on which the decisien
Was basede

Methodolegical implicationse= 4 single composite measure of
satisfaction with decision was desired to facilitate the exploration of the
relation of particlpant satisfection to other outoome and process varisbles,
The ocomposite measure. decided upon oonsisted of the arithmetioc average of
the scores on three general items: the over-all satisfaction with decision
item (Item 1), the judgment of the quality of the deoision item (Item 6)
md the item concerned with the sextent to which the decision met the
objectives of the participent (Item 8).

To detsrmine the relationship between genersl measures of desisiom
satisfeotion and satisfaction with specific aspects of decision, two of the
specific items, util‘faoti.on with effect of decision on manager morale,
(Item 3) and satisfaction with effest of decision on menager perticipatien
(Item 7),were correlated with the composite messure of satisfectione The
resulting coefficlents are shown in Table 9, There is & high correlation
between. the general snd these specific itemse It is spparent frem both
Table 7 and Table 9 that the most importsnt fastor in terms of which the
participants evaluated the decision was its effect on mmager participation
end morales This finding suggests that there is « gemersl glebel festor
which operstes in both genersl and specifie itemse It is oomseivable that
other items on less important aspeots of the deeisiom would mot result in



TABLE 9

THE RELATIONSHIP BETWEEN GENFRAL AND SPECIFIC
MEASURES OF SATISFACTION

___Questionnaire ITT , Composite Satisfaction
Item 3: Satisfaction with effect
on manager morale o T1lun

Item 7: Satisfaction with effect
on manager participation o63n0

#  Significant at the 1% level
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in high cerrelations with general sstisfeotiom,
| The other two specific items, satisfaotion that relevant aspects
(Item 2), and thet relevamt informetion were oonsidered (Item 5), shew
little relation to the general measures of satisfection with deoision,
Exemination of the wording of these items indicates strong reference to
the way in which the decision was resched, rether than the decision itself.
They will be exemined with the items relating to sstisfeotion with process.

General oonsiderationge= There is evidence from the survey of
conference prectioces* that sdminigtrators using small decision-making
conferences within their own organizations use two general types of oriteria
in evalusting conferences: (1) Obtaining the objeotives for whieh the
meeting was ealled. This freguently means scoamplishing the purpose of
the administrator himself and is thus lesder satisfeotion, (2) Obtaining
partioipant satisfaction with decision. It would appear, then, that the
omphasis placed on satisfaotion with deocision, either leader or partiei-
pant, is not unrealistic and will meet with acoeptence, AMdministrators
rerely mention such oriteria as increased motivatien, inoroased knowledge,
speed of dooiaion-;making. or even quality of deocision,

2, Satisfeotion with presess

Only ome item, a direet question as to the extent of satisfeotion
with the nanner in which the group went about reaching & decision, measured
over-all satisfaction with process (Questiomaire IV, Item §). Another
item, (Questionneire IV, Item 6) measured satisfaction with leeder

*The Conference Research project sonduoted & survey of oonference
Waotices in industry and govermment, The repart of this study is now being
prepared,
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perfermances The two specific items, mentioned sbove,were investigated
as possible satisfaction with process measurest satisfaction with the
extent to which relevent aspeots (Questiomaire III, Item 2) end relevast
infermation were considered, (Quoﬂ;ionndrc ITI, Item 5)¢ The inter-
sorTeletims of these items are shewn in Table 10, The oocefficlents were
camputed separately far Groups 1 & 4 end Groups 2 & 3, S8ince these
coefficlents did not differ significantly, the deta from all groups were
combined,

Experimental findings.~ The intercorrelations in Table 10 indi-
cate that thers is an importent process elemmmt in Item S, Questiomnaire
I1I, satisfaotion with omsideration of relevant informations The item
Measuring degree of satisfeotion with oonsideration of relevant aspects
(Questiomnaire III, Item 2) 1 spparently even less related to satisfaction
with process items than it is to satisfaction with decision measwres,
Hence, the item was not used in subsequent analysis,

A caaposite scare, the arithmetio aversge of the partiocipant's
group process satisfeotion (Questiomaire III, Item 5) and his satisfaction
with the oonsideration of relevant information (Questiomnaire IV, Iten 5)
was used in the following emalysis as a measure of satisfestion with group
precesses This oombination finds suppart in the survey findings, where
information supply is oonsidered an important aspect of processe

The lack of signifiecent correlstion between the satisfaotion with
group prooess item (Questiommaire IV, Item 5) and sstisfection with lesder
perfornmoe (Questiomnaire IV, Item 6) indieates thet there is mot o
ever=all halo cperating with respeet to proeesse The absence of correletion
is not due to lack of reliability of the leader performance item, since,



TABLE 10

INTERCORRELATIONS AMONG MEASURES OF
SATISFACTION WITH PROCESS

Satis. with Satis, with

Consideration Consideration Over-all Satis. with
of Relevant of Relevant Satis, with Isader
Aspects Information Group Process Performance
(QITI, Item 2) (QITI, Ttem 5) (QIV, Item S) (QIV, Item 6)
1 2 3 L
1l A1l Four oho 02!‘ oll
2 .ﬂcﬂ- -el?
3 ‘ -olly

*  Significant at the 5% level
%  Significant at the 1% level
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Apparently the partiocipents make & distinotion between whet is decided ond
how 1t is desidede There is a difference between being satisfied with the
decision md being setisfied with how the group arrived et it, Further
evidence is provided by the functional pattern date disoussed in ancther
section of this reporte The pattern deseriptions in that questiomnaire are
process desoriptionse The fast that there was more thean chence agreement
emong participants as to the appropriete pattern desoriptions for each
partioipent indicates that process observetions were made and were masde
relisblye These findings suggest thet the difficulty in getting process
observations from participents may be reduced by the use of specifie
process guestions,

Teble 11 presents the means for all four groups and the stendard
deviation for Groups 1 & 4 and Groups 2 & 3 on the items coneerned with
prooess satisfactione Only me of the differmoces in means is significant.
The partiecipants in Groups 1 & 4, the positive style groups, were signifi-
emntly (1% level) more satisfied with the performence of the leader than
were the partioipants in Groups 2 & 3, the negativelywled groupse The two
styles of ludcrahip left distinotly different degrees of satisfaotion
with the leader's perfarmsnces On this smme item the differemce in
varisnce is significant at the 5% level. There was more disagrement sbout
the adequacy of the leader's performance smong the participamts exposed
to the negative style than was the oase with the participmts who
experienced the positive leadership styles We will have occasion te refer
to this finding again when disoussing the relationship ef the perticipant's
sttitude towerd the leeader to other varisbles.

The feot that there is no sorresponding differense betwesn the twe
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sets of groups on the satisfection with gemeral process item (Queatiomnaire
4, Item 5) is edded evidenoce that there is no over=all global effect with
respeot to process.

As was found with the satisfection with decision measures, the
sbsolute level of the mean scores is sbove the aidpoint on the seale for
all groups on all items except the one en whish the two sets of groups
differ signifioantly. None of the differences between items ere signifi-
cant,

Methodological implisations.~ More items measuring emomt of
nﬂ.orntion with process are needed to provide greater assurance of
relisbility of measurement and to shed light on the relationship between
satisfaction with process in general end satisfeotion with particular
aspeots of proocess, —

Although difficult to seors, open-ended questions might be used
to determine the dimensions of process in the minds of the naive partiei-
pante These date would be useful in eonstruction of prooess items.

The item ooncerned with leader performance, while satisfactory for
the present purpose, is too generel to revesl either the determinants of
satisfaotion with leeder or the ereas of inadequaoy for training purposes.
To attain these objectives, a variety of items oonocerned with lesder
perfermance should be construoted such as the following:

How satisfied were you with the wey the leader summerised?

Eow satisfied were you with the leader's efforts te isprove wder-

standing mmong the members?

%

S¢ Sumary: Measwement of satisfaction outeomes
In spite of marked differences in the menner in whioch the lesder
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behaved, there are no signifiomnt differences between the two sets of
groups on ay of the messures of decision satisfectiono Neither did the
lesdership styles menipulstion produee differences between sets of groups
in their setisfeotion with the way the group proceeded to its decision.
The differences in lesder behevier did produce significant differences
between sets of groups in partiolpent satisfaction with the lesder's
performance. The partiocipants exposed to the positive style werse very
satisfied with the leader; the partioipants exposed to the negative style
tended to be slightly dissatisfied with the lesder. There was alge a
significant difference in variability emong participants in the two sets
of groups in their satisfaotion with the leader. The participants in
Groups 2 & 3, the negative style groups, showed more dissgreement smong

themselves as to the edequacy of the leader,

Be Delayed Measures of Satisfastion with Decision snd with Frocess

How steble and enduring were the results obtained on the question-
naires presented immedistely after the cenference? Would the absense of
differences on most items detween the two n'ts of groups persist, or would
differences sppear over time? To snawer thess questions, two months after
the experimentel oonferences the partioipants received a mail questionnaire
(Appendix C) on their post-senference satisfeotionse The delayed question-
usire deta also provided eppertunity for cheoking, to some extent at least,
the relisbility of items eoncermed with satisfection with desisien and
satisfection with group processe

On Item 1 of the delayed questiomaire the participant indicated
whether or not he would be willing to partiocipate without stipend in anether
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experinentel oconferense. Item 2 was intended to provide a measure of
the extent to which the individual was attracted to his group; it asked
whether he would want to be in tﬁo sanme group or snother group if he
were to partioipate againe Item 3 measured the participant's desire for
the same leeder as opposed to a new lesder, Item 4 measured satisfaetion
with process and Item 5, satisfaction with decisione The last item,
Item 6, conserned extrs=ourriculsr speech ectivities end wes analysed in
cermection with the matohing of the groups,

le Experimental findings

The percentage of retums feiled to differentiate between the
groups; all groups showed 100% return. Time of return scores besed on the
peroentage of returns over various periodsof time also showed no differences
between groupso Only 6 of the 38 participants required a follew=up letter
and inadequate mail service was responsible for the failurs of several to
return the questiomaires more quiockly.

Table 12 shows the means for each of the four groups and the meens
and standard deviations for Groups 1 & 4 and Groups 2 & S on the questionneire
itemss The difference between the two sets of groups on Item 3, desire for
the same loader, is statisticslly significant st the 1% level, Nene of the
other differences is statistically significanta These findings exactly
reproduce the results on the meesures obtained lmedistely following the
conferencese Then Groups 2 & 3 were also much less satisfied with lesder
performance then were Groups 1 & 4, As was the case with the immediate
meagures, all the differences are in favor of groups with the positive leeder,

The mean soores for the two sets of groups on the delayed



Item 1:

Item 2:

Ttem 3:

Ttem ks

Ttem 5:

TABLE 12

MEANS AND STANDARD DEVIATIONS ON

DELAYED QUESTIONNAIRE ITEMS
Arl A=-2 A-3 A-b 1eh 2&3 ¢ ‘

£ Willing
to Return
Desire for M
Same Group SD
Desire for X

Same leader SD

Satis, with M
Process 1))

Satis. with ¥
Decision+ SD

89. 8o
578 ko6
6e55 5.2
Se76 5.3
Tkl 605

100

Sel
50
6.5

6ol

67

5¢33

8.11

6433

7400+

78

5.55
1.5k

7+33
2,70

6.06
2,00

6.83
2.01

#=  Difference between means significant at the 1% level
as one participant failed

+ The n in Group 4 1s 8 instead of 9,

to check Item S

90

h.85
3.0b

510
2,60

5090
2,05

6eli5
1.80

1.55

2453n
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questiomnaires are sbove the midpoint on all items except onee On em
absolute basis the experimental experience was apparently satisfectory
onee The favorable attitude toward it noted in the high mean soores
immediately after the conference persisted over the wo months' interval,

Table 13 presents the correlations between the delayed questiomnaire
items and pertinent items from questionnaires administered imedietely
following ths conference. The person's desire for the same group (Item
2) is not related to his earlier feoling of being scoepted as a group
members nor is it related to his original perception of the unity of the
groupe Item 2 is in no sense parallel to the twe immediate post=conference
measures and therefors does not provide a sheck on the reliability of
these items. As the reliability of the immediate neaswres was Juiged to be
satisfaotory, the lack of correlation meay be due to the fect that Item 2
is measuring some other factor or is wnrelisble, The latter possibility
is strong, sinoe the item did not specify the nature of the new group to
which the respondent might be assignede The item may be a poor measure
of willingness to gsmble on the possibllity of an improvement rather than
a judgment of the adequacy of his group oampered with other groupse

Item 3, ooncerned with desire for the seme leader, shows a
correlation which is significant at the 1% level with satisfaction with
leader performance as measured immediately after the conference. Desire
for the same leader is not correlated with personal liking for the lesder.
This indicates that the performance of the leader was judged relatively
independently of any affective value the lesder might have hed fer the
participmt,

Item 4 on the delayed questionnaire, concerned with satisfeetion



TABLE 13

INTERCORRELATIONS OF DELAYED QUESTIONNAIRE TTEMS
AND TMMEDIATE POST-CONFERENCE MEASURES ON ALL FOUR GROUPS

Ttem 2: Desire for Same Group

v8. feeling accepted as member
(qr11, 8) -e02

V8. composite measure of participant's

péreception of unity

(QIII, 13 + QIV, 1)+ 29
Item 3: Desire for Same Leader

vi. satisfaction with leader perfor-

mance
(QIv, 6)+ o53mn
vs. personal liking for leader

(QIv, 7)+ e20

Ttem h: Satisfaction with Process (Delayed)
vs, immediate satisfaction with process

(QIv, 5)+ olsSmn
V8. composite measure of satisfaction

with process :

(QIV, 5 + QIII, 5)+ olt2nn

Ttem 5: Satisfaction with Decision (Delayed)
vs. immediate satisfaction with decision

(QITI, 1)++ «60%%
vs. composite measure of immediate satis-

faction

(QIII’ 1’ 6’ ‘nd 8)” .6&'

#» Significant st the 1% level

+ These questionnaire and item numbers refer to the material in
Appendix B ‘

++ The nshore is 37, as one participant in Group 4 failed to check
Ttem
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wish precess, correlates significently with the immediste messure of
satisfaction with process. The wording of this item om the two question-
naires was identicale The delayed satisfection with process item also
correlates ligniﬁomtly‘ at the 1X level with the composite measure of
satisfastion with process, It seems clear that both gemeral process
cbgervations and leader behsvior ratings cen be reliably medes

The £irvh tien concerned with satisfaction with decision, shows e
high correlation with the identically worded immediate decisien satis-
faction items It is also highly correlated with the ommposite measure
of immediste satisfaction,

Cortain interocrrelations of items on the deleyed questionnsire
are relevant to problems raised in comection with the immediate measure-
ment of outoomese It will be recalled that the relationship between
satisfection with decislon and setisfection with process was low in the
immediate outcame measures. This ssme result was cbtained with the delayed
questiomneaire items in these ereas; the correletion between these measures
was ¢23 for all four groups combined.

The lack of reletionship between satisfaction with the leeder and
satisfaction with process found with immediste measures is confirmed by
the correletion ocefficient of o21 between desire for same lesder (Item 3)
snd satisfeotion with process (Item 4) on the delayed questiomairs.

These findings sre importent indications thet in spite of the high
llbl.hlt. scores glven by the participants on virtuslly all items, there
was no over=ell hale surrownding the conference, Certein items of
demonstrated reliability show only chance relationships to each other,
indiceting that participsnts were making discriminetions end were judging



selectively,

2+ Methodologicsl implicetions

The methodological conclusions based upon this experience with
the deleyed questiomaire concern the reliebility of itemse Both immediate
snd delayed measures of deoision satisfaction, satisfaction with group
process snd leader performance are sppsrently relisble,

The item measuring willingness to partieipate in enother conference
(Item 1) was not sufficiently specific, Several of the partiolpants who
stated they were not willing to return spparently regarded it es a reguest
for subjeotse They were unavailable rather than wwilling, A geries of
items, or a single item, graded in terms of the smownt of offcr.t or personsl
disoomfort required of the participant in the event of return would be a
more edequate measure of willingness to return,

The methodological limitetion of the measure of desire for the
seme group, (Item 2) has already been mentioned; nemely, the feilure to
designete the type of group in which the participant might find himself
in the event of enother conference. This, es hes been said, made the
choloe a blind one for the pai'ticip-nts.

It might appeer that Item 3, desire for the seme leader, has the
sems methodologicel limitstion, in that the kind of leader the participant
might encounter is not specifieds Undoubtedly, the item would be improved
if it provided a basis for compering the old leader with a new e, The
omission probably had less effect becsuse participants hed more besis for
ovaluating the leeder with other lesders they hed experienced than they
did for eveluating their groupe Their experiences with disoussion lesders,

even in the educational process, were nore": extensive $han with groups of
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the type they experienced in the experimental conferences. There is
spparently a mere steable frems of reference with respeot to leader behavior
than with respect to group processs Items concerned with group process
apparently must provide snchoring points or stendards of judgment, Items
directed st participmmt satisfaotion with leeder are less affected by the

abaence of such imposed standards.

3¢ Swmarys Delayed measurement of satisfection outoames

The delsyed questionnaire results provide carrobative evidence with
respeot to methodological and theoretical conclusions baged on the immediate
moasures of satisfeotion cutoomess Methodologloslly, these findings
substantiate the conclusion thet the messwures of decision satisfection,
process satisfaction, end satisfaotion with lesder performence are sufficiently
relieble to be used as orito;:la. Theoretically, there is support for the
conclusion that group process is judged independently from leeder prooess.
There is also oonfirmation that the participants distinguish between
process satisfaction snd deoision setisfection. Finally, the delayed
questionneire confirms the fact that the leadership style chsnge produced
significent differences between the two sets of groups with respect te
satisfection with the leader,

III, T

The externsl oriterion score for esch participent was correlated
with all of the satisfaction measures, both immediste snd delayeds Nome
of the soefficients is significantly differenmt froam geroce

This finding should be releted to an earlier one, nemely, the
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sorrelation of <54 bstween the participant's judgment of decision quality
and his satisfection with the deoisioms This indicates that the partici-
pant's juigment of deoision quality is related to hi; satigfeotion with
deocisione The leck of eor'rohtion between cbjective measures of quality
and satisfeotion merely indicates that the partiocipsnts cen be, nd in this
oase were, inoorrect in their judgment of quality; if one ncdopto the
external oriterion as a measure of quelity, When, however, the conference
group is composed of experts as oompetent to judge the quality of their
decisions ss my other group, one might expeest to find s high correlation
between the quality of the decision emd the satisfectien of partiocipentse
This is probably the usual case with top menagement conferences im industry
and goverment, At this level an external oriterion measurs of quality,
whioh in most cases must be judgment of experts, becomes identicel with
perticipent satisfectione This reasoming plus the findings suggest the
follewing hypothesis: For a given group, there is positive correlation
betwesn pirtioipant sstisfactions end the quality of their decisionse

There ere, of sourse, other fasctors themn decision quality whioh
affeot decizion satisfeotion, ss we shall see in the following seotien,
'hog groups ere metoched on these determinents, ss well as beling equated
as to standards of judgaent, one would expect to find a positive correletion
between the desision quality and participant satisfeetiem.



MEASUREMENT OF PROCESS VIRIABLES

This section desoribes the process variebles which were measured

md the effeots of the leadership styles upon these variables in the two

sets of groupse

In the theoretiosl freamework, disoussed at the begiming of this
report, ocouference outoomes were hypothesiszed to be affected dy certein
interpersonal varisblese The variables which were regarded as especielly
importent were (1) the degree to which the members perceived themselves
as unified as to goels, (2) the degree to which the participesmts felt
they needed each other in order to scoamplish objectives and (3) the
degree to which the participents liked each other personally. in attempt
was made to measure esch of these variables and, in same instences,
several items were constructed to msasure the smme varisblee For the most
part, interpersonal variables were meassured by meens of questiomnaire
itemss This seotion concerns the interpersonal variables measured snd the

effects of the leadership style differences upon them,

A, Measurement of Interpersonal Variables

The degree of unity as to specific goals, referred to in the
theoretiosl frmmework, was not measured directly in the experiment, It
was approsched indirectly by meens of two items (QIII, Item 133 QIV, Item
1)e The items sre essentially messures of the extent to which the members
peroeived their groups as being unified in generals They sre global
neasures of the extent to which the members perceived the group as wmified

. .
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o a number of dimensiomse Iwo items messured the extent te which eash
participant was regarded as needed by his collesgues (QIII, Item 3; QIII,
Item 9)o Ono item (QIII, Item 10) measured the extemt of personal liking
mong memberse A sepsrate item msasured persenal liking for the leader
(QIV, Item 7). One item (QIV, Item 8) measured the extent to which the
individual felt sccepted as a member., In a sense this is & direct measure
of cohesiveness since it is a verbal=report type of measure, of the type
disoussed in the section cancerned with the theoretical framework, In
addition to those items, several others attempted to messure scme of these
seme dimensions indirectly. These items and the thecretical bases for

their use will be presented in connection with the diseussion of their

edequeacy.

1l Experimental findings
~ Table 14 shows the correlatiom coefficients obteined between all
pairs of items, for Groups 1 & 4 and Groups 2 & 3, end for all four groups

emmbined,

Meguscy of measurese= The two items measuring the participants’

peroeption of unity, which differ in wording (QIII, Item 13; QIV, Item 1)
(Appendix &), correlste signifjcantly st the 1% levele This oorrelation
is indloative of considersble stebility on the part of these items. In
subsequent analysis a composite score based on s simple aritimetio average
of these two items has been used as & messure of pertieipsnt pereeption of
unitys

Item 9 of Questionnaire III agked the partiocipants to indieate the
two individuals with wham they would most like to partieipates in ancther
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eonference, end the two individuels with whom they would leest 1like to
participate againe Item 9 of Questionneire IV required the participants
to oategorise every other member of the group with respect to his value
as a perticipents The latter question asked the participmnt to stete what
the effects of sbsence of easch psrtioipant would have been on the progress
of the group — whether the absence would have hurt, helped, or made no
differences Both these items were seored in similer feshion, The nusber
of persons who reasted negatively to the individual were subtracted from
the mmber resoting positively, The score thus represents for eech
individual the preveiling attitude toward him, 4 high positive soare
indicetes s large number of persons resoting positively to the individuel,
either es & future partioipant (QIII, Item 9) or as & present partioipmnt
(QIV, Item 9)¢ This seoring system has. limitetions in that subtle differences
in sociel olimate are not reflected, For exsmple, s perscn scoepted by
three persans and rejected bymne receives the S8 Score as s person
acoepted by six persons and rejected by three. However, sinee this score
correlates highly with those obtained by several other more intricete
sooring systems, its simplioity warranted its use, The mean socore fer an
entire group on these measures may be used as an index of the extent to
which there is an accepting or rejecting attitude smong participants toward
each othere Ms such, the items meagure the perception of interdependence
emmg the group members. Beceuse of the high correlation between them, the
srithmetic average of the individuel's scores on the two items wes uged as
a composite measure of the acoepteblility of the individual as e partieipant,
Bvidence for the relisbility of this samposite scare comes from deta derived
from the Functionsl Pattern questiomaire (Appendix B), The composite
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measure correlates 64 with the mumber of times the individual wag
classified by his collesgues as performing funotions which premoted the
problem=solving pro;u-.

Item 2 of Questionnaire IV required the participant te cirele the
nwmber of the person whose ra:nl he thought would affeet the group. It
was originelly intended es an alternative measure of interdependence of
members, by assuming thet in a group which hed high attreotiveness for the
members more names will be cireled than in e group with less attrectiveness
for its memberse The low order of intercorreletions shown by this item
indicetes its probable lack of relisbilityee The item was not used in the
intensive anslyses of the experimental findings,

Personal liking smong participants was measured by means of Item 10
in chtionndro 111, The perticipant indicated the individuels he liked
personally “most®, "next most”, and 1iked "loast” and “next least”, Each
individual's score is the number of persons who placed him in the "least"
or “next least" categories subtracted from the musber who like him "most"
or "next most", Mnalogous to the items ooncerning the individuel es e growp
participant (Items 9 on QIII and QIV), this score represents the persmal
liking elimate in which the individual operated, As with the interdepend ency
measures, the average score for ell participants represents the prevailing
attitude smong the group members as to personal liking for each other, The
general order of the correlations of this item with other items warrents its
use as & messure of personal liking, Additional evidence of its reliadility
is the ocorrelation of o564 between this item snd the number of times the
individuel wes classified by his colleagues in s positive, persenslerelationg-
improving functional pattern,
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The instrwments used in the experiment do not permit direet
ovaluation of the item on persomsl liking for the lesder (QIV, 7),
Adeguate stability of the item om be inferred from its carrelstions with
other measures with which, on a prieri grounds, one might expect a
relationshipe For exsmple, perscnal liking for the lesder correlates 57
with immediate satisfection with leeder performence.

The messure of the individual's feeling of scoeptamce as a group
mesber (QIV, Item 8) was supplemented in the questionnaire by s definition
of what was mesnt by "scoepted”™ mnd "rejeoted". The level of intere
correlations shown by this item indicetes that it is 4 rellable measure:
of the extent te whioh the partioipsnts felt accepteds Two other items
were construoted to messure the extent to which the individual perceived
himself as acoepted or rejecteds Item 3 in Questiomnaire IV required the
individual perticipeant to indioete those participants who, in his opinien,
rejected his contributionse The hypothesis is that feeling one's contri-
butions were rejected is closely related to the person's feeling of
belonging, and that high incidence of this feeling for ell members is
indicative of general lack of attraction toward the group on this dimension,
Item 4, Questionnaire IV, is similer to Item S except that it asked the
pearticipant to indicste those persons who he felt ascepted his omtributions,
In generel, both of these items show negligible correlations with other
itemse Bince the items are worded in terms of sooepting and rejecting
contributios, the supporting and opposing aspects of the definitions of
scoeptance and rejection provided on the questionnaire were enphasised,
virtually equating sgreeing with acoepting and disagreeing with rejeeting,
Bvidence that the participants gave this interpretation to the items oame
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frem interviews with them two months after the oonferences. In addition,
the items provide a very restristed renge of soores, which reducesthe
possibility ef substantial intercorrelations, They do, hw«ir. oarrelate
signifioantly with each other, and with the number of persens whose remeval
the partioipant felt would affesct the group (Item 2, QIV), Since all of
these items require the individual to in some way ldentify or desigrate
his colleagues, there is a possibility that the signifioant correlations
mong these three measures msy be due to a 'tondcnoy to respond®, Mn
opportunity to oheok this is provided by the Funetional Pattern questionnaire
(QVB, &ppendix B), whioh asks the psrticipant to indicate the appropriate
functional pattern for his colleaguess Opportunity for classifying a
single partiocipent in a number of patterns was possible, There is no
correlation between the number of pattern placements whioh the participents
mede and the number of persans he sheoked in QIV, Items 2, $ & 4, Mnother
_Possible explanation for the oarreletion between QIV, 3 and QIII, 4 is that
the persons who felt accepted as well as rejeoted by a large number of
people were in fact acoepted and rejected, 1eee, supported and opposed, by
& large muber of people, The opportunity for testing this hypothesis ceme
from the opposing end supporting problem=aolving ontegoriea.. The number
of persons each pesrticipant was supported and opposed by was tabulated,
The correlation betwesn the mmber of times the individual wes supported
ad the number of times he was opposed is o4l, signifioant st the 5% level,
There is, therefore, evidence that, in the light of the way in whish the
itens wore interpreted, the persons who were sgreed with by e larger number
of people were also disagreed with by o larger nusber of individuals, With
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this evidence of the streng relationship between opposing and supporting
and these items, the items are not regerded as satisfactory alternative
Boasures of the extent to whioh the individual felt eccepted as s member
of the groupe

On the besis of the intercorrelations of items, five interpersonal
varisbles were selected for use in the intensive snalyses of the experie
mental findingse These weret the individusl's perception of the unity
of the group (QIII, 13 and QIV, 1); his feeling of scoeptance as member
(QIV, Item 8); his acoeptability as e pertioipant to his colleagues (QIII,
9 and QIV, 9); his acoeptability as a person (QIII, 10) end his personal
liking for the leader (QIV, Item 7).

The interrelations smong interpersonsl varisblese~ Table 15 shows
the interoarrelations among the five interpersonal seores which wers
seleoted for further analysis.

The individual’s perception of unity correlates significantly at
the 5% level with his feoling of being accepted as & member, It is not
related to his aocceptability to his colleagues as a participsnt, but is
related to his acoeptability as a person., This sugzests that personal
af fective relations are more important than dependency relations in pro-
ducing a peroception of unity in the individual,

The data in Table 15 also show that a person feels acoepted as o
meuber without this actually being the cases The individual's fesling of
being accepted 1; unrelated to his sctual acceptence status in the group,
either as a partioipant or as a person. This suggests that the individual's
peroeption of unity is to s ocmsiderable degree a projection of his om

feelings of acoeptance.
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INTERCORRELATIONS AMONG COMPOSITE
INTERPERSONAL SCORES
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The persons who were highly regerded by their oolleagues as
partioipents were also those who were best liked personslly, The ocorrelation
between the two acoeptance scores is <52, significant at the 1X level,

The partioipent's attitude toward the leader as a person is not
signifioantly correleted with any of the other interpersonsl scares. There
are indications in Teble 15 that persomal liking for the leader has a
different relationship to the other interpersonal varisbles in the two sets
of groupse Although the coefficients are not significantly different in
the two sets of groups, these tendencies deserve to be noted since they
sppear many times in other comneotions. Personal liking for the leader is
positively related to composite measure of perception of unity in Groups
1 & 4 and negatively related in Groups 2 & S, The correlation coefficlents
are signifioemntly different in the cese of one of the measures making up
the composite seore, Item 13 in Questionnaire III1, In Groups 1 & 4 the
carrelation is .56 and in Groups 2 & 3 it is =.51, This seme tendenoy is
found with the other item making up the cemposite, although the coeffiolents
ere net significent, These differential relationships, which will be
pointed ocut frequently, indicate that in Groups 2 & 3 the leader was
perceived apart froa the partioipants while in Groups 1 & 4 the lesder was not
set off fram the groupo If one liked the leader in Groups 1 & 4, one
peroeived the group es wnified; in Groups 2 & 3, if one liked the leeder
one tended to perceive disunity,

The relationship between personal liking for the lesder snd the
individuel's value as a pertioipant in the eyes of his collesgues is slmost
significantly different in the two groupse Persons who liked the leeder
were highly regarded by their oolleagues in Groups 1 & 43 the persens who
disliked the lesder were highly regerded in Groups 2 & 3, Personal liking
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far the leader hed a different mesning, e different signifisance in the
two sets of groupss It will be seen in other sections of this repert that
Hking the leader diotated different behaviors end different outommes in

the two sets of groupse

Somparison of groups on the interpersonal varisblege~ Table 16

shows the means and standard deviations of all four groups on the measures
of interpersonal relstions which were seleoted for further analysise Ome
of the differences in means is statistically significants the members of
Groups 1 & 4 liked the leader personally to a significantly greater extent
than did the members of G}oupz 2 & 3, The leadership style differences
produced no other significant differences between the groups an the
interpersonal soores,

The mean scores for the groups on the items presenting ten~=point
soales to the partieipants (QIII, Item 133 QIV, Items 1, 7, 8) are all
above the midpoint, In general, then, from en f:soluto standpoint, the
participants regarded themselves es accepted members of unified groups with
& leader for whom they hed oasidersble likinge The significant difference
between sets of groups with respect to personal liking for the lesder on
Item T of Questionnaire IV is correborated by the sociometrie item on
personal liking, Item 10 on Questionnaire III, The leeder was checked by
six perticipants in Groups 1 & 4 as being liked "most® or “next most®
wheress in Groups 2 & 3 only two persons found the leeder likeable
personallys The mesn scores en Questionnaire III, Ttem 9, ecoepting the
individual es a participmt in future oonferences, snd Questionneire III,
Item 10, liking fer the pertiocipant as a person, may be interpreted if
one n&tu thet a soore of sero indicates that the attitude Soward the
partioipant is thet of neutrality, The prevelling sttitude toward the
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MEANS AND STANDARD DEVIATIONS ON
INTERPERSONAL VARIABLES

Accepta-
Feeling bility as Accepta~-
Perception Accepted Participant bility as Personal
of Unity as a to Others Person to Liking for
(QrII, 13) Member (QIII, 9) Others Leader
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# Differences between means significant at the 2% level
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individual in both sets of groups o both these dimensions 1s that of
neutrality,

2. Conoclusions

llathodolggic al ﬂnd:lggl )

(1) A soore based on Questionnaire III, Item 13, and
Questiomaire IV, Iten 1, is en adequate measure of the individual's per-

oeption of unity,
(2) Questionnaire IV, Item 8, has suffiolent reliability

to warrent its use as a measure of the extent to whish the individual

Teels acoepted,
(3) Questiomaeire ITI, Ttem 9, acoeptance of the individual ew a

future partioipent, end Questionnaire IV, Item 9, scoepteance of the individuel
%8 & present participent, have satisfactory reliability and may be used as
Rmeasures of the interdependence of members,

(4) Questionnaire III, Item 10, persomal liking fer the
participant, has sufficient reliability to warrant its use as a messure of
the personel liking dimension. The ssme 1s true for the item concerned with
personal liking for the leader, Questionnaire IV, Item 7,

(6) The measures of relisbility of all items disoussed
have been inadequate, One useful approach to this problem would be to
insert the identiocal item in two separate pleces in the qﬁtﬁmaho
battery,

(6) The inadequacy of the indireot measures of the extent
to which the individual folt scespted or rejected in terms of the number of
persons whom they thought ecoepted or rejeoted their samtridutions is
probebly due in large part to the definitiom of the terms, It should be
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noted that the direot item oconocerned with feeling scospted as & member
also used the ternm, but avoided the implicatien of being sgreed with er
disagreed with by the phrasé “aeccepted by the other participmts as a
member of the conference group",

(7) The measures used in this experiment do not previde
sdequate insight as to the bases on whish judgments of unity and feelings
of being accepted sre made. A gories of items probing for other observations
of the participant in the interpersonel sree would be helpful in finding
these determinants. Such items might ask how many partiolpants were on the
participent's side, how many tried to dominate the dinuuioﬂ. how meny
cliques there were,

(8) The scciometric types of items, while of demonstrated
value, should be modified to permit every person to reast to every other
participant. This would permit another score to be derived, namely, a
messure of the extent to whioch the individual reacted positively or
negatively to the others as persons, and as participantse In eddition to
this score, this modification of the item would provide more representative
measures of group attitudes toward the individual members, sinoce the
individuel's score will be based upon the ratings assigned by all the
menbers,

Theoretioal implioations.- The individual's perception of wmity
shows e low but significant correlstion with the individuel's feeling of
scoeptance as a member. The partioipant's perception of unity is not
related to objeetive memsures of the attitude of the other poruo:ﬁ toward
him as a participant, The individuel's feeling of acoeptence is not
signifioantly related to the attitude of ecceptanee or rejeotion of him on
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the part of others. The individual's velue to the group as a partieipant
is signifiosntly related to the attitude of the group toward him es o
persone

The general relationship between the leader and the group affects
the relationship smong perticipentse Speoifically, when the lesder end the
gEroup sre seen as ocooperating, the most valuable pertiocipents also liks the
lesder personally, When the group and the leader ere perceived as set off
from each other, the most valusble participants in the opimion of
colleagues sre those who dislike the leader moste

The leedership style variation produced no differences between the
two sets of groups in the extent to whioh unity was perceived, in the
extent to whioh the members felt acoepted or in the extent to whieh they
were aocepted, as persons or es participants. The partioipents in the

positive-style groups liked the lesder personally better than did the partisi=

pants in the negative-style groupse.
Be The Reletionship of Interpersonal Variebles to Conference Outocmes

lo The relationship of interpersonal varisbles to immediate
measures of partioipent setisfaction

Satisfaotion with Eroup process.~ Soms of the determinants of the
psrticipanths satisfeotion with the mammer in which the group went sbout its
task oan be dedused from Table 17, Y¥onme of the interpersmal verisbles ere
signifiocantly related to satisfection with group process for all four groups
oombineds The tendency fer those who felt most sccepted to be most
satisfied is nesrly significant at the 5% level, In both sets of groups
there 1s no relationship betwsen the extent to which the participant was
personally liked by his colleagues, and his satisfaction with the group



19497 2T ay3 93¢ UMOTITuUdES we
9437 g9 ay3 3% JURITITUBES

fo* #l€° #gCe e *nzGe -1
g2~ i oce g€ #5G* € 2 2 uoysyoeq yIpa
1€ ge* on* ene #05* N2 1 uetjoezeTIng
*nlGe go* : 60~ L A étr* =1 sowmaozreyg
#1g°* g2° g0°- 6T° €T €22 JepeeT Y31
m ze’- S0°- nee 61° N3 1T uworjegesiyeg
MN.I. SOF 80 Oﬂo NNO : - .H .gg
ée°- - T0* nee %05° €92 dnoxp yapa
o~ no*- #25° 2ne g0°%= 131 uorioegsyyeg
(ZA0) (ot *Iis) (5 s =3 TIIID) (8 ‘AID) (T *AID)
! WpeY] 203 88430 sY30 o) 2oquoN u.-. se Am ‘1IID)
TXTT Teuosaad 03 Uoslagd v ymdioriaey s pegdecoy Fupresy Tup Jo
£117qe3decay A1Tiqwadecoy uotydeoaey

NOLLDVISIIVS LRVAIOIIMVd 40 STUNSVAN
ARV STIGVINUVA ‘TVHOSUSIALNI NEIALIY JdIHSNOLLVIZY FHI

LT TT8VL



57
prooess.

There are several interpersonal varisbles whish are quite differently
related to sstisfection with the group proscess in the twe sets of groupse.
In Groups 1 & 4, those persons who were most scoepted as participants by
their colleagues were most satisfied with the group process; the relation-
ship is virtuelly zero in Groups 2 & 3, In Groups 2 & S, those participents
who pereeived their group ss unified were most satisfied with their groups
in Groups 1 & 4, there is no relationship between perception of unity end
satisfaotion with group processe In Groups 1 & 4 there is no relationship
between the perticipant's attitude toward the lesder as s person snd his
satisfaction with the group; in Groups 2 & S, there is a nearly significant
tendenocy for those who like the lesder most to be least setisfied with the
group processe

These differential relationships indicate that factors which are
conducive to satisfastion with group process in one situation may be une
related in another., This does not meen, however, that the relationships
which were found are fortuitous. It seems possible to ecoount for them in
terns of the experimental situation, Since the members in Groups 2 & 3
wore without meaterial assistance from the leader, and were dependent upon
each other, it is understandeble that their satisfaotion with the group
is related to their perception of the unity of the group. Conversely in
Groups 1 & 4 where the group prooess was primerily in the hands of the
lesder, uthfaot:lon with group process might be expected to be independent
of the perception of cohesiveness. The relationship between personal
liking for the lesder and satisfaction with gEroup prooess 1s understandsble
in the same terms. The leader was well liked in Groups 1 & 4, henmee it was
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not en important determinant of setisfaction; in Groups 2 & 3, those who
liked the lesder were in effect, rejeoting the group, since the lesder
md pertieipsnts were confliotinge The feot thet being sccepted by one's
collesgues is positively related to satisfaction with the group in Greups
 § 6 4 and not related in Groups 2 & 3 is harder to explain in terms of
the experimental situations, It suggests that in a situetion where the
leader is supporting end astive, the favorable attitude on the part of the
members is operative, When the leader is inactive and non=sceepting, the
attitude of acceptance m the pert of the other participants is not an
offeotive determinent of satisfaction with the groups Without the leader's
support, being highly regarded by one's collesgues does not affect one's
satisfeotion,

Batisfaction with leader performances= Participent satisfaction
with the performesnce of the leader is significantly related, as might be
expeoted, to the extent to whioh the leader is liked personally, The fect
tha;t the correlation is mot higher indicates that the partisipant’s estimate
of the quality of a performmmce is not completely a reflesotion of his
attitude toward the person. Nene of the other interpersonsl variables are
significently related to satisfection with the lesder,

Satisfaction with decision.= Four of the five interpersonal
verisbles ere significantly related, for all four groups combined, to the
participent's satisfaotion with the group's decisime The highest
correlation is between peroeption of unity and decision satisfection, The
more wmified the participant perceived the group to be, the more satigfied
he wase The persens who felt most socepted were also more satisfied then

the persons who felt less scospteds Those persons who were eotually mere
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acoepted as pertisipants and as persons were more setisfied then those
persons who were less highly regerded as partioipants and as persons,

The relationship between personal liking for the lesder end decision
satisfaction is quite different in the two sets of groupse Im Groups 1 &
4 the correlation is positive; those who liked the lesder liked the decision.
In Groups 2 & 3, the relationship is negative; those who liked the lesder,
were less satisfied with the decision, This illustrates again what has
been previously said, that there was a eonfliect in Groups 2 & S and the
perticipants who liked the leader rejected the group, and vice verss.

These results indicate that the interpersonal variables are
importent determiners of the satisfactions of participantses They indiocate
further that the relationship of an interpersonal variable to satisfections
veries with the tetal situation, This is espsoially true for satisfestions
with a group process and lesder performance. The eritical situational
difference which acoounts for these differentisl relationships eppears to
be whether or not the leeder and the group sre cooperating or conflieting,
With respeot to satisfaction with decision, however, only one veriable,
persanal liking for the leader, differs in its reletionship in the twe
situetions. In both sets of groups the most satisfied participents were
those who perceived the group as unified, who felt eccepted by others, who
were regarded ss velusble by their colleagues end were liked by them
personally,

zi The relationship of interpersonal varisbles to delayed

measures of participant satisfection

A8 has been discussed in the section concerned with satisfection

outcomes, e questionneire was sent to the perticipants two months after the
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oonforences Several of the items in the delayed questionnaire sre very
similer to the immediete mecasures of participant satigfection, The intere
personal varisbles were correlated with these deleyed measures to see
whether the interpersonal verisbles were alsc related to participent
satisfaotions after e period of times The coefficients are presented in
Table 18,

The desire for the same group item has no exast counterpart in
the immediste questionneires; hence no comparison of its relationship with
the interpersonal variebles and an immediate satisfaction item is possibles
None of the interpersonal varisbles are significantly releted to desire
for the same group for all four groups cembired, There is one differential
reletionship which supports a conclusion which was mede eerlier, neamely,
that the perticipants in Groups 2 & 3 sew the participants end the lesder
as confliecting, while in Groups 1 & 4 there was no such peroeptione In
Groups 1 & 4 the persons who liked the leader personally tended to want
their old group in case of enother conference; in Groups 2 & 3, those who
liked the leader didn't went the same group; those who did not like the
loeder wanted the old groupe

None of the interpersonal varisbles are significently correleted
with the extent to whioch the perticipents wanted the same leader in the
event of smother conference, which also has no counterpart in the question=
naires lmmediately following the meti;ng. It correletes ¢.53 with the
izmediste satisfaction of the participants with the leaders performence,
howevero The correlation between desire for the same lesder and the inter=

personal varisbles may be campered roughly with those cbtained between the
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interpersonsl verisbles and immediate satisfaction with leader performance.
Personsl liking for the leader, significantly correlsted with izmediate
satisfaction with the lesder, is not related significmtly to desire for
the seme lesder. With this exeeption the relationships of the interpersonel
verisbles to the delayed index of satisfection with the lesder sre not
signifioant, as was the case with the immediate measwre,

The partiocipants' deleyed setisfaction with group process is
significently related to the participants' peroception of unitye, This is
true in both sets of groups for the delayed meesure while it was true only
for Groups 2 & 3 on the immediate meagures In both sets of groups those
who were most sccepted persanally ere most satisfied with the group process
after a period of times There was no reletionship between these measures
imnediately following the conference. The ssme differential relationship
noted for the immediate measure of satisfaction with the group and personal
liking for the leader is present with the deleyed meeasure, There is no
relatimship in Groups 1 & 4 while in Groups 2 & 3, those who were most
fond of the leader were least satisfied with the groups' behavior,

The partiocipent's satisfaction with the decisien of his group after
a period of time is also significantly related to interpersonal variables,
although this is primerily the cese for the two groups subjected to the
negetive style of leadership, The more unified the participant felt the
group was at the time of the oonference, the more setisfied he wes with
its deoision after o period of time. This is primerily true of the particie-
pents in Groups 2 & S, The extent to which the person felt scoepted is not
signifioantly related to deleyed satisfection, although it was to hig
satisfeotion immediately after the conference, In both sets of groups those
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who vcn‘loct ucopﬁcd o8 participmts tend to remain most satisfied,
although the oocefficient is not quite significant at the 6% level, In
Groups 2 & 3, the participants who were best liked were most satisfied,
a8 was the case with the immediate measure, The relationship is also
positive in Groups 1 & 4 but lacks stetistical signifiosnces JAs was the
cese with the immediete measure, those who liked the lesder were most
satisfied in Groups 1 & 4 and in Groups 2 & $ those who liked the leader
were least satisfied with the group product, ]

These findings tend to suppart the conclusion arrived at esrlier,
that interpersonsl variebles ere important determiners of the satisfeetions
of participents. They slso substentiate the conclusion that the nature of
the relationship between interpersomnal and seatisfaction outcames veries
with the totel situation. Finally, the differences between these relation-
ships and those found between interpersonal variables and immediate
measures of satisfeotion illustrete that a verisble may be significently
related to immediate satisfaotion end not be related to satisfaction after

e period of time,

3¢ The relationship of interpersonal variebles to deoision
quality

Table 19 shows the interrelations of the interpersonal verisdbles
and the measure of decision quality, the external eoriterion score. The
coefficlents are reported for the fouwr groups combined; there were no
significent differences in the degree of relstionship in the two sets of
groupse The generel impart of the teble is that none of the interpersmal
verisbles are significsntly relsted to the messure of gquality.

This .gcnoral negative finding achieves some significanee when
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disoussed in oconnection with some very plausidble hypotheses. It might
well be expected, for exemple, thet those persons who were regarded as
most valushle would have higher quality solutionse In line with ourreat
educational theorizing, ome might expeot thet thoseindividuels who fols
most acoepted and were best liked personally would show higher quality
solutions, since the stmosphere for them was oonduoive to asquisition
of informations One occeffioient which cames very eslose to being ci.;n:lﬂ-
cant suggests that those who were most fnd of the lesder tend to produce
higher quslity solutions, as measured by the extermel eriterion score,
This 1s in line with the common notion ooncerning the value of ldentiftying
with the teecher, or leader » When scquisition of Imowledge is desired,

The general conclusion is that the quelity of the individual®s
solution is not significently related to his perception of unity of ‘the
group, the extent to which he felt socepted, the extent to whieh he wes
acoepted as a participant end as o person, or to his personal liking far
the leader.

S



I, Froblem-8clving Behavior

As Introduotion

The process of problemesolving by a group has treditionally been
treated from the standpoint of steges of thinking along the lines indicated
by Dewey(5,Pe68), Dewey sets up the following steges in the problem~
solving process: a felt difficulty, its location send definition,
suggestion of possible solutions, development of leglcal results of
suggestions and, finally, further observation and experimentetien lesding
to ascepteance or rejectione In general, this type of approach has not been
produetive in preliminary studies by the Conference Ressaroh staff, Clear
cut stages such as problem=formulating, solution=forming, end decisione
evaluating do not appears The typesoripts of groups in problem=solving
situations indicete that there is much retracing of steps, with ens stage
shading into another until their bounderies are unreliably determined.

In the light of this experience, the analysis of the problem
solving érmas in this experiment was approached somewhat differently.
It was posited that in order to solve a problem and arrive ot a deocision,
8 group must perform oertein problem~solving funotionse Thus, for exssple,
information must be presented to the group, problems must be steted, and
solutions must be propbud. It also seemed possible to indicate what on
theoretical grounds would be an optimum sequence of functions from the
stendpoint of producing high quelity decisions. There were no a priori
Botions ss to the optimum frequenoy of esch function for a single individual
but with relisble categorizetion of esech centributien in terms of its
function in the problemesolving precess, sush en optimum frequemoy for each

84
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type of funotional unit for e particuler kind of outcome might be determined.
On the basis of this thinking, sn attempt wes mede to oategorize each
contribution in terms of its problem~solving funotions The cstegory system
used was a modification of one whioh hed been pre-tested in a previous
experiment, The following discussion desoribes first the methodological
problems which were met in comneetion with typesoript eoding emnd finally
deals with the effeots of the lesdership style variation on the problem=

solving behavior of the groups,
Bs Methodology

le Reliasbility of unit designation

Guetzkow(8) points out that the first task in coding is to define
the limits of the unit which is to be codeds Self-oonscicusly here, the
attempt was mede to define or identify these units on the basis of the
list of ocategories that were to be applied to the datae The following
definition of a unit was decided upons a subjectepredicate unit olessie
fisble into a single category. A sequence of words is s wnit even though
the preceding subjectepredicate unit is olassified into the seme category.
These principles sre very similar to those used in the snalysis of inter-
sction of the Basic Skills and Treining Groups at the First Nationsal
Leboratory in Group Dovelop-ant‘n These units sre referred to in the
remsinder of this report as gentributions or funotional unitse The term
pertioipation refers to e series of words, phreses, or sentences by an
individuel which ocours between the remsrks of other members of the

disoussion group. Thus, the funetional umit of comtributien is in most
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cases & sub-unit of a partiocipation, We may heve, for exmmple, s single
participation eonsisting of feur contributionss three information giving
and one supportinge

After preliminary discussion and training, two analysts showed
80% sgreement as to the boundaries of units on completely new materiale
The total number of items was 280, This per cent agreement figwre was
ocomputed ss followa: when the begiming and end of a unit were agreed
upon, it was counted as one agresment; when there was disagresment as to
the end of the next unit, a disagreement was recordeds The next coine
oidence of beginning snd end notations ocounted as smother agreement, The
totel nuber of units is equel to the number on which there was egreement
plus the number on which there was disegreement,

This 90% agroement figure was checked by having the analysts
independently unitize » camplete.typesoripte Om 533 items, there was
agreenent as to the bounderies of 92% of the itemse Of the 43 items on
Which there was disagreement, 88% involved deolsions as to whether or not
an additional phrase or eleuse weas necessery in order for the item te be
classifiable inte a single categorye. In other words, oniy a fow involved
the problem of whether or not a single ward constituted e olassifiable wnit,

It is spperent that the designetion of units can be made relisdbly,
This finding 1s very importent from the standpoint of obteining reliability
in ocategorizetion, sinee it isg quite likely that the latter type of
relisbility is very sensitive to wmit unrelisbilitys That is, disegree~
ments between coders as to the proper oategory to apply to a eantribution
incresses when units are incorreotly designated, especielly as regerds she
"single category” stipulation in the unit definitiem. Whem o designated
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wit eotually emteins two classifieble units, one coder Ray olassify om
the basis of one unit and the other on the basis of snother unit, thus
reducing the emount of agreanent between coders,

2+ Content ecategories

Frevious exsmination of typesoripts had suggested thet it was
possible to distinguish two types of subjeot matter. One area is defined
by the topie(s) under discussion, the agenda item(s), The other subjeot
matter ares is the group process iteelf, In other words, same sontributions
are concerned lolcly‘ with substantive material, with the topio srea md
relevant substantive sress (Category 8)s Other comtributions have as their
subject metter the procedure of the groué, or aspects of the group's
procedure (Category P), Of course, a mixed category is necessary to
sccommedate sontributions which oontain references both to the procedure
of the group end to the substentive materiel (Category M),

To determine the reliability with which these distinetions could be
made, two coders classified 424 items, 20% of the contributims in the type-
scripts of Groups 2, 3 & 4, The coders sgreed on 372, or 88 per oent,

This high degree of reliebility is reflected in the soares describing the
total problemesolving process of the groupe For the conference of Group 2,
coded in its entirety I;y both coders; the aversge disorepsncy between
coders per category was less then 2%, This seme level of slight dissgree=
ment preveiled throughout the coding proocess end indicates that the dige
tinotions oan be made relisbly,

Se¢ Definitions of problem=golving functionsl categories

Most of the cstegories used were derived from previous typesoript-
‘ooding experience by the staff of Conference Research, MAditimal
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categories oome from theoretical sonsiderations, Al1l the problem=
solving function categories may be applied to any contributiom, whether
purely substantive, purely procedural or mixede This is, in effeet,
saying thet there are at least two problems fsoing any groups the problem
posed by the agende item and the problem posed by the group process
1tselfy Thus, there can be contributions which set goals in the aree
of the agenda item; there ean also be goal=setting contributions in the
érea of group procedures Similarly, a participent can seek informstion in
the area of the topio under discussion; he can also seek informetion sbout
the group's procedures Illustrations of the same problem=solving function

in the two subject matter areas are given in the list of definitions of

the categories which follows

Goal Setting: These contributions have the funotion of estsblishing or
suggesting goals or cbjeotives, both procedwral and oontent,
They are concerned with ends to be attaineds These objeotives,
goals or ends may be those of the individual, which he is try
to have the group attain; they nay oonsist of statements of
socepted goals of the group or paxt of the group.

Illustrationss
Substantive - "We will want to attrast experienced men."

Frosedure - "We want to settle this question es quiokly as
possible,"”

Froblem Froposals: These contributions serve the funotion of presenting
& problem, either in oontent or precedures These contributions
are ooncerned with means to ends or goalse

Illustrationss

Substentive - A goel or objective has been steted or implied,
suoh as, "We want experimnoed mem." The problem
proposal might be stated:

“Shall we use a higher silery then owr campetiters
or shall we 51" a higher ingentive tham owr
competitors?



Frooedure = "How omn we keep this discussion from going om
too long."

Infermatien Seeking: These contributions have the funotion of seeking to
obtain informetion of an ebjective, fectual or technioal neture,
The infarmstion sought is fram the eres of feot on which the group
decision is to be baseds Comtridutions seeking factuel, objective
or technloal information concerning the procedurs of the group
or an individual are classified here,

Illustrationss
Bubstantive ~ "Nhat do our competitars pay?®

Prooedurs « "How much time do we have?"
®Are you dissgreeing with Jones?

Information Givings These conbtributions have the fumotion of providing
objective, factual, or technical information, either in the subjeot
area or with respect to procedure. The oategory includes the
olting of exsmples or illustrations,

Illustrations:
Substantive = "It will cost 12,000 dollars to build e building,"

Frocedure - "I em trying to get Jones to state his ideas
mors olearly,”

Solution Proposals: These contributions serve the function of indlicating
solutions to problemse. They are suggested means to ends. Modie
fications of or edditions to solution proposals previously offered
ere olassified in this oategory if the context gives the contri-
bution a solution proposing function,

Illustratims:

Substentive = "We could heve a base salery plus a benus based
on sales,"

Procedure = "let's take the problemsin order of diffioulty,”

Development Seeking:s These oontributions serve the function of attempting
to obtain clarification of previous contributions. They seek to
deternine what was intended by a previous sontribution, what its
implieations are, what inferences sre permissible. These frequently
teke the form of en inference stated as a question,

Also included here sre contridutions which fecilitate the precedure
of the group by asking the group es a whole or individuals, to
comment, indications to individuals that they have the floor, ete,
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These are primarily procedural .dovolopmf-lnldng, either mixed
or pures These are stimulating contributions.

Illustrationss
Substantive = You feel we should have higher standarde!?
Procedure = Do my of you have any oomnents on thet point?

Development Givings Contributioms here elaborste, meke explioit, enlarge
on cantridutions. Inoluded here are: inferences from previous
contridutions, self=repstitions or restetements by others of
previous oontributions; reflecting types of contributions whioh
are distillations of previous sontributions without funotioning
to get olarification, but ere, rether, declarative gtatements of
What the previous contribution stated or implied, Finally, this
category inoludes ocontributions which provide the rationale,
reasons or srguments for the individual's positionsy” They give
his reasons for his saying what he does.

Illustrationss

Substantive = That way we could get maximum returns on our
investment,

Procedure = By doing that we cen nnko these decisions more
qlﬂ&kl’o ’

Opposings These contributions sre characterised by an opposition, resistance
to, or disegreement with a suggestion, solutien, interpretation,
eto. Responses which point out obstacles, difficulties, or
objeotions are included here,

Illustrations:
SBubstantive -~ I don't think we em afferd to pey that much,

Proocedure - Wo should not be taking up these problems in
order of difficulty,

Supportings These smtributions serve the funotion of indiocating agree-
ment or approval of a suggestion or solution proposale Inoluded
here are indicetions of approval of the faot that another has
oontributed whether approvel of content is present or not, This
is a supperting-cemment. in precedwre.

Illustrations:

Substmtive = I ggree that we must pay more than our competitors.
are paying.

Fressdwre -~ Jones has an interesting proposal,
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Sumnarizing Suk:lngl These comtridutions ssk, in effect, for a summary,
ege, "I'm lost, where are we now?

Illustretionss

Substantive « “Are we planning to have 48 men supervised by
a board of directors?™

Procedure = "What have we decided?”
Summerizing Gi 3 These contributions summerise the group, or part of
the group's,pregress to dates They refer either to substmntive

material discussed over a period of time, conolusions reached &

to the group's procedure over a period of time, Summary state-
ments of individual partioipations sre not ineluded here,

Illustrations:

Substentive = "So we will pay them a bese salary, equal to our
competitors snd add a bonus based on sales.”

Procedure - "We have been exploring the  Provlem md exsmined
several possible solutions,"

Non=froblem Direoteds This ostegory included irrelevancies of the
t-ngcntial sort and a myried of responses of an interpersonsl lort,
such as "give me the ash tray”, snd "how sbeut opening a window",
It includes statements which have no reference to the subject
matter of the conference nor to the group procedure.

This system of categaries is very similar to the group=task smd
groupsdbuilding role oclassification system used by Beme and Bhodbl“)
All of the functions those researchers felt wers necessary to desoribe
group discussions are included in the above list of problemesolving
functionse

The instruotions given the coders, together with a more elebarate

desoription of eech of the categories ere given in Appendix B,

4¢ The reliability of the coding of the problemesolving process

Ihe relisbility of comtribution codinge= Iwe ceders were trained

in the use of the ostegories on the typescript of Group lo The general
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training procedure, after the categories had been thoreughly diseussed,
conaisted of a period of independent coding of small semples by each of
the three oodén followed by a disoussion of disegreements after esch
samples The mein task in such o session was to provide o cosmon frame of
reference for the three coderse The most sucoessful freme of reference,
as determined by percentege agreenent smong the coders, was proevided by
the theory underlying the category systeme As has been pointed out, the
csentral notion in the category system is that oao_h sontributien performs
same funotion in the group Problem=solving process. The oategory
definitions define those funotions.

Two general problems became olear during the coding conferences:
the ocontext problem end the intent problem, Analysis of reasons for
disagreement between coders indioated that the coders Were uning different
oontexts in determining the function of & contribution, 4 partioular
contwribution might operate functionelly to develop a previous contribution,
The funstion of the previous eoutribution being developed by it might be

bution as dcvelo;-qt-giﬂ.ng and another coder as an opposing contrie
butione This is o Problem of levels of funotiem or a oontext problem,

In the immediate context, taking only the previous contridution inte
sccount, the contribution functions as a devolomt-giving onee In o
larger context, it is en °pposing oontribution, Problems such as these
were met by adopting the larger frame of reference - by determining for each
sontridution its contribution in the total problem-solving process. Thie
lerger frams of reference permitted the coder to note the funotional effect
of the contribution when classifying it,
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The ooders differed in the extent to whioh they sought to
determing the intent of the person making the oontributions What function
was he trying to perform, what was he trying to do? The extent to which
o Judgnent as to intent should be permitted to enter into the coder's
freme of reference depends on the purpose for which the material is being
snalyzeds Since we had no theoretioal notions at the time of coding es
to the relation between the funotional intention of partioipants and other
variables and since we ¥ere interested in the desoription of the prodlex~
solving proocess, the decision was mede to reduce as much as possible any
attempt to evaluate intent when determining the funetiem of o oontridution,
The question above wes reformulated to, "Regardless of what the participent
was trying to do, what did his contribution do in the problem=golving
process?™

The originel objective of training was to obtain 90% agreement
between coderses The training process threatened to become impossibly long,
however, and was terminated when the aversge per oent sgreement figure was
in the low 80's for e series of ssmples of 100 items, Om oompletely new
meterial, the typesoripts of the conferences of Groups 2, S end 4, one
coder coded the entire typesoript while another coded spproximately 20 per
cent of each typeseript, The two ooders agreed on 73% of 205 items in the
Group 2 typeseript, on 75% of 95 items in Group 3, and 71X of 126 items
in the typesoript of Group 4¢ The per oent agreement figure combining a1l
semples is 73%, This value indicates that the probability of the coder
making a correot clessifieation would be less then 79X one time in 100,
The chances are 99 out of 100 that the probability of eorrect classification
1¢ between o79 and +91(8), Thess results indioate that the fumoticn of
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individuel contributims esn be ooded with moderate reliability,

The relisbility of EXoup probleme~golving 800res.- Guetekow(8)
has pointed out that the oriticel relisbility figure should be obtained
for the level st which the coded index is to be useds The satual
pProblem-solving scores which Were used in analysis were totel desoriptions
of the problem-golving behavior of esch individual. The smount of
disagreement between two coders on particular items is not of great
importsnce if their over=-all desoription of group eand individual behavier
is similar. In this seotion the nature and reliability of these types
of scores will be disoussed,

After eech sample the discrepanoy between the percentage of
contributions which were classified in each cetegory by esch coder was
determined, The everage per cent discrepancy per category for a series
of eight ssmples of varying sizes and for one entire typescript was
1453s This value was obtained on a total of 1545 items.

When the twelve ostegories are ranked in terms of incidence of
contributions by the two coders, the rankecrder correlations range from
*98 to ¢81. Eight of the nine sorrelations are betwesn .91 and 98,

These findings with respect to reliability indicate that the
category system provides highly reliable descriptive messures of the group
problem-solving process. The categories themselves are approximately
equal in ocoding diffioulty, although there 1s some indioation that the
category used most frequently, development giving,is slightly more
diffioult to oode than are the otherse The other disegreenents between

Pairs ere randomly distributed,

The roliabilig of individual Eobln-cck ing scores.= With each
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oontribution coded in terms of the problem~solving function served by
it, it 1s possible to describe the problem=solving behavier of each person,
There are two memningful scores for esch person. One is the percentage
of his totsal nuaber of contributions which fall in each problem-solving
categorye These are referred to as "% Own" scores in the following
discussions The other score is the percentage of the total number of
oontributions olassified in each category which is acoounted for by the
perticipante These scores are referred to as *% Category" scores. The
meaing of these two types of scores may be made olear by the following
11lustration:

Data:s Participant 1 has the following % Own goores in three
categories: Opposing, 30; Solution-Proposing, 50;
Informetion-Giving, 20, His % Category scores in the
same three categories are: Opposing, 90; Solutione
Froposing, 10; Information=Giving, 90,

Interpretation: Partioipant 1 performed only three kinds of
funotios during the sonference, Half of his contrji-

butions were solution proposals; almost oneethird were
opposing contributionss one=fifth were information=

giving,
From the stendpoint of the group, Participant 1 pro-
vided most of the informetion end did most of the
opposinge In spite of the large proportion of his
contributions which were solution proposals, he
eotually made only a small proportion of those which
were made, ‘
The % Own figure in e given category is therefore the percentage
of the participsnt's contributions which beleng in that oategory; his
%< Category score for the same oategory is the percentage of such contrie
butions which were made by him,
Date as to the relisbility of these scores some from two sources,

Twenty individuals were seleoted at random from emong the 38 partiocipants
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and the contributions of each were classified by the two coders, This

is an adequate bagis for checking the reliability of the ¥ Own scores but
is slightly 1ess adequate for the % Category scores since the number of
contributions in each oategory was obtained for only one coder, However,
it was noted above that the percentage of contributions in each oategory
Wwas very similar for the two coders, and the error introduced by using
one coder as the bage for the other is probably very slight,

The X Own and % Category scores assigned by both coders for each
of the perticipants on ¢ech of the twelve categories were computed, The
average perocentage discrepency per person and per category was determined,
The results of this enelysis are shown in Teble 20, The two coders
differed from each other by about twe Porcentage points on the average
for ey category score for an individual,

The deta from the 20 individuals were also treated by the oorrelation
mothode The scores assigned by each coder to each participmt were
correlated for the nine categories in which there was a slzeable ineidence
of contributions, The correlation coefficients ére shown in Teble 21,
They indicate o high degree of agroament hetween the two coders for almost
all categories, The coefficients tend to be highest for those categories
on whioh there were a large number of contributions, While the ocorre-
lations are reported for only the % Own soores, similar coeffiocients would
be expeoted for the % Category 80ares, due to the small differences between
ooders in the percemtage of contridutions assigned to each category,

Another reliability eheok is provided by the deta frem the
conference of Group 2, the whole typesoript of whioh was ooded by the
sheok coder, 0On Sen subjeots, the average difference in percentege per




TABLE 20

THE DISCREPANCY BETWEEN PROBLEM SOLVING SCORES ASSIGNED BY
CODER L AND CODER K TC 20 PARTICIPANTS

Average Discrepancy
per. Person

Aversge Discrepancy
per Category

Average Discrepancy
per Person

Average Discrepancy
per Category

Number of Persons

£ Own Scores
Total
A=11 A=) A=2 A-3 Av,
22 h3 19 2 26
1.8 3.6 1.6 260 2.2
% Category Scores
Total
A= lw_ A=} Aew?2 A=) Av,
17 15. 17 29 20
14 1.3 14 2.4 1.7
5 k L 6 20
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TABLE 21

CORRELATION BETWEEN £ OWN SCORES ASSIGNED EY TWO RATERS

TO 20 PARTICIPANTS
Goal Setting |
Information Seeking
Information Giving
Solution Proposing
Development Seeking
Development Giving
Opposing
Supporting
Summary Giving

«83
97
73
79

85

o76
37
72
033
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seore was 2,0 with a range of .75 to 8.8 percentage points for the %
Own soore, and 2.4 with o range of 1 to 4,6 percentage points for the
% Category seore.
It is spperent fram these findings that the two kindl of individuel
problem=sclving scores ere highly relieble in terms of soder agreement

S¢ Sumary of methodologloeal findings

The results presented imdicate thats= (1) the funotiomal wmits,

or ocmtributions ere reliably identified; (2) the problem~sclving funetion
perfarmed by esoh contribution is determined with moderate reliebility;
(3) the individusl and group measures of problemesolving functions sre
highly reliable; and (4) the subject matter distinotions. = whether
contribution 1s procedursl, substantive or a mixture of both « can bde

reliably made.
Co Experimental Findings

le Desoription of the group problom-solvingl prooess.

The olasaification of contributions permits an overall desoription
of the funotions performed during the conference and the frequensy eof sach
functions The description below will sorve to illustrete the value of
the teclmique as well as provide information ooncerning the problem-
solving behavior of the experimental groups,

Table 22 shows the peroentage of contributions whioh were
classified in esmch problemegolving ostegory, for each of the four groupse.
The table elsc shows the ocategory distributions seperately fer pure
substentive, mixed and pufc Prooedurel contributions s well as for all
types combined, Table 25 shows the mmber of contributions in eech
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8
category, on which Table 22 is based,

Al) of the groups showed a negligible inoidence of non=problem
direoted, summary-gecking and problem=proposing ocontributionse Informe
tionmeeeking, information=giving, end summary-giving contributions socount
for only e small peroentage of the total, es digd goel-setting and problem =
proposals. For all groups, approximetely a third of the contributions
developed a preceding contribution (making inferences, elaborating,
repeating end resteting, providing rationale for positim), Most of the
Problem~golving process for all groups cen be described in terms of the
funotions of seeking development of previous contributions, of developing
previous contributians, proposing solutions and of opposing end supparting
the catent of sontributionse

For all groups combined, ebout twowthirds of the contributions
concerned materiel relevent to the egenda item = remunerstion poliey for
maagers of e grocerychain, Slightly more then one=quarter oontained
references both to the sgende item and to group procedures Only 6% of
the oontributions referred solely to aspects of group procedure, Table 24
presents the same date as sre shown in Teble 22, except that all content
differentiations are omitted and the peroentsges of Groups 1 & 4 ana
Groups 2 & 3 are cambined,

The menipuletion of lesdership style produced o number of differences
between sets of groups in the frequenoy with which cortein funoctions were
performed, regardless of subJect matter, Groups 1 & 4 show o significently
greater percentage of supporting and development seeking contributions then
do Groups 2 & 3, These differences ere significant st the 1X 1level,
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Groups 2 & S, on the other hand, made a signifieantly higher persentsge of
opposing and solution=proposing contributions, Al though in Group 1
there was a significantly lower relative evidence of opposing contributioms
then in Group 4, Group 4 ealso differs significently at the X level frem
Groups 2 & S in the emount of opposing contributionss The positive
lesdership style produced less confliot end a greeter smount of searching
for clerification and understending of what others were saying than did
the negative style. None of the other differences between sets in the
oextent te which funotions were performed ‘is stotistioally significent,

To evaluate the §ua11ty of the problem-solving process, three
members of the staff independently uiignod what they considered to be
optimun frequensies for each of the 12 oategoriess The correlstion between
renks assigned the oategories by the three pairs of raters were «88, (66
end o79 The everage remk assigned by the three raters to each category
Was compared with the renking of the category in order of frequeney of
use in each of the four groupse The rankecrder correlation coefficients
are o51 for Group 1 and 72 for Group 4; ¢58 and 89 for Groups 2 & 3
respectively. From the stendpoint of this eriterion the two sets of
groups did not differ in quality of their problem~golving processe The
discrepency per cetegory between optimum frequency and obtained frequency
Was approximately 5%, in esch of the four groupss The main points of
disegreement were in the infomation-giving end seeking cetegories where
the groups did muoh less than the theoretically optimunm frequency snd in
the opposing categories, where the groups did much more than the three

staff members thought was optimal,

‘
<
t
:
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2e The Problem=golving behavior of the leader

The experimental design dicteted that the leader beheve differently
in the two sete of conferencess The functional analysis provides s means
of determining the extent to which the leader modified his behevier and
the direction of such ®modificetions, 1f anye

The Problem=golving behavior of the leader is shown in Tables 26
and 26 Table 25 shows the Percentage of ocontributions in oach problem-
solving category scoownted for by the lesdere This is the % Category soore
referred to in the disoussion of individua} problem~golving soores, None
of the differences between groups within a get are significant, The
leader's behavior in the two situations, however, was significently
different at the 1% level for nine of the twelve categoriese In Groups
1 &4, the leeder accounted for a significantly greater peroentege of the
goal=setting, problem-proposing, aolution-propo:ing, dwolopunt-cnung
end giving, supporting, sumarising.seeking end giving contributions that
Were made than he did in Groups 2 & 5, He acoounted for a significently
greater percentage of opposing omtributions in Groups 2 & 3 then he diqd
in Groups 1 & ¢, The leeder in Groups 1 & 4, in contrast to hig behavier
in the Groups 2 & situation, accounted for e higher percentage of
direoting and guiding funotions. He aig more of the supporting end less
of the opposing then he did in Groups 2 & 3, The peroentege of the total
number of contributions which were ecoounted for by the leader in esch
group is also shown, The leeder made o significantly greater percentege
of the cmtributions in Groups 1 & 4 than in Groups 2 & 3,

Teble 26 uses the totel number of eontributions by the leader in

Ty

i)

each conference situation ag ¢ base and shows the distridution of his

e
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) §
contributions over the problemesolving categories. This 1s the leeder's
% Omn goares The leeder was consistent in his behavior within leadership
style conferences, but differed significently in the two lesdership style
situstions, He did relatively more problem-proposing, mere solutione
proposing and did more supporting in Groups 1 & 4 than in Groups 2 & 8,
Ee supplied relatively less information end mede fewer opposing sontri-
butions in Groups 1 & 4 than in Groups 2 & 3, |

It is apperent that the leeder styles were markedly different in
the twe situstions, He differed in the extent to whish he partieipated,
in the funotions he performed and in the oxtent to which he was
responsible for those functionse In almost overy detail, the behavier
corresponded to that which was presoribed for the lesder as the experi-
mertal designe (See Experimental Design end Procedure)

The behavior prescribed in the experimental design for the lesder
in Groups 1 & 4 would, on theoretiocal grounds, heve beneficisl effects
upoR problem=solving prooess. The goal-setting funotion would serve to
keep the goal clearly in mind; problem=proposing on the part of the leader
would help to enswre a realistioe solution; infomtion-ueking by the
leeder would ensure that the group's informetionel resources would be
teppede Informatimegiving es well as solution=proposing were not pre-
seribed for the leader, the notion being that the leeder should not aet
a8 an expert, in either situation, The development-secking functien was
presoribed because of a hypethesed stimulating effest. The leader wes
instructed to suppert amd scospt rether then oppose in oxder te snoourage
participation snd oreate an atmosphers of freedom, The lesder's
sumarizing seeking and giving functions would, it wes believed, have
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beneficial effeots on the group's procedure, making the perticipsnts
awere of what was going on in the problem=golving processe The date in
Tables 25 end 26 indicate that in Groups 1 & 4 the leader por:i'ornid
these funotions which were believed to feclilitete the problem~solving
behavier of the group to e signifioantly grester extent then he did in
Groups 2 & 3, In the latter situation, he performed almost no helpful
function and did more then his ghare of opposing and cbstructing,

In sumnary, then, the two sets of groups, combining the behavior
of the leader and the mombers, differed from e ach other in the extent
to which certsin functions were performed end also in the mamer in whieh
the leader behevede The question which next srises is whether the differ-
ence in lesder behavicr had eny effeot on the participants in the two
situationss Mre there differences in the participant behavior con-
owmitant with the leader differences? Or are all the differences between

caference groups due to differences in leeder behaviar?

Se The problem-sclving behavior of the partieipmts

Table 27 shows the percentage of the contributions made by the
partiocipants clessified in each problem-solving cetegory for essh of the
four groups and the two sets of groupse This is actually a £ Own soore
for the perticipants as e groupe It is epparent thet the four groups
are very similar in their distribution of funotionse On only one of the
twelve categories i the difference in per cent between sets of participents
statistically signifiesnt, The participants in Groups 2 & S 414 relatively
Ror'e opposing than did participents in Groups 1 & 4, However, this
difference is due to the relatively lew smount of opposing in Group 1,
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83
which differs signifioently froam Group 4 This single difference
betweon sets of participants is therefore not tracesble to the leader-
ship style difference since the lesder behaved similerly in Group 1 snd
Group 4¢ In spite of the marked differences in lesder behavier under the
two sets of conditions, the groups were virtually identical in the kinds
of funotions they performed end in the reletive frequenoy with which each
funotion was performed,

While the groups, exoluding leesder, did not differ materislly in
the patterning of their ocontributions, i.ee, in the peroentage of ocontri-
butions by the partieipants classified in each category, there is merked
difference in the percentage of contributions in each category which were
scoounted for by the group, This inference cmn be mede from Table 25,
Since the leader in Groups 1 & ¢ performed certain functions to a
significntly groster extent than he did in Groups 2 & S, it follows that
the perticipants in Groups 2 & 5 were mere responsible for these seme
functions than the participents in Groups 1 & 44 In Groups 2 & § the
partieipants acoounted for a significeantly greater percentege of the
guiding end direocting behavior, such as goel=getting, problemeproposing,
developmentegeeking, and -marizing-givingo

This is also apperent fram Teble 28 whioh shows the percentege of
the totel number of oontributions which were mede by the lesder and by
the group olassified mooording to cstegory, Fer e«xample, in Greups 1 & 4,
9e4% of the comtributions were developmenteseeking contributiens by the
leader; in Groups 2 & S only 3.,6% of the sontributions were development-
seeking ocontributions by the lesder. This table helps to explain the
differences between sets of groups in the emount of solution=propesing,
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developmont-sesking, supporting end opposing which were reported in
Table 24, It is apparent frem Tsble 28 thet the difference in the smowumt
of solution~proposing is due primarily to more solutione=proposing on
the pert of the participants in Groups 2 & 3, The difference in faver
of Groups 1 & ¢ in mmomnt of develomment-zeeking is due primarily to the
lesder; the participents in the two sets of groups do not differ in smount
of development-geeking, The higher incidense of epposing eontributins
in Groups 2 & 3 1s attributable te both leader and Partieipants, especislly
the lattere The higher porcentage of supporting contributions in Groups
1& 4 14 due entirely to the leader; the pertioipants do not differ in
this respect,

In swmuery, then, the leedership style differences produced
signirigant differences between the sets of groups inoluding the lesder
in the incidence of four of the twelve functionse Two of these differences
are due almost exclusively to differences in lesdeor behavior; two are due
primerily to perticipants. However, it is spparent from Tables 24, 25 and
28 that the leader behaved very differently in the two situations, The
general effeot of the differences was that the pertieipants in Groups 2 & 3
perfamed the guiding emnd directing functions to e significantly greater
extent than did the perticipents in Groups 1 & 4, The groups did not
differ materially, however, in their patterning of oontributions; thet is,
using their omn total contributions as a base, they differed in the
relative ineidense of only one of the twelve funotionse

This finding is quite striking when relsted to two pepuler
hypotheses sbout the relations between the leeder and the group, Ome
hypothesis is that the pertiocipents reflect the behavier of the leader,

PR s 7oy ga
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The other hypothesis is that the participants will £111 the “gap” left
by the leader's failure to perform certein functionse The orucial deta
for eveluating these hypotheses sre shown in Teble 27, Sinse the
loader did significantly more problem=proposing in Groups 1 & ¢ the
refleoting hypothesis predicts that the perticipmmts in these groups
would do relatively more problem=proposing than the pertioipants in Groups
2 & 3, The same prediction would be made for ell functions performed by
the lesder significently more frequently or significently less frequently
in one set than in the othere Fram Teble 26, we know that the leader's
X Own scores were significantly different for 5 out of the 12 funetional
categeriese In Table 27, there is only one instence of these differences
being reflecteds the grester emount of opposing by perticipants in
Groups 2 & 3, Bren here, however, there is evidence that the low anownt
of opposing by the lesder in Groups 1 & 4 was not reflected by doth
groupse Group 4 did es much opposing as did Groups 2 & S,

The gep hypothesis makes exactly the opposite prediction, The
participmts in 2 & 3 in which the lesder failed to perfora oerteain
functions should show a relatively higher incidence of these ocontributions
then do the perticipents in Groups 1 & 4, There is no evidence of this
in Table 27,

Mush the seme sort of evidence is presented in Teble 28, Two of
the differences in the peroentege of the totel contributions dy partiei-
pants classified in « single sategory are signifiosntly different: the
'greator incidence of soluticn=proposing by partioipents in Groups 2 & 3
ond the greater opposing by participents InGroips 24 3, Thée .
solution=proposing difference: is an instense of gep Mﬁlnm the oppesing
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difference is an instance of reflecting leader behavier, There 1is,
then, little evidence in these data of either reflecting leeder behaviar
or filling functional gaps left by the leederse The fact that the totel
groups showed so few over=all difforcnccs, in spite of the difference
in leader behavior, is primerily due to greater psrticipetion by the
perticipents in Groups 2 & 3¢ The leadership style differences
produced few differences in the pattern of problemesolving behavior of
the partiocipantse

There evidently is a considerable range of leader behevior
possible before either reflecting or gap filling ocours. It is possible
that the length of this tolerance renge will vary with the motivation of
the pertioipents; Partiocipants who are strongly involved in the conference
ocutocome might permit less deviation from their stendards of how a
conference should gos Such people might show a considerable tendency to
£ill gapse The tolerance renge might also very with the conferenese.
experlence of participants, The seasoned partiscipant would feel the need
for a summary and make one if the lesder failed tos The number of persons
striving for leadership position would also modify the tendenocy to fill
leader gaps.

The tendenoy to reflect would presumsbly be affected by the
loader=participant identification pattern. Where identification with
leader was strong, the tendensy to reflect would be stronge A verticel
conference, with a prestigeful leader, would increase the tendency to

~

reflect leader behavior.
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N¥one of these sonditiang Was present in the experiment being
digcusseds The participants were well motivated, but they were not
persanally involved in the csonference outcame, They were not experienced
conference participants; ner was there opportunity for the develoment
of strong identifiocation with the leadere These considerations suggest
that the two popular hypotheses should be reformulated and steted in
terms of the kind of problems being discussed, the experience of partici-
pents, end strength of leaderemember ties, It is possible that the
tendensy to reflect and the tendency to 111 €2ps is a orucisl digtinge
tion end that both ocour, As the group meets more end more frequently,
the tendency to refilect may yield to the tendenoy to £i11 gaps, as

dependence on the leader diminishes,

4o The incidence of procedural sontributions

As was pointed out earlier, the coders classified the content of
each contribution in one of three categaries, Category S applied when
the contribution eoncerned the subject matter of the oonference = the
payment of menagers and topics related thereto, Category P was used for
oontributions which were concerned with the procedure of the groupe Most
of these contributions desoribed the way the group was proceeding, The
third category, M, was used for contributions which hed mixture of
procedurel and agenda item roferences,

Because of the mall number of purely procedural eontributions,
the contributions im this category were cambined with those olassified
in the mixed category. The term Yrocedural contrivution®in the following
discussion refers, therefore, to those econtributions whichiwve o prooedural

reference, wholly or in part,
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Table 29 shows the percentage of contridutions in essh group
which were olassified as prooedursl. Thers was a significantly greater
relative frequenoy of precedural oontributions in Groups 1 & 4 then in
Groups 2 & S, This difference, significant et the 5% level, is due
primerily to the difference between Group 1 snd the other groupse

The peroentage of the total mmber of contributions which were
procedural contridutions by the leader and by participants, also shown
in Table 29, aceownts for the difference between Group 1 and Groups 2,

S & 4 in total number of procedural contributionse Group 1 differs from
Group 4 because both leader and perticipants meke more contrivutions

with procedural references in Group 1 then in Group 4o The overeall
difference between Group 1 emd Groups 2 & 3 is due primarily to the leader,
He makee significantly fewer procedural comments in Groups 2 & 3, then

he does in Group l. There is a tendenoy for the partioipants to 111

this gep, but it is not great enough to make up the differense.

Table 29 also shows that in Groups 1 & 4 the participants and the
leader shered the number of procedural comments about equally, In Groups
2 & 3, however, the participants were most responsible for the. procedwral
commants, |

The date in Table 30, showing the percentage of the partiocipants
contributions which were procedural, provide smnother opportunity fer
determining whether or not the participents reflect the leeader's behaviar
by showing greater incidence of a particular kind of behavior when he
shows more of that behavier, The data indicate that three out of the four
groups did not reflect the leeder behaviors The partioipants in Group ¢
did not reflgot the relatively higher incidence of procedural eontributions



TABLE 29

PERCENTAGE OF TOTAL CONTRIBUTIONS WHICH
WERE PROCEDURAL CONTRIBUTIONS

Leader Participant Total Nusber
A=1.  2 19 K 210
A=) 15 15 30 185
A2 L 25 29 155
A-3 7 26 33 156
1¢h 18 17 35 398
2¢&3 6 25 n m
e L ) *

# Difference 1 & Lk: 2 & 3 significant at 5% level
# Difference 1 & h: 2 & 3 significant at 1% level



TABLE 30

FERCENTAGE OF PARTICIPANT'S CONTRIBUTIONS
- WHICH WERE PROCEDURAL

&P

A=1 28n#

A=} 19%»
A=2 44
A=3 | 29
l1eh 23
2¢3 28
L

** Difference between Group 1 and Group L,
significant at 1% level
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by the lesder in that oonferences The partioipants in neither Group 2
nor Group 3 reflected the relatively lower incidence of procedursl
oontributions by the losder; they tended to £i11 the gap left by the
leader,

It was pointed out earlier thet each funotional eategory might
be used with respect to procedural and substantive content, There aight
for exmaple be procedural as well as substantive solution proposals. It
is possible, however, that eontributions performing sertein fumetions
will rarely have procedural references while others might have a great
manye The present date were enalyzed to deternine whether or not this
was the case,

Table 31 shows the peroentage of contributions in each category
whioch hed procedursl referencese Since the over-all ratie of substantive
to precedural for all confarence groups taken together is sbout 2 to 1,
one would expect spproximately 33% of the contributioms in each category
to have procedural references. The sctual distribution differs from this
chance value for six out of the twelve oategories at the 1% level, far
two of the remeining six et the 5% levels It is apparent that contrie
butions containing procedural references ere mors likely to serve certain
functions than others. Partioipants referred to procedure mors frequently
then not when asking for information, when seeking olarification and
elaboration, 4 sigmificently greater than the expeocted number of supporting
oontributions oontained procedursl referencess This is eccounted for by
the fact that the individual mede oxplioit that he was supparting a
partiouler individual or positiom The sme ia true for sumnarizing -
seeking and sumnariging-giving contributions, as might be expected.
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Contridutions whioh presented problems amd those which elaborated on
other contributions more troéucntly oontained no procedural referonces.

This enalysis of ocontribdutions in terns of their subjeot metter
indicates that the two sets of groups differed only slightly in the
inoidence of presedural ocments, The difference thet does exist was
due both to leader and partiolpant behavioro There is evidence that o
leador may desoribe and refer to the menner in which the group is pro=-
ceeding without inereasing the tendency to do so on the part of the
participants, However, conspicuous failure to refer to group procedure,
does inorease the inocidence of such comments by the participants, Finally,
it is apperent that certain funotional sontributions have almost exclusively
prooedural references - sumearizing.seeking end giving, development-
seoking = while others, such as problem=proposals, dwolomﬁ-gidn;
end goel-setting, contain largely substantive.references,

S¢ The sequence of problem=solving funotions

The de%a provided from categorizing contributions inte problem=
solving funotions permit o trenslation into a system much like that of
Dcny(’). Dewey's system implies that at certain stages, oertein funotions,
in terms of this experiment, must be performed, It prescribes en optimal
soquece of these functions, The typesoript was analysed to determine
whether there was ey sequence patterning of the functional wmits and to
what extent the sequence Patterning was similar to that preseribed by
logical analysis of the Dewey type.

Rocardingly, three mesbers of the oonference staff independently
&rrived at what they considered opti.n;l sequences of the funetional
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categoriess There was much sgreement smong the three. After o minimum
of negotiation, the following major Sequence was arrived at:

Goal=Setting

Froblem-Froposals

Inform.tion-snking. Infomat:lon-Giving
one or both, in either order)

Solution Propogal

Dwolepcnt-snking. Dovolopont-Giving
one or both, in either order)

Opposing, Supperting
one or both, in either order)
Summarising Seeking, Swmmarising Giving
(one or both)

It was recognized that there were minor sequences which might,
in an optimal situation, repeat themselves many times; that is, within
the major sequence a minor sequence might recur, -lcoordingly, the

following sequences were establigheds

Minor Sequence 4 8olution Proposal
Develoment~ eeking, Dwelopunt-Giving
Opposing, Supporting

¥Minor Sequence B Solution Froposal
' Development- eeking, Dcvolopuant-Giﬂ.ng
Opposing, sngportins
Swmmarizing ooking, Swmmarizing Giving
Exeminetion of the typesoripts indicated that no major uqﬁ(lut
Were present in eny of the four typesoriptse, The only type of minor
8equence of contributions present was Type 4, where a solution propegal
1s followed by a develemment-seeking end/or giving contribution and this
by en opposing and/or supporting omtridbution, The four oonference groups
are oampared with respect to the inoidence of this type of sequence in
Table 32, In both sets of groups, less than 3% of the sotual sequences
of three contributions (total mumber of oontributions minus two) were




TBIE s2
THE INCIDMNCE OF OPTIMAL SIQUENCES
TYPR)

OImoR 2
Nusber Sequences of of _
A-1 500 16 %1
Ae g 814 16 2.6
A-2 528 12 2.3
4-3 472 10 2.1
144 11238 52 2,8%%
243 1000 22 2,24

%% Difference 1% 41 24 3 significant at 1% level
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optimalo The difference between the two sets of groups is statistically
signifioant in favor of Groups 1 & 4, but is not of great moment from the
standpoint of the eoffiolency of the Prodlem=solving prooess.

The next- attempt to measure quality of the problem-solving
Process was made in terms of optimal pairs of contributioms, This 1is
less rigorous than the f0quence measure of quality, The measure is
meaningful, however, if one thinks in terms of a vacwum oreated by a
contributians Conference groups can be compared as to the extent to whieh
the vacuum orsated by a given response is optimally filled by the
sucoeeding response. The following 1list of eptimal pairs, derived from
the optimal sequence listing desoribed above:ig 11lustratives

Goal-Setting
Froblem Proposal

Froblem Propogal
Information-Seeking, Informatiom=-Giving

Infornati on=-Seeking
Information=Giving

Infornation-snk:lng, Inrornution-Giving
Solution Proposal

Solution Proposal
Deve lophent=Seeking, chlopmﬂ:lvh;

Table 33 shows Percentage of optimum peirs for each of the groups
separately and for Groups 1 & 4 end 2 & 3 combineds The incidence of
optimal pair sequence in a1l four groups exceeds chance expectansy, With
twelve categories there are 9-(;_‘.11 or 66 possible pair sequenves, Of
thess, only twelve are optimal peirings; thus, in a series of 100 pairg,
the chance score would be % O ¢19, Of the number of sotual pairs,
almost one-third were optimal in terms of theory for Groups 1 & 43 in
Groups 2 & 3, about one~fourth were optimel, The difference between gets
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TEIE 33

FPERCENTAGE OF OPTIMAL PAIRS
OF PROBLEM.SOLVING CONTRIBUTIONS

Poiry . ¥ Per oen
2-1 510 11 38
Aoy T I 174 28
A-2 529 140 2¢
Aas 473 124 26
144 1025 315 S1ee
283 1002 264 26++

** Difference between Groups 1 & 4 and Groups 2 & 3 significant at the
level,
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1s signifieant at the 1% level, and is due largely to a better performance
by emference Group 1, .

6e The inoidence of problem=golving funotions over periods of time

The analysis of problemesolving in terms of sequences of oontrie
butions indicated thet optimal orderings were, by end large, very
infrequent, 8ince theoretical formulations such as Dewey's imply some
such ordering, their absence might be interpreted as indicating that the
formulation is inadequates The Sequence analysis may be too rigorous,
a test, howevers It requires steges within a small unit of time, The
Dewey-type of formulation might be interpreted as hypothesizing larger,
more global steges, We might then expeot » differentiation of funotion
from one period of the conference to the nexts For example, in the "relt
diffioulty" stage, there would be a relatively high propertion of problem.
proposals end informationegiving end seeking ocontributions; in the
"suggestion of possible solutions" stage, there would be a relatively
larger proporiion of solution=proposal contributionss The date were
exsmined to see whether there were certain functions which ccourred more
frequently in certain periods then in others, The percentage of the total
econtributions in each 15-minutes which fell in each category was computed ,
This breakdown of the total cmference time indiocated that functionally
each period is mush like every other periods This finding is of pertioculer
significance when we congider such categories as problem=proposing,
solution=proposing, end informetion=seeking and givings These are the
fuotions which such formulatioms as Dewey's would 1lead Mme 0 expest to
ocow” with relatively greater frequeney in certain periods then in others,
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Athough a funetional category may scoount for spprexinately
the seme peroentage of the total contributions within o 1Seminute period
frem one period to the next, it may be that the Peroentage of ocontributions

is, while goal=getting contributions socount fer 5% of the total number
of sontributions in each 15-minute period, there may be differences in
the percentage of the total number of goal=getting stetements whioh ocoowr
from one peried to the next, This Possibility exists because the total
nwber of contributiong varies for the 15-mimite periods, docordingly,
the percentage of the total number of contributions in eagh category
ocourring in each 1Seminute period were computed, The same genersl
results were obtained,

In summary, the enalysis of problem=solving funetions by tiu
intervals indicates that the general pattern of functiong perforned is
very much similar from one period to the next, The proportion of the total
mmber of contributions in each 15-ninutes which are olessified in o

15~-minute period is also relatively constant, This same result obtained
when intervals ghortep end longer than lS-minutes were examined, The
difference in loadership style in the two sets of groups did not produce
signifiomt differences in the temporal pattern of problem=solving
funotioning, Thig suggests thet the differences in leeder behavior and
in Pertioipent behavior were cansistent differences, present throughout
the sonference period, and were not due to large differences within o

pertioular period,
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7. Patterns of individual Problem=solving behaviee

If a person does most of the goal=sotting for the group, is he
also likely te do most of the aolution-proponing? Are the relationships
between funstions suoh that high performance of ong prediots high
Perfarmmoce of another? While 1t may be that the Pattern whioh ¢merges
in this study might not be present in another, intercorrelation of problem-
solving scores ere believed to provide important desoriptive nessures of
the Problem-solving process, This ig ¢specially true when the design
permits comparison of groupss It may be, for example, that groups in whieh
the partioipants who do most of the solution-propoling and most of the
opposing esre mare productive than ones in which the solutien proposing
end opposing are done by different personse To determine wWhether or not
there were individyal patterns of Problem-solving, the correlations among
the two types of probleme=solving scores were oomputed,

Table 34 shows the correlations mmong the nine % Category scores
in which there were 8 sufficient number of oontributions to warrant
computation of individual scores,

In the section concerned with the relationship or Problem-solving
soores teo extent of participation (gee Partioipation Bohcvior). @ high
correlstion is found between the extent to whioh the individual partieci-
Pated and all but two of the % Category scores, In other words, the
high perticipatars tended to acoount for most of the behavior within eeeh
category, Thig finding is importenmt for interpreting Tabie 4, A
majority of the correlationg are signifieantly pPositive, The Persons who
Were largely responsible for performance of one funetion tended ¢o be more
responsible than their oolleagues for other functions, This i1, due in part
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to the relationship of the % Category seore to extent of partiscipation,
There is an inportant exception to this general finding, It i1,
oleer from the table that for certein Pairs of veriebles the relationship

is quite different in the two sets of situetionse This ig most clearly

mfmation-aeoking. In Groups 1 & 4, however, supporting ig significantly
related to only one other functional score, dwelopunt-snking. In other
words, the supporting in Groups 2 & s wWas done by the game persons who
Porformed moet of the other functims, This wes not true in Groups 1 & 4,
One other difference batween the two sets of groups is apparent,

of the funotional behavior of those who were primerily responsible for
the behavior in other categories, In Groups 2 & S, however, these two
functions are cigniﬁoantly correlated with esch other but neither are
significantly correleted with other functional scoress The seme persons
in Groups 1 & 4, Wwere responsible for most of the behavior in 811 categories
exoept supparting, In Groups 2 & 3, there were two sets of responsible
personss those who did most of the developnent-lnt:lng and inforration-
seeking and thoge who perfor:m most of all the other funotions, inoluding
supparting, |

The discussion of intercorrelations of the % Cetegory socores
desoribe the manner in which funetionel omtribution’j were releted for the
group as a whole, Mother question 1s whether the ﬁmotiou an individuel
performs pattern themselves in any weye That 1s, if o person sets goals,
does he also Sumearize; or ig goel=getting behavier releted to solutione

Proposing? In contrast to the % Category Soores, the interrelations of
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the X Own scares shown in Table 35 are relatively independent of the
extent to which an individual participateg, They are related to partici-
Pations only insofer ag participation affeots the number of category
socres available for o perticipant,

Most of the behevioral scores are not significantly related to
each othere There ere, however, s few functional sccres which are
significently correlated in the four groupss The more selution-proposing
the individual does, the less supporting end dovelom.nt-aoek:lng he does,
These interrelations suggest that the individual oriented toward oomtri-
buting solution proposals is less likely to make contributions which are
essentially resoting to what others have said, such as supporting and
secking eleboration,

There 1s one instence of a significently different correlation
between two scores in the two sets of groupse In Groups 1 & 4 there igs
8 slight positive correlation between the extent of aolution-proposing
end extent of opposing; in Groups 2 & 3 the reletionship between these
soares is signifioantly negatives There sre several other instenges
where coefficients, while not signifioantly different in the two sets of
groups, ere suffic‘iently dissimiler to indicate thet the manner in whiech
the individuals patterned their contributions was quite different in the
two sets of groups,

The interpretation that initiating behevior, such asg solutione-
proposing, end 1nformaticn-eoek:lng, is negatively related to reacting
behavior = such as supporting and dwalomont-aeeking, is more correct
for Groups 2 & 3 than for Groups 1 & 4, The correletion between develop-
mentegiving and opposing suggests that in Groups 1 & 4, the pnticip@ts
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resoted to what wes geid either by slaborating or by opposing, If one
tended to develop other contributions, one did not oppose and viee
versas In Groups 2 & 3, the participants who opposed sontributiang
were as likely to elaborste as those who did no opposing,

In sumary, the intercorreletions elmong problem~solving soores
which use the funotioning of the Eroup a8 a whole es the base (% Category)
indicate that in both sats of groups, persons who are primerily
responsible for one type of behavior tend to be responsible for all other
behaviors es well, Since these scores are highly relsted to extent of
participation, this finding has been interpreted to mean that in both
sets of groups, the high participators were responsible for most of the
behavior in each category. There were, however, differences between the
sets of groups, in the patterning of 1nterrelat1ml. with the high
participators in Groups 2 & 3 doing relatively less of the opposing, of
the infomation and dwelopmnt-seeking, ‘and relatively more of the
supporting than the high participators in Groups 1 & 4,

which he distributed his contributions over the problon-solving cotegories,
there is, in genersl, little relationship emong the functions, There
Were, however, some indications that initieting types of behevier suoh

as infomation-s«king and aolution-propouing tended to be correlated
Positivelys There was also a: tinduoy'ftot‘:thuo—‘hithting;.‘typ.ifof
behavior to be negatively related to reecting funetions sueh as develop-
ment-seeking and supporting, This tendency was less merked in Groups 1 & 4
then in Groups 2 & S¢ The differences in leadership style produced
different petterns of individual problem=golving behavior,
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8¢ Sumary or experimentel findings

The differences in leadership style produced significant
differences in the Problem~golving behavior of the groups on fowr out of
the twelve problem~solving behavior scoreso The most notable difference
was the greater amount of opposing in the groups under the negative
leadership style, Of the four instances of differences in total group
performance, two were due primarily to differences in leader behavier
and two were due Primarily to differences in participant behevior in the
two sets of groupse There is little evidence that the participants in
the two sets of groups reflected the leeders' behavior or that they
filled funotion gaps left by the leader by a change in their patterns of
behavior, The behavior of the partieipants was remarkebly similar in the
two sets of situations, despite marked differences in leader behavior,

The sets of groups differed significantly in the incidence of
eontributions conteining references to group pProcedure, This difference,
also, is primarily due to differences in the behavior of the leader
himselfs There is scme ovidence that the participents in the negative
leader situations tended to £il) the gap left by the leader's infrequent
references to group procedure,

The positive 1eadcrship style produced slight evidences of higher
quality problem=golving behavior in terms of o higher incidence of
theoretically optimum sequences end optimum pairs, By and large, however,
the inoidence of optimum sequences and peirs wag very low for all groups,

There is oconsiderable ovidence thet in terms of the functiong
that are performed, each samference period, in this cese 15-minute periods,
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is very much like overy other periode There was little evidence that
sertain funetions were performed early in the conference peried and

others late,
De The Reletionship of Froblem=Solving Boores to Conference Outoomes

l. The relationship between problem=solving scores and measures

of participant satisfaction

This section deals with the general problem of Whether or not
the problemezolving behavior of a group member is related to the feelings
of satisfaotion with whioh he emerges from the meetinge Table 36 shows
the correlations between the two types of Problem=solving scores and the
three satisfaotion meesuress Whenever the correlation coefficients are
significantly different in the two sets of groups, no coefficient ig
reported for the four Eroups combined,

Satisfaction with £roup prooesse= Do the persons who ere
satisfied with Eroup process perform different functions, or perform the
same functions to a different extent than those who ere less satisfied?
The dste in Table 35 show that none of the % Own scores ere significently
related to the participent's satisfaotion with processs In both sets
there is a slight tendency for higher relative incidence of goal-getting
to go with higher satisfactione There is evidence of the differential
signifiosnce of opposing in the two sets of groups, which is mentioned in
other comections, (See The Relationship smong Interperaonsl and Probleme
Solving Varisbles) Reletively high incidence of opposing is esseoiated
with less satisfaction in Groups 1 & 4 end relatively greater satisfection
in Groups 2 & 3. The same tendencies towsrd signifioent correlations ang
the seme differential relstionships ere spperent with the % Category score,
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The lack of relationship between the propartion qf the individual'y
contributions which perform e given funotion and his satisfaction with the
group's procedure is oontrary to expectetions, It seems very plausible
that a person who was dlssatisfied with an aspect of group process, suweh
a8 the amount of informatiom it had at its disposal, would show a
relatively high incidence of information seeking contributions, The
feilure of such relations to show up might be due to the fact that o
genersal satisfaction with Process measure was uged, If setisfsotion with
specific aspects of prooess were ascertained, one might be able to
prediot satisfaotion with these aspects frum the behavior of the particie
rantse  The design permitvhed o tentative tost of this ad hoo hypothesis,
~ The pertioipants indicate their satisfaction with the emownt of
information thet was ocongldered in arriving at the decision, Qﬁutiemaiu
II1, Item 5¢ Boocres on this item were correleted with emount of infermee
tlon-seeking done by the participant, The correlation was not significantly
different i‘rﬁn seroe This negative finding suggests snother feotor to be
taken into acoount, We need expect our 1nfonnation-seo‘lcing participants
to be dissatisfied mly if the informetion they sought was not forthooming,
In other words, it is unlikely that incidence in a partioular oategory
will be predictive of satisfaction, It is probably necessary to hypothesise
a relationship between a pattern of problem~golving behaviors and satis~
faction with procese,

Satisfaction with losder performence.- It is apperent from Table 36
thet the perticipents who were satisfied with the leeder performed quite

differently in the two situations, The Perticipants who were satisfied diq
%
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relatively more dwclomub—unking in Groups 1 & 4 eng signifiomntly
less in Groups 2 & Se A differential relationship algo exists with
respect to solution-propoaing, although the coefficients obtained in the
two gsets of groups are not aignificantly different, It g apparent that
the kind of behavior which is essocisted with satisfeotion fer the leader
depends on the total situations These same findings appesr when the
X Category scores are used,

Satisfeotion with decisiomee In general, the participant's
satigfaotion with the decision arrived at by the groups is relatively
independent of the proportion of hig contribution whieh fall in o
particular categary, In both sets of groups, however, the persons who
did relstively more supporting were more satisfied with the decision
reached than those who did relstively less, In eddition to ity theoretical
importance, this finding hag methodological significance, In ¢ sense,
the relative incidence of supporting comments is 8 continuing evidence
of satisfaction with what is being said, The decision is a synthegis of
what has been said, Interpreted in this fashion, the setisfeoction with
decision measure is in & sense partially valideted by this significant
correlation, Validating evidence of the seme sort comes from the finding
that, in both sets of groups, the greater the relative incidence of
summarizing the greater the satisfection with decision, This relationship
is probebly o result of the faot that the various aspects of the decision
were stated in Swmarizing sontributions, The person who sumarises does
80 when he egrees; thus the persons who do relatively much sumnsriszing, ere
doing omsiderable accepting,
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The participent's satisfaotion with decision sppears to be une
related to the extent to which he wes responsible for any funotion,

There is one instence in which the funotional specialists differed
significently in their feelings about the decision in the two sets of
groupse The goal setters in Groups 1 & 4 were dissatisfied; the goal
setters in Groups 2 & S were satisfied,

As is pointed out in connection with the relaticnship between
interpersonal variebles and problem=golving scores, opposing contributions
had e different meaning in the two sets of groupcg the coefficients ere
signifioently different in the two situationss In Groups 1 & 4, the
relative incidence of opposing contributions is negeatively related to
decision satisfaction; in Groups 2 & 3 the relationship is positive,

This differential relationship of opposing to decision satisfection is
also found with the % Cetegary scares, although the coefficients are not
significently different in the two sets of groups,

The general tendency, summerizing all ingtsnces of differential
reletionships, is for extent of opposing to be negatively associated with
satisfaction with decision and group procedwre snd positively related to
satisfaction with the leader in Groups 1 & 4; in Groups 2 & 3, the
reletionship tends to be positive for satisfeotion with the groups decision
end procedure and negative for satisfaction with the lesder. These
relationships hold for both types of problem-solving scores. This suggests
that the opposers in Groups 1 & 4 were identified with the leader and
were attecking fellow participants; the opposers in Groups 2 &3 were
satisfied with the group == its decision and its procedurey.but attacked
the leader, This hypothesis ig eonfirmed partially by the finding that in




104
Groups 1 & 4 only 3% of the OPposing contributions were directed at the
leader while in Groups 2 & 3, 14% wore directed at the leader., Conversely,
28% of the supporting contributions were leader supporting in Groups 1 & ¢
while in Groups 2 & 3 only 13X were supporting the leader,

These results permit three conolusionst by end large, the emount
of variance in the uﬂafaoﬂon outcomes accounted for by the problem=
solving scores of perticipants is very slight, Second, a participmt's
Problemesolving score in a partiouler category may, however, be signifi-
cantly related to his setisfaction with conference outcome, In this
experiment a high proportion of supporting end sumerizing was positively
related to decision satisfection, in both situationse Finally, the
direction of the relationship between satisfaction outcomes and certain
behevior scores depends on the total situation in which the behavier takes

Place,

2¢ The relationship of problem~solving scores to decision quality

This section is concerned with whether or not the individuel's
solution is affeoted by the problem-golving functions he performs,

The correlations between both kinds of problem=solving scores
end the measure of decision quality ere shown in Tgble 37.

Extent of egreement with the criterion quality score, iecee, with
the solution derived by experts, is significently related to only one of
the problem~solving scores and this relationship holds in only one set
of groupse The persons with higher percentages of their own contributions
in the goalesetting oategory in Groups 2 & 3 ghowed the grestest agreement
with the criterion score, The coefficient is significently different in
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Groups 1 & 4, where the relationship of goal-setting to quality i,
slightly negativee These ssme gaeral leck of relationship alse holds
for the % Category scores, as does the differential relationship of goal-
setting to quality,

There ere two general conclusions warranted by these datae The
first is that by end large the quality of the perticipmt®s solution is
unrelated to the proportion of his oontributions which fall in oertain
Problem=solving categories or to the extent to whioh he was responsible
for behavior in o category. The second conglusion is that the mamer in
whioch »a Problem=-solving score is related to the quality of inmdividual
solutions may depend on the totsl situation, Thig ig suggested by the
firding that the proportion of goal=setting statements is positively
related to quality, as measured by the external eriterion in Groups 2 & 3
and significently different in the no;atifo direction in Groups 1 & 4,

The general laock of relationship between the quality of individuasl
solutions and the individuael problem-golving scores does not warrant the
conolusion that there is no relationship between the problem=golving
process and decision quality, It may be that the group Problem=golving
800res, or certain pattern soores derived from them, are related to
quality of the individuel as well as group decisions The individual's
solution as well as the group's solution is o funotion of what is done by
the group as a whole, The Present findings indicate that the quality of
the individual's ewn solution is very little affected by the funotions
he himself performs, With only fowr groups and no significant differences
mong them as to decision quality it $g not pPossible to test the hypothesis
theat deoision quality is related o group problem-golving soores,
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The theoretiocal fremework for this oxperinent posited that
conference outoames were af feoted by the degree of understanding by
Partiolpants of what was gaid during the conference. The leadership
styles presoribed for the two sets of groups differed merkedly with
respeot to this variable, Examination of the typesoript and the wire
recording revealed that the leader did alter his behavior in the menner
presoribedo In Groups 1 & 4 the leader make sigaifiomtly more attenmpts
to get clarifisation than he dia in Groups 2 & 3,

The smount of diffioulty fhe participant had in understanding
what was being said wag measured by two questionnaire items (Quoationnairo
III, Items 11 and 12), end by an index derived fram the typesoripts
the number of times the participant requested olarification, In spite
of the differences in leader behavior, the two sets of groups did not
differ signifioantly on eny of these moasurese Two greduate students
in speech, with teaching and oontest-judging experience, rated the
participants! voice quality and olarity of ertioulation, Bech partici-
Pant's speaking rate was also determined, The participants of a1} groups
wers within the normal renge on these variables,

The comunieation soores showed viétually no signifiocent relatione
ships to the interpersonal veariables nor to the problm-lolvin; sSoores.
They were also unrelsted to the quality of the individuel's solution and
to his satisfaction with group process, liqdcr perfornance or g oup
deoision, This general absence of sipnificent relationships ig probebly
due to the narrow range on the diffioculty of understanding meagures and to
the faot that the speaking cheracteristics of the Participants were well

within the normal range,
108
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IVe Ihe Rolationshirgamong Interpersonsl
and Problen=Sclving Var eoles

The theoretiscal framework in which this oxperiment was conducted
hypothesizes that there will be lateral effects of the process variables,
That is, the problem=solving behavior will affect the interpersonal rela-
tions that exist among participants. For the most part, this theoretical
area has been undeveloped; the probability of lateral effects has been
stated but the exact hypothesized relations have not been defined for
all variables. The hypotheses which have been developed will be discussed
in connection with variables concerned.

This section is concerned with the relation between the personts
problem=solving behavior and his perception of the group, his feeling
of being accepted, his acoaptebility to his fellow participants as a
person and as. participant and his liking for the leader,

These five interpersonal variables were correlated with the two
types of problem=solving function scoress the percentage of the pare
ticipantts contributions which served g particuler funotion (% Own) and
the percentage of the eontributions in each functional category which
were accounted for by the individual (% Category)e The variables were
correlated separately for the two sets of groups as well as for all
groups combined. No ocoefficient is reported for all four groups whsn
‘the correlstion coefficients are significantly different in the two
sets of groups.

Ao gha Relationship of Interpersonal Variables to % Own Problem=-Sclving
cores

Table 38 shows the correlations betwesn the interpersonal measures

107



TABLE 38

CORRELATIONS BEIWEEN INTPERSONAL VARTABLES AND PER CENT
OF OWN CONTRIBUTIONS IN A
PROBLEM=-SOLVING CATEGORY (% OWN)

Accepta~
Feeling bility as Accepta~-
Perception Accepted Participant bility as Personal

of Unity as a to Others Person to 1liking for
(QIII, 13) Member (QIII, 9) Others Isader
(@I, 1) _(Qm, 8) _ (QIV, 9) (QIIT, 10) (qIV, 7)
Goel l&l =037 -<38 -o0L -+39 11
Setting 2&3 16 <00 1l -.08 12
1=k =.10 =17 05 -e22 .08
Information 1 & L4 =,12 <00 35 10 -e26
Seeking 2&3 «C7 -39 -e33 "005 - 27
1-) C0 - 30 <03 - 30
Information 1 & 4 =.18 019 15 o 50N -e02
Giving 2&3 =408 olib® 13 01 016
l - !l "013 036 01!1 -022 007
Solution 1&h «09 -e31 "005 ) -e27
Proposing 2 & 3 .09 =35 ~e51% 12 «08
l - b 008 -03!3" -030 008 -o10
Development 1 & L 31 o7 022 -401 20
Seeking 2 & 3 —008 ‘008 -oCl 008 -.1‘
l1-1L 12 016 1) <Ol 01
Development 1 & b 007 -ell '015 -olid oLls
Gi'ing 2 & 3 "018 012 .16 015 027
1 - h -005 005 002 -008 -37"’
Opposing l1&hk -e27 =02 -e36 18 -.59
2&3 02 10 29 =09 -e?5
1 - ,-l -015 003 / "ooh 005 “'oha.'l'
Supporting l1¢& h 009 022 026 028 038
2& 3 21 oL0 a36 «0% 11
l - h 17 28 025 18 _.3&*
Summariging 1 & Lk ~,07 25 o2l 012 «07
Giving 2&3 12 28 -o09 -oll 12
l] - h +Cl Ooh 008 =402 005

*#  Significant at the 5% level
#¢ Significant at the 1f level
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and the % Own problem=solving soores. The individualts peroeption of
the unity of the group is apparently unrelated to the relative extent
to which he performs a particular function. There are a number of in-
dications that the relationship between perception of unity and the
extent to whioch the individual performs certain funotions is different
in the two sets of groups, although none of the differences is statis=
tiocally significant. Both amount of goal setting and development
seeking are related differently to perception of unity in the two sets
of groups. The difference between the two sets in the way supporting
and opposing behavior are related to perception of unity, while not
significant, is one which is corroborated in s number of places in the
total analysise, The funotions of opposing and supporting seems to have
had different meaning in the two situations. In Groups 1 & 4 the rela=
tive amount of supporting done has no relation to perception of unity
while opposing tends to be negatively relateds In Groups 2 & 3, on the
other hand, the relative amount of opposing is not related to percepe
tion of unity, while the amount of supporting tends to be positively
related to the perception soores The significance of opposing and sup=
porting behavior depends evidently, on whether or not there is a gen=
eral atmosphere of supporting, as in Groups 1 & 4, or opposing, as in
Groups 2 & 3,

The participantits feeling of being accepted is also unrelated
to most of the problem=solving soorese Only two of the measures are sig=-
nifioantly related to feeling accepted, for all four groups combined,
The more solution=proposing the participant did, the less aocepted he

felte The more of the participant!s contributions which were
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information=giving, the more accepted he felt he wase The significant
relationship for all four groups is due primarily to the relatively
higher relationship in Groups 2 & 3, There are other evidences of dife
ferential relations in the two sets of groups, although none of the dife
ferences is significant. The relative amount of goal=setting, information-
geeking, development=seeking, and sumarizing are related differently to
feeling accepted in Groups 1 & 4 than they are in Groups 2 & 3, These
differential relationships indicate that certain functions Wore perw
ceived by those who performed them as receiving a different kind of
reception in the two sets of groupse There is the possibility, however,
that people who felt acoepted in ons set of groups tended to perform
certain functions relatively more frequently than others, while in the
other set there was no such tendency. Actually, there is no way to
determine the direction of the effect in this experiment. It is sugges-
tive that the behaviors which are negatively related to feeling acoepted
in Groups 1 & 4 and positively related to feeling accepted in Groups 2 & 3
are commonly accepted as leader funetions; sumarizing and goal setting,
The extent to which the individual was accepted as a partiocipant
is not signifiocantly related %o any problem=solving score, for all groups
combinede Only one of the functional soores is significantly related in
a set of groupse The more solution=proposing the individual did the less
accaptable he was to his colleagues in Groups 2 & 3, There is & tendency
for the persons who did more supporting to be more highly regarded in
both sets of groups, although the relationship is not significante There
i; one instance of a statistiocally significant diff'erence in the relatione

ship between being accepted as a participant and problem=solving scores,
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The more informationeseeking the individual did the more accepted he
was in Groups 1 & 4, the less aoccepted he was in Groups 2 & 3. There
1s a nearly signifiocant difference between sets in the relation between
opposing and being accepted: +the more opposing the participant did the
loss accepted he was in Groups 1 & 4 and the more accepted he was in
Groups 2 & 34 This again illustrates the difference in meaning of ope
posing behavior in the two sets of groupse The leadership style proe
duced differences in the two sets of groups in the behaviors whioh
characterized the most acceptable participants,

The individual's acceptability %o his colleagues as a person is
slgnificantly related to only one problem=solving score and that rela=
tionship holds in only one set of groupse The participants who did
relatively more information=giving were less acceptable as persons in
Groups 1 & 4; in Groups 2 & 3 there is no relationship between the two
seorese While none of the differences between correlation coeffiocients
are significant, there are evidences of differential relstionships in
the two sets of groups for virtuall& all problemesolving scores. The
more goal=setting, the more information—giving, the more development-
giving the participants did, the less acceptable he was as a person in
Groups 1 & 4. These soores are not related to being accepted in
Groups 2 & 3, These results indicate that the leadership style differ=
ences also produced differences in the behaviors which characterized the
participants who were acceptable persons to their colleagues,

Partiolpants who 1iked the leader personally did relatively more
deve lopment=giving and supporting and relatively less opposing than their

oolleagues who liked the loader lesse These relationships are
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statistioally significant for all groups combined and are in the same
direotion in both sets of groups. In every case, however, the relatione
ship is less marked in Groups 2 & 3 than in Groups 1 & 4o The relation=
ship between amount of information=seeking and personal liking for the
leader is almost sipnificantly negative, in both sets of groupse Again,
there are several instances of differential relations in the two sets of
groups, although none of the differences are statistically significant,
These findings indicate that attitude toward the leader modifies the
problem=solving behavior of the participants and further that the manner
in whioh the bohavior is modified depends on the total situastion in whioch
the behavior takes place,
Be The Reletionship of Interpersonal Veriables to % Category Probleme
Solving Scores

Table 39 shows the correlations between each of the % Category
problem=solving scores and the interpersonal variables. A high % Category
score for an individual means he was responsible for a good deal of the
behavior in that categorye

Perception of the group as unified is not significantly related
to any of the problemesolving scores for all four groups combined, The
goal setters in the two sets of groups differed significantly in their
peroeptions of unity, In Groups 1 & 4 there is a negative but not sige
nificant relationship between these scores while in Groups 2 & 3 goale
setting is positively related to perception of unity, Tpere are other
evidences that persons who were responsible for the same behavior to the
same degree in the two situastions peroeived the group quite differently

although the'coefficientsygre not significantly different, The goneral



TABLE 39

CORRELATIONS BETWEEN INTERPERSONAL VARIABLES AND PER CENT
OF TOTAL CONTRIBUTIONS IN EACH CATEGORY ACCOUNTED
FOR BY EACH PARTICIPANT (% CATEGORY)

Accepta~
Feeling bility as Accepta-
Perception Accepted Participant bility as Personal
of Unity as a to Others Person to Liking for
(QITI, 13) Member (QIII, 9) Others Leader
(QIv, 1) (QIv, 8) (Qm, 9) (QrII, 10) (QIv, 7)

Goal lelk -29 12 =-e01 =o520% o0l
Setting 2&3 oliSw 52 036 002 35
1-15 o35% 18 20
Information 1 & 4k  =,23 =03 029 01 -e23
Seeking 2&3 o2 29 27 18 =o3k
1 - b 001 .08 022 006 -.20
Information 1 & L -e16 13 21 "pm «07
Gi'im 2 & 3 ‘011 930 025 .08 022
1 - ll "'012 020 022 .15
Solution le& h -e22 ‘08 01 "013 - 20
Proposing 2 & 3 23 39 ohi2 «08 «03
1 - h 001 025 020 008 "'010
Development 1 & 13 oSl 023 -el9 «13
Se'eking 2&3 ~el5 21 o1k «06 - 25
l~- h -003 oB’J* -19 "005 -olh
Development lelk -+03 2L =e11 —-e51n 15
Giving 2& 3 01 36 o63n 29 -¢10
1= -o01 «30 01
Opposing &k -e37 <18 -,08 e 27 -e23
2 & 3 -006 o?9 056"* -.05 -030
1 - h -021 .2!1 -016 ‘020
Supporting 1 & L ohi5 7% 25 09 30
2&3 +08 36 o52% o17 -s06
l1-) 026 oLiOn o 37TH 013 «09
&ll-ariting l& h -o37 -.05 038 =08 +09
Giviug 2&3 «05 21 o1k 006 02
l- ,-3 ‘013 «10 0?3 007 -.05

# Significant at the 5% level
#¢ Significant at the 1% level
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trond whioh runs through these differential relations is that, in
Groups 1 & 4, individuals most responsible for guiding and directing
functions such as goal=setting, informtion=seeking, solution=proposing,
and sumarizing, tended to perceive their groups as less unified than
their oolleagues who were less responsible for these behaviors. The tenw
dency is in the opposite direction in Groups 2 & 3. These differential
relationships might be due to the fact that the partielpants in Groups
1 & 4 who were most responsible for these behaviors wore, in effact, com=
peting with the leader, hence projecting upon the group the dismity for
whioh they were responsible,. Conversely, in Groups 2 & 3, the partici=
pants most responsible for thsse functions werse not competing with the
nominal leader; he performed these funotions %o a very limited extent,
The parson's feeling of being accepted is related to several of
the # Category scores, The goal setters in Groups 2 & 3 felt more
accepted than those less responsible for goal=settinge There is no relae
tionship between these measures in Groups 1 & 4, The relationship is
also significantly positive bhetween feeling acospted and amount of the
deve lopmente=seeking done by the participant in Groups 1 & 4e The copw
relation is also positive but not significant in Groups 2 & 3, The
more of the supporting the individual did the rore acoepted he felt,
The solution proposers in Groups 1 & 4 felt no more accepted than those
who did less of the solution=proposing; in Groups 2 & 3 there was a ten=
dency for the solution proposers to feel more accepteds In sumary, the
extent to which the individual feels accepted by his colleagues is re-
lated to the extent to which he performs certain problem=solving funge

tionse The results obtained here suggest that when the partioipant is
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responsible for behavior which are leader behaviors but are not being
performed by him, the participant tends to feel accepted. When these
functions are being performed by the leader, the participants who also
perform them tend to feel less accepted. The causal relationship might
be the other way, of course; the accepted person might feel free to
assume leader functions. This would readily account for the relatione
ships found in Groups 2 & 3. To account for the relationships in
Groups 1 & 4, however, it would mean that the person who fel: less
accepted attempted to vie with the leader in the performance of certain
functionse It seems more reasonable, however, to hypothesize that the
same behavior resulted in different feelings of acceptsnce in the two
situations than to hypothesize that the same degree feeling of accep=-
tance resulted in different behaviors in the two situations,.

The corrolations between the % Category scores and the extent
to ﬁhich the individual was accepted as a participant indicate that there
wera different attitudes toward the person responsible for the same bhe=
haviors in the two situations. While the correlations are not signifie-
cant, the goal setters and solution=proposers in Groups 2 & 3 tended to
be more accepted than their colleagues who did less of the goal=setting
and solution=proposings In Groups 1 & 4 thers is no relationship bee
tween these scores. The persons responsible for the developing and op=
posing were significantly more accepted in Groups 2 & 3. The relatione
ship is significently different in Groups 1 & 4 where the developers and
Opposers were no more accepted than were the other participants, The
relationship between the amownt of the supporting which was done by the

participant and his acceptability is positive in both sets of groups,



114

but significantly different from zero only in Groups 2 & 3, The be-
havior which characterized the most accopted persons differed in the
two sets of groupse.

All of the significant relationships between the extent to whieh
the individual was accepted as a parson and his functional specialization
soores occur in Groups 1 & 4, In these groups the goal setters, the ine
formation givers, and developers were less liked than others less rese
ponsible for these functions. The correlations for Groups 2 & 3 are all
approximately zero except for developmenteziving which, while not sig=
nificant, is in the opposite direction and significantly different from
than obtained in Groups 1 & 4o The lesadership style differences, then,
produced differences in +the relationship between personal acceptability
and problem=solving scores. In general, the functions which a person
performed for the group were unrelated to psrsonal acceptability in
Groups 2 & 3; in Groups 1 & 4, the goal setters, information givers, and
developers were less liked by their colleagues than those who wers less
responsible for these funotions,

None of the 7, Category scores are siznifiecantly related %o per=
sonal liking for the leadere There are indications, however, that there
was a differential effect of liking the leader personally on probleme
solving behavior in the two Situationse This is true for the goalwsetting,
supporting and development seeking scores, although the coefficients are
not signifiecantly different. There is then a suggestion in these results
that liking for the leader dictated one kind of behavior when the leader
is active and helpful andgnother kind of behavior when the leader is

relatively inactive and negative in his behavior,

e o s e -
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Ce Summary and Conclusions

While many of the correlation coeffioients reported fall short
of statistical signifiocance, there is ample evidenoce of lateral effects
between problemesolving scores and interpersonal variables, This evi=
dence is provided not only by the instances of significant correlation
but also by the frequent indications of a different relationship in the
two sets of groups bebtween & given problem=solving score and perticular
interpersonal variables, Persons who perosive unity, who felt accepted
and liked the leader behaved quite differently in the two situations,
The behavior whioch characterized the persons who were highly regarded
as participants and as persons differed in %the 4wo situations, It
seems clear from these data that the significance of & particular kind
of problemwsolving behavior depends on the total situatione. One cannot
predioct, for example, that a relatively high amount opposing behavior
would mean the individual would not be liked personally or regarded as
productives These data indicate that it depends on the pgroup pattern
with respect to opposing, Similarly, performing the helpful function
of solution=proposing, goal=getting, and swmarizing may not insure high
productivity ratings for the partioipants Whether or not it doas, de=
pends on the leader=group relations with respect to these functions,

The general pattern which appears to run through the differen=
tial relationships is that résponsibllity for behaviors whioh are acceps
ted as leader behaviors tends +o make one perceive unity, feel acceptad
and be accepted both as a person and as a participant when the leader is
inactive and non=helpful. When the leader is active and positive, pere

formance of these functions has exactly the opposite effects. These
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rolationsh:ibs are most clear when the bshavior is viewed from the stand=
point of the group, as is the case with the % Category scorese These
same tendencles are present but less oiear when the behavior is viewed
from the standpoint of the individual himself as is the case with the

% Ovm sScoress



Vo Porticipstion Behavi

Participation is regerded as very important in the cammon
sense writings on oonferences and group disocussions. There is much
emphasis on the velue of securing widespresd partioipation in the groupe
However, the assumptions underlying this emphasis are rarely stated
explicitly, Part of the stress cames fram the evidence that group
products are superior to individual efforts under certain cirewms
stances.(13,16) If the group is superior to the individuel then the more
people partioclpating, the greater the superiority of the group = so the
reasoning goese Experience in supervisory training programs in industry
suggests that treining is more effective when the supervisors pertici-
pate in solving problems facing the group than when the lesture method
is used,(7spe361)

Additional data which tends to justify the emphasis on partici-
pation, oome from learning experiments. When en individual assumes an
active role in learning he tends to learn more rapidly and retain the
learned responses longer than when he remains passive in the learning
processe Haggard and Rose(9) state this es a "lew of Partioipation,”
Baer(2) demonstrated that partisipation was importent in develaping
voluntary control of infrequently used muscles,

There is also.emphas:ls on the importance of participation in
clinical worke B8nyder(14,De2) desoribes nonedirective counseling as
"olient centered™, indicating the active participation of the ¢lient
in the direction of the therapy process, a factor which he regards as
oritiocal in therapy,.

This brisf summery indicates that there is theoretieal and

117
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experimental support for the notion that aspects of the participation
pattern during a conference are related to both the quality of deocision
outoome and participant changes as a result of the conference; 1e.e., to
both types of oonference outcomes in which we are interested,

This seotion presents the participation patterns of the groups,
the relationship of extent of participation to problem=solving end
interpersonal scores end finally, the relationship of extent of

participation to measures of oonference outcomes,
A, Perticipation Characteristics of the Groups

1, Partiocipation pattern

A participation is defined as the remerks of a group member or
leader which ocour between those of other members. The percentage of the
total number of participations sccounted for by eash individual in each
group was camputeds These data are plotted in Figure 2,

With the exception of the leader performance in Group 1, the .
general distribution of participations over the members of the group 1s
very similer for all groupse If all participations were distributed
equally, the per cent scare for participants would be 10% in Groups 1 &
4 and 9% in Groups 2 & 3, The greph indicates that in all groups there
were from five to six persoms who contributed lesa than this expeoted
figuree .

There is indication in the data that extent of participation is
related to proximity to the leadere Of the eight highest participators
(the twe highest from each group), seven were seated in the half of the
table nearest the leader, The difference in extent of participetion
between those sitting nearest and those si‘tting Tarthest from the lesder
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is signifioant at the 5% level.
The leader partioipsted more actively in Groups 1 & 4, than he
did in Groups 2 & 3. In terms of peroentage of the total number of
participetions, the leader's participation score was 37% in Group 1,

16% in Group 4 end 14% in Groups 2 & 3,

2. Pace and spread of participation

The per cent of total partisipations occourring within esch of
the four 15-minute intervels was computed to determine the pece of the
conference and the points of groatest intensity of dissussion. Teble 40
shows the per sent of participations for each group for each of the four
fifteen-minute intervels. In each of the four groups, the final period
hed a higher percentage of the participations than any of the other
periodse The mean for all four groups dropped slizhtly in the second
fifteen-minute intervel followed by an inerease in the third end fourth
periodse None of the differences between the sets of groups is
siznificant,

To determine how widespreed the participation was in sach of the
periods the number of different perticipants in esch of the intervals
was countede The results show that participation was fairly widespread.
At least six different people partioipated in each of the fifteen-minute

intervals for each of the groups.

3. Summary
The lesdership style differences did not produce meterial
differences between the two sets of groups in overeasll partioipation

psttern. All groups had an equally large number of active participants



PERCENTAGE OF TOTAL PARTICIPATIONS

TABLE Lo

IN EACH QUARTER-HOUR

1st 2nd 3rd ith
Group Quarter Quarter Quarter » Qunrtgr
A-1 25,98 23.15 22,01 28.51
A-2 18.1) 1.6k 29.28 30.87
A-3 2k, 35 20.71 19.99 3L.89
A<l 23.28 18.L3 26,68 31.53
1~k 22.90 21,00 2k.4o 3140
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throughout the conferencess In a1l groups the lergest peroentage of
participations ocourred during the last fifteen-minutes of the hour
conference, Extent of partioipation was signifiosntly related to
distance fram the leader: those neerest the lesder did signifieantly
more partioipation than those fariher from the leader,

Be The Relationship between Bxtent of Partioipation and the Process
Variables

le The relationship of extent of participation to interpersonal

variables

The correlation between extent of pearticipation and the inter-
personal variables is shown in Table 4le The group eppeared no more
unified to the high partioipator than it did to the low participator,
This is true in both sets of groups as well as in all groups eambined,
Extent of participation is significantly correlated at the 5% level with
the extent to which the person felt accepteds Whether feeling ecoepted
results in higher participation or highsr participation oreates the
feeling of being acospted cannot be deduced from the design,

The extent to which the high partisipator was accepted as a
person differed in the two sets of groups. While neither of the coefficients
in the two sets ere significantly different from sero, they are
significantly different from each othere In Groups 1 & 4 the high
participators tended to be 1liked less and in Groups 2 & 3 they tended to
be liked more than the low par‘ticipat;)ra. Evidently, whather or not the
high perticipator is liked by his colleagues depends on the situation in
which the high participation tekes place and upon the fumtic;m which are

performed by the participators,



TABLE W1

CORRELATION BETWEEN EXTENT OF PARTICIPATION
AND INTERPERSONAL VARIABLES

Perception of Unity

Feeling Accepted as Member

@1, 8) 36%
Acceptability as Participant to Others 02 (1 & k)
(QI11, 9 - Q1V, 9) o€l (2 & 3)nn
Acceptability as Person to Others =31 (3 & k)
(Q11I, 10) «20 (2 & 3)
Personal Liking for Leader

(QIV’ 7) "'007

## Significant at the 1% lavel
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Additional evidence of the differential atéitude toaward high
participators in fho two sets of groups is provided by the relationship
between extent of participation snd the eoceptability of the individuel
®s a partiocipante In Groups 1 & 4 the high participator was no more
highly regarded than was the low perticipatore In Groups 2 & 3 the
relationship is significently positive at the 1% level,

The finding for Groups 1 & 4 is in merked contrast to that
reported by Norfleet(12), She reports correletion of .95 and 94 in two
groups between extent of participation and the produstivity reting given
the partisipant by his colleaguese She points out that her groups were
mature groupss The partioipemts had learned to limit their sontributions
to those whioh are productive. She suggests thet in a new group a much
lower correlation would i:c expsoteds Since the two sets of groups in
this experiment are equally "ncv', the differentiel relationship between
extent of partioipation and acoeptabllity as a participant cannot be
accounted for on this basise The difference in attitude toward the
}iigh pearticipator in the two sets of groups must be due to differences in
the two situations, This possibility will be disoussed after the relatione
ship of extent of participation and problem~solving scores has been
reviewed,

Extent of partiecipation is unrelated to personal liking for the
lesder. This was true for both sets of groups, even though Groups 1 & ¢
liked the leader better than did Gronpg 2 &3, In other words, regardless of
the attitudes of the groups toward the leader personelly, the extent to
which the individual partiocipated 1s wnrelated to personal liking for the

lesder,
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2¢ The relationship of extent of psrticipation to preblem=
solving soores

Table 42 shows the correlation between extent of participation
end the extent to whish the partioipant performed the verious problem=
solving funotions, using his total performance as the base, the X O
S0 ee

Extent of partioipation 1s apparently unrelated to the relative
amount of goalesetting, information=giving, development-seeking and
giving, opposing and sumnarizing done by the perticipant, In both sets
of groups the high pertioipators had a lower percentege of their oontri-
butions in the solution~proposing oategery than did the low partioipators,
This suggests that a person is likely to meke e solution proposal early
in his perticipationa, Other types of contributions come later, if at
all,

There are two instances in which extent of participetion is
differentially related in the two sets of groups to problem~solving
funetion scoress In Groups 1 & 4, the high participators tended to do
reletively more information-seeking; in Groups 2 & S, the high participators
did relatively less then did the low participatorse In Groups 1 & 4,
the extent of participation is unrelated to the relative mount of
supporting done; in Groups 2 & 3, the high participators did relatively
more supporting than did the low partisipators. Both these differences
mey explain why the high pertioipators were so highly regarded in
Groups 2 & 3 and were ne mere velued than the low participator in Groups
1 & 4o The high particlpstors had different values for their ocolleagues
in the twoe situatimse The information=geeking function is = dependent



TABLE L2

CORRELATION BETWEEN EXTENT OF PARTICIPATION
AND PROBLEM-SOLVING SCORES (% own)

Goal Setting
Information Seeking

Information Giving

Solution Proposing

Development Seeking
Development Giving

Opposing

Supporting

Summary Giving

s Significant at the

-.05

030 (1 &bk)
-olil (2 & 3)

26
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one; the seeked asks for help. This was a distinotive cheracteristic
of the high perticipator in Groups 1 & 4, On the other hend, in Groups
2 & 3 the high participator was a souree of help; he provided support
for otherse This doubtless hed edditional significence in Groups 2 & §
because of the high level of opposing behavior generally and on the part
of the leader especially,

The correlations between the % Category score and extent of
participation are shown in Table 43,

The high participators in both sets of groups were responsible
for most of the behavior in all but & few categories, This is especially
true of developmentegiving, However, the % Category scores are not
solely a function of the extent to whieh the persen participates. The
high perticipators did no more information-seeking or swmerizing than
did the low participators, '

It 1s quite possible also thet in other oomferences, the relatione-
ship between extent of participation and the % Category soare night be
quite different than is reparted here, In"a seferenae omposed primerily
of naive partioipants with one expert,extent of partioipation might show
& high correlation with the amount of the informatimeseeking that the
person did, but correlate vary low with other funotional sSo0res,

There ere data from enother source which help to explain why the
high participator was highly regarded in Groups 2 & 3 and was regarded no
more highly than snyone else in Groups 1 & 4, It was pointed out in
comeotion with the leeders problem=solving behavior that the leader in
Groups 1 & 4 aceowmted for signifiocently more of the goal-setting; solution=
proposing, develomment-geeking and giving, supporting end sumnariging-giving
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TABLE L3

CORRELATION BETWEEN EXTENT OF PARTICTIPATION
AND PROBLEM-SOLVING SCORES (% CATEGORY )

Goal Setting o75un
L9
ST

Information Seeking oliS
01
22

Information Giving o69nn
Solution Proposing oSTH
Development Seeking «80xn
Development Giving Al g
Opposing o7 TR
Supporting o63ux

Summary Giving oiS

* Significant at the 5% level
** Significant at the 1% level
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than he did in Groups 2 & 3, In Groups 2 & 3, however, these important
funstions were performed more frequently by group members, Teble 43
indicates that for most of these categories, it was the high partioipator
who performed the functions Thus we have high pertioipators in the two
groups differing not only in the way they distribute their eontributions
over the problem=solving funstims dbut also in the extent to which they
performed important problem=solving behaviors, That is, elthough there
was a similerly strong tendency in both sets of groups for high
partiocipatars to be responsible for most of the behavior in most of the
problem=solving categories, the smount of the total behavior for which the
high participator was responsible was greater in Groups 2 & $ then in
Groups 1 & 4, The high partioipators in Groups 2 & 3 performed the
important funotions in the problem~solving process. They “oarried™ the
disoussions, Hence, they were liked by their fellows end regarded as
helpful end wortlwhile, In Groups 1 & 4 the high partisipators carried
much less of the burden, performed a smeller percentage of the importaent
functionse They tended to be liked less than their less voeal colleagues
and were not singled out as particularly helpful, It may be that because
the leeder in Groups 1 & 4 was performing these necessary functions in
what the group considered to be a satiasfectory menner, the high partici=-
pators were regarded as competing with the leader; hence the tendency

toward disliking the high participators in Groups 1 & 4,

Se Summary end oonclusions
The extent to which e person participates is a funotion of the
oxtent to which he feels accepteds It is not related to attitude towsrd
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the leader nor to his perseption of unity of the groﬁp. Whether extent
of participstion is related to attitudes of the other partioipants toward
him, #s a person and as a member, depends on the total situation, In
this study, three process faotors have been suggested as having bearing
on these relationships: the kinds of problem=solving funotions the high
pertiocipetor performs, the extent to whish he performs these functions
end the group's attitude toward his performing those funetions,

In Groups 1 & 4 the high partieipators did reletively more infore
mation-seeking and no more uupportiné than did the low perticipatorse In
Groups 2 & $ the high participators did relatively less informestion-
sesking md relatively more supporting than did the lew participatars,
The high pertieipators made a relatively greater number of the importent
problem=solving contributions then did the high perticipators in Groups
1& 4, These differences are possible explanations for the fast that
in Groups 1 & 4 the high partioipators were less liked personally end
Weres not regerded as more helpful then low participators while in Groups
2& 3 the eppoligc was truee It is elso possible that since the members
of Groups 1 & 4 regarded their loader as doing an adequate job, they

were resentful of these funotions being taken over by other members,
Co The Reletionship of Extent of Participation to Conference Outoomes

le The relatimship of extent of participetion to the quality
of individusl solutiens
Much of the emphasis on the need for partioipation in the common
sense literature assumes that more learning takes place with more partioci-
Pations The experimental design permitted a partial test of this hypothesis,

since the quality of each solution was measureds The correlation between
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the emount of agreement between the individual'y solution and the oriterion
solution and the extent to which he participated is =,1) for all four groups
ﬁqnbinod. The high perticipator did not show eny greater agreement with
the external oriterion than did the low participators This near zero
correletion is not due Yo the faot that no gains in quelity were made, Ag
Was pointed out in connection with the quality 8care, there were individual
differences in amount of improvement 88 e result of the conference, It
merely indicates that the extent to which the pParticipant improved was
not related to the emount he participated,

2o The rolationship of extent of participation ¢ measures of
partieipant satisfaction

Satisfection with decisione= Even more frequently hypothesized
than the relationship between participation and improved quality is that
between perticipetion and the setisfaction on the part of participants -
satisfection with the disoussion as well as with the product(s) of the

discussion,

leader performence and with the group process,

In neither set of groups is there a significant relationship
between extent of perticipation eng perticipent satisfactiom with deoision,
There is o suggestion in the dets that the reletionship 14 different in
the two gets of Eroupse In Groups 1 & 4 the correletion ig =.24; in Groups
2 & S the coefficient is ¢lle The difference is not signifioant, however;
the camposite coefficient is given in Table 44,

This finding suggests that there is no necessery significant




TABLE Lk

CORRELATION BETWEERN EXTENT OF PARTTCIPATION
AND SATISFACTION MEASURES

Aversge Satisfaction with Process
QIv, 5 - QIII, 5) «C1

Satisfaction with Leader Performance
(QN’ 6) ‘

Average Satisfaction with Décision
(QIII’ 1’ 6’ 8) -008

12
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reletionship between active participation and satisfection with the group
producte The asuggestion of o differentiel reletionship in the two sots
of groups, together with the fact thet the high participators differed
in the extent to whioh they were responsible for importent behaviors,
indicates that the relation between the two verisbles masy depend more upon
the kinds of funotions performed snd the situetion in which the behavior
tekes place thaam upon the sheer extent of perticipation,

Satisfaction with £roup processe= The correlation of ¢.01 for
all four groups combined between extent of participetion and satisfection
with process, indicates that the high perticipator was no more satisfied
With the menner in which the group proceeded to its solution=decision
than wes the low participatore The judgment of group prooess is by
definition more e Judgment of his own behavior for the high participator
than it is for the case of the low participator, Hence, we can econclude
that the high perticipator was no more pleased with his owm behavior
than were those Who observed it, The negative way of stating this is
perhaps more interesting, The low participator was no less satisfied with
the way others performed than were those who did the performing,

Setisfaction with the leadere= The extent to which the individuael
participsted and his satisfection with leader performance correlete ¢,12,
This ebsence of significsnt relationship holds for both sets of groups,
This finding is alge oontrary to expectations, It might have been expeoted
thet in Groups 1 & 4, which were significently more satisfied with lesder
performance than Groups 2 & 3, the relationship would be significantly
positives The perticipents most satisfied with the leader performance

would participate more becsuse the leader was suppartive and helpful, In
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Groups 2 & 3, however, o signifieantly negative relstionship might be
expected, on the grounds that the high participators were those who were
most frustrated by the feilure of the leader to perform certain funotions.
Bvidently the perception of the adequasy or inadequecy of the leader is
not a determinant of the extent to which the individual partiocipates.

It may be that in groups more sophistioated as to group process
and leader performance that perception of leader failure might lead to
groater participation, It must be remembered, however, that even in these
groups there was an swareness of the leader deficiencies,

The general leck of relationship between extent of partieipation
ad satisfection with leader behavior suggests the leader iz a much less
potent force in controlling the participation pattern then is commonly

thought to be the case.

S¢ Sumary and conolusions

The extent to which the individual perticipated in the group
discussion was not signifleently related to the quality of his solution
88 moesured by sgreement with the external oriterion. The high perticipator
showed no greater qualitative gein as a result of the conference then did
the low partieipator,

Extent of partioipation is unrelated to satisfaction with the
manner in which the group proceeded, satisfaction with the leeder's per-
formence or satisfaction with the group's deocision-golution.

M1 of these findings ere oontrary to commonesense expsctations,
It has been suggested that the nature of the funetions performed in the
participations is = more important end memingful feotor then sheer extent

of participation,



VI, Funotional Patterns

Ao Introdqcticn

An important part of the theoretical framework for this experie=
ment is the oconcept of funotional patterns, The extent to which the ine
dividuals in the group feel the other members are performing useful
functions operates directly on such outcomes as satisfaotion with decision,
Another level of analysis based upon the concept of funotiongl patterns
has to do with the functions the individual peroeives himself as playing,
hls peroeption of the functions of others and their peroception of his
functionse It was hypothesized that an important determinant of satige
faction is the extent of the diserepancy between the individualts per=
soption of the functions he performs and the perceptions by his cole
leagues of his functionse Another factor related to the participantts
setisfaction with process is the extent of discrepancy between the funoe
tions the individual aspires o0 perform and the functions he perceives
himself performing,

These formulations require extensive methodological investiga=
tion before final testing of these hypotheses is possible, It is
necessary to lmow whether participants perceive patterns of behavior on
the part of nther participants, whether they perceive themselves as perform-
ing a pattern of functions and finally whether they aspire to argrartiou-
lar functional pattern, It is necessary to determine whether there is
more than chance agreement among the participants as to the appropriate
funotional pattern for g particular person, Thisg section desoribes the
results of g preliminary investigation of these questions,

The funetional pattern questionnaire (see Questionnaire V B,

129
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Appendix B) oonsisted of short desoriptions of behavior, The desorip=-
tions were written in terms of the functions the individual performed
with respeoct to the problem and with respect to interpersonal relationse.
Each desoription contained a mumber of functions involving either
problem=solving or interpersonal relations; these are referred to in the
following discussion as functional patterns. Seven problem=golving and
f'ive intergersonal descriptions were prepared. The participants in each
conference group indicated the description which was most appliocable %o
each participant, In addition, each mesmber selected the desoription
which best applied to him, and also the function pattern to which he age
piredes Finally, he indicated how closely he felt he was able to approxie=
mate this aspired pattern. The participants were permitted o classify
an individual under more then one descriptions The observers also come=

pleted the questionnaire.
Be Experimental Findings

le Reliability of pattern designations

Two approaches were made to determine the extent of acreement
among observers as to the appropriate functional description for a pere
sone The first consisted of caleulating the percentage of times each
pair of observers agreed on one or more classification for an individual,
The total mmber of agreements possible was thirty=seight (the number of
participants)e The results of this analysis are shown in Table 45, The
figures in the table are minimum quantities since several observers
failed to olassify some partioipantse The data indicate that pairs of

observers agreed on at least one desoription for about half the



TABLE LS
EXTENT OF AGREEMENT AMONG OBSERVERS

(Caze was counted as an agreement if the 0's agreed on
at least one classification = Total Possible 38)

Probleﬂolﬂgi Punctional Patterns

Ma Gu Ho He ) ", | Sh

Ma 39 58 63 b7 53

Gu 6 hr W7 W7

Ho 76 63 63 Av, = ,56
He 53 68

M 53

Sh

Interpersonal Functional Patterns

Ma Gu Ho He Mi Sh

Ma 58 55 L7 U5 k2
Gu 53 63 37 L7
Ho 76 55 53 Ave = .52
He 37 55
M 50

Sh
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participants and that the extent of agreement was the same for both
problemesolving and interpersonal designations. The interpretation of
these agreement figures is diffioult since the observers varied in the
number of placements they made., However, some notion of the ochance
agreement that might be expected is provided by the following considers=
ations, With seven categories, as was the case with the problem=solving
desoriptions, the chance figure between two observers, each of whom made
only one placement per participant, is one out of seven, or 1l4%. An
attempt to approximete the maximum chance value in present data was made
by taking the two observers who made the largest number of placementse
Each made approximately two placements per participante The chances of
perfect agreement on both placements is 8%e The actual agreement shown
by this pair was 767

The second approach took into account the number of placements
made by each observer. The number of placements made by each observer
was used as a base for computing the extent to which others agreed with
him in the placements he did makee This prooedure resulted in slightly
lower agreement figures; the average agreement figure was approximstely
45%, oombining the data from both types of role desoriptions. The agree=
ment figures were approximately the same when the individual was used as
a base and when others were used as the base, It appears, then, that the
observer agreement cbtained is much greater than would be obtained by
chance.

The problem of the extent to which participants agree with each
other might oconceivably be approached in the same fashion as was done with

observers. However, it was folt that the laborious device of ocomputing
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peroent agreement figures for all palrs of participants oould be dis=
pensed with and the same purpose achleved by a statistic whioh would tell
us the probability that a participant was ocorrectly classified by a
single partiocipant or observer. This value can be derived from the actual
amount of agreement among participantse It was deocided that a descripe-
tion or pattern designation would be applied to an individual if one=half
or more of the classifiers agreed that it was appliocable. Using this
oriterion, the probability of a correct classification of a participant
by anothor is ¢93, with from nine to ten people in a group#*,

The designations which were applied to each of the participants
on the basis of classifiostions made by their oolleagues are, therefore,

highly reliablee

2, Extent of agreement between different functional designations

Each participant feceived four functional pattern designations,
One was given to him by his colleagues, and another by observers. Two
were assigned by the individual himself, one was the pattern he per=
ceived as being appropriate and the other, the functional pattern he age
pired to. This seoction desoribes the extent to which there was agreement
among these types of designationses The peroentage agreement figure was
obtained by dividing the number of functional pattern designatiocns on
whioh there was agreement by the average number of designations made by

each method,

*The derivation of this probability figure is given in Appendix F,.
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The extent to which there was agreement in the designations
applied by partiocipants and by observers is of considerable theoretical
importancees It is in effect asking whether the behavior>of an individual
in & group is perceived in the same fashion by an objective observer as
it is by a fellow participant. The extent of agreement figures were

50% for problem=solving pattern designations and 54% for interpersonal
pattern designationse This indicates that the participants and the ob=
servers perceived a considerable part of each personts behavior guite
differentlys

Another problem of theoretical importance is the extent to which
the individual'!s perception of himself is similar to the way he is pere
ceived by his fellowse Is the participantts perception of the functions
he is performing the same as those of his oolleagues? Thirty-one per=
ocont of the problemesolving funotional patterns chosen by the participant
for himself were agreed with by his fellow participantse The extent of
agreement figures for the interpsersonal role designations was 34%. There
is, thengyoonsiderable discrepancy between self=peroceptions and the perw
eeptions of the colleaguess The agreement is no greater between self=-
perceptions and the observers! desipnations., The observerst designations
and the self=designations were in agreement 34% of. the time for probleme
solving patterns and 350 for interpersenal patterns.

The extent of agreement between the functional pattern de;ignated
by the individual for himself and the pattern to which he aspired is, in
a sense, an index of frustration. The lawer the agreement fipure for
the total of 38 participants, the larger the mumber of perticipants who

perceived themselves as_performing a different pattern of functions frem
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the one to which they aspired, 1.8, the more participants whose
efforts were frustrated.s For 51% of the participants, there was con=
gruence between the problem=solving pattern to which they aspired and
the problem=solving pattern they perceived themselves as playing; 65%
of the participants showed congruence between the interpersonal func=
tional pattern aspired to and the functions they perceived themselves
as performminge

It seemed desirable to determine the extent of agreement between
the funotional descriptions applied to an individual and his actual be=
haviore This was possible for the probleme=solving functional patterns
sinoce the functions each person performed were coded from the type=
scripte There were, however, several problemss one was that not all
the behaviors listed in the pattern descriptions were isomorphic to the
problem=sclving functional categoriese The second was that each des=
eription consisted of & number of functions, while the problem=solving
scores were derived for single functions onlye Thus, it was necessary
to translate thé problem=solving categories into the funotional pattern
desoriptions of the questiommaire. Two coders, working independently,
assigned to each desoription the functional categories which they thought
waere appropriate to that desoriptione Thus, for example, solutione=
proposing was deemed the appropriaste function for description D, the
"idea man". There was very high agreement between the two coders; fhey
agreed on 13 of the 15 funotions assigned to the 7 functional patternse
On the few points of disagreement a ocompromise code was decided upone
The functions which the coders agreed were presoribed by ezch of the

desoriptlions were as followss
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Desoription 4, the reallity tester: goalwsetting,
problem=proposing, opposing and devel=
opnentegiving,

Desoription B, the expert: informationegivinge

Desoription C, the interrogator: informestion-seeking,
development=seeking and sumary=seekinge

Description D, the idea man: solution=proposinge.

Desoription E, the goal reminders goal=setting,
sumary=seeking, sumaryesivings

Desoription F, the distractors non=problem directed
commentse

Desoription G, the passive participants opposing and
supporting, .

Using these functional definitions of the desoriptions, the +two coders
studied the problem=solving scores of each participant and independently
decided upon the appropriate functional pattern for each participante 1In
addition to considering the % Own and % Category scores, the coders took
into acccunt the extent to whioh the individual participated and the
amount of behavior present in a given category. Using the same formuls
that was used for caloulating the amount of agreement in designations
derived from different sources, tho two coders agreed on 86% of the role
designations. They agreed perfectly on 26 of the 42 participants in the
four groups, including the leadere Where there was disagreement, a
negotiated designation was madee These functional pattern designations
were then compared with the designations derived from the classifications
of the participants, the observers and participant himself,

Forty=seven percent of the designations assigned to each person
by the participants were in agreement with the designations based on

actual problem=solving bshavior. The agreement figure was 45% with
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desoriptions assigned by observers and 367 with designations made by

the partlolpant himselfe These results indicate that there is a con=
sldereble disorepanoy between the functional pattern the person actually
shows and the pattern he is perceived as playing by his colleagues, by
observers and by the person himself, Although the differences in per cent
agreement are not significant, the data suggest that the person himself

is least accurate.

In summary, the oomparisons of the functional patterns desig=
nations as assigned by the other participants, by observers, by the pare
ticipant himself and as derived from analyses of behavior indicate that
there is a good deal of discrepancy among the various methods of desig=
nating the functional pattern of individuslse The patbern perceived for
an individual by his colleagues differs from that peroeived for him by
observers and from the pattern as perceived by the individual himself.
All of these differ from descriptions which are appropriate on the basis
of objective measures of behaviore These findings are not due to un=
reliability of the designations themselves, howevere The participants
are oapable of making process or functional observetions and show greater
than chance agresments The findings nerely indicate that the same bew
havior is peroceived differently by these different groupse

There is a methodological consideration which is pertinent in
this oonnections One can think of specialization of functions in two
wayse One oan look at the individual himself and note which function he
performs with greater frequency than he performs any other, If & pare
ticular function is predominant, one might say the individual specialized
in that functions On the other hand, it is also possible to characterize

an individual in terms of the proportion of times a given function was
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performed by others. This distinotion is illustrated in the following
conversations
Jones: "All Brown did was oriticize,"

Smiths "He didntt do any more oriticizing than anyone
else,"

Jones is applying a designation on the basis of the individualts
total performance. Smith uses the group and the amount of oriticizing
done by the group as a whole as the basis for his description. Une
fortunstely, the functional pattern questionnaire did net prescribe for
the participants which frame of reference was to be used and it is probe
able that both frames of references were used. This mathodological
caution does not, howevor, negate the conclusions reached above, i7hate
over frame of reference or mixture of frames of reference were used were
probably present in all groups assigning functional patterns, The coders
who applied funotional pattern descriptions to actual behavior delibere

ately used both frames of rafarence,

3¢ The functional pattern characteristios of the groups
It will be recalled that a pattern description was applied to an
individual when 507 or more of the participants, or observers, agreed that

1t was appropriate, Appliocation of this criterion indicated that there

were three types of persons in the groups; §ing;9vpattern;personsy those on

whom there was oriterion agreement on the appropriateness of s single

desoription; multiple patterned persons, those on whom there was 50% o

more agreement on the appropriateness of several desoriptions and none
patterned persons, those on whom there was less than criterion agreement

on all functional patterns, Groups in which individuals perform several
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patterns mighf differ from groups in whioh all partioipanés perform

only one pattern in satisfaction with group prooess and group deoision,
as well as in quality of decision, When the various problem-solving
patterns, for example, are spread throughout the group the resources of
the group are more likely to be fully exploited than when functional
batterns are localized, Accordingly, the groups were oompared as to the
number of persons in eagh of these categories. The results are shown in
Table 46, There are no signifioant differences between groups op between
sots of groups in the mmber of individuals in each category, This is
true for all three types of desipgnations, The greater incidence of
multiplewpattern persons in Groups 2 ¢ 3, based on the problem=solving
behavior, 8pproaches significance at the 5% level,

Theoretically the funotional patterns differ in their effects on
the problam-solving pProcess and on interpersonal relationse Each of the
functional patte:ng was classified in terms of its effeot on the problem=
solving process or in terms or itg effect on interpersonal relations,
The groups could then be compared as to the incidence of functional pate=
terns having positive, negative ang neutral effeotse The following
categories, together with theip definitions, were used

Positive == Thg bshavior descrihed would faeilitate the
progress‘BT‘%EE"%roup in coming to a deoision and would promote

the quality of the discussion, In the case of interpersongl
patterns, the behavior deseribed would promote good interpersonal

Negative == The behavior desoribed would irmpede the
problem-soIviEg prooess and impair the quality of the solution
or, in the case of interpersonal relations, would interfere with
or reduce good interpersong) relations, woulg tend to suppress
We=feeling and personsl liking among participants,




TABLE L6

FREQUENCY OF SINGLE PATTERN, MULTIPLE PATTERN
AND NON~PATTERNED PERSONS

As Determined from Observer Designations

Problem=Solving Interpersonal
| Single Multiple None Single Multiple Non~
| Pattern Pattern Patterned Pattern Pattern Patterned
A~ 6 3 o A-] s 2 2
A= 3 b 2 A-h 8 1l o
A=2 L N 2 A-2 7 2 1
A=-3 7 3 o A-3 8 1 1l
As Determined from Participant Designations
Problem-Solving Interpersonal
Single Multiple Non~- Single Multiple Non=-
Pattern Pattern Patterned Pattern Pattern Patterned
A-1 L 2 3 A-1l 7 0 2
A=} 6 2 1l A=~k 7 1l 1l
A=-2 6 2 2 A=2 8 1l 1
A-3 5 2 3 A-3 5 1 bk
% Agreement O's vs. Pis = 58% £ Agreement O's + Pt = 60f

As Determined from Problem-Solving Behavior

Problem-Solving
Single Multiple Non=-
Pattern Pattern Patterned
A=1 L 2 3
A=-L L L 1
A-2 '3 5 2
A=-3 (s] 7 3
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?3341 == The behavior deseribed would have little op

no effeot upon the problem=solving process or interpersonal

reletions,

There was perfeot agreement smong the raters as to the appropriate
olassifioation of oﬁoh funotional pattern, Froblem=gsolving patterns of
reality tester (A), expert (B), interrogator (C), idea men (D), and goal
reminder (E) were oclassified as positives distractor (F) as negetive, and
Passive perticipant (G) as neutral, Interpersonal roles of supporter (I)
end social oiler (J) were regarded as positives rejeotor (H) and diotator
(L) as negative, and isolate (K) as neutral,

In the follewing peragrephs, in which the desoriptions of the
groups in terms of patterns will be presented, this olassificetion of
functional petterns in terms of thelr positive, negative or neutral effeots
will be utilized, The value, in these terms, of eech pattern will ve
designated in the tables by meens of ¢, = and O, respectively,

Table 47 shows the humber of persons receiving each pattern
designation on the basis of classifications made by colleaguese & pattern
designation was assigned to an individual when 50% of classifiers sgreed
the pattern was spproprietes Since several perticipents received more
than one designation, the number of persons in the table exceeds the
actual number in eech groupe While none of the differences betwaen groups
or between sets of groups sre statistically significant, several of them
are helpful in the understending of results reported elsewhere in this
reporte In additim, treditionsl tests of significeance are inadequate
for purposes of interpreting date such as these. The presence of' two
rejectors in s group of ten mey meke that group quite different psycholegically
then a group with no rejeoctor, even though the differemce is not statistie

cally significent,
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In Groups 2 & 3 fewer persens were peroelved in the negative

- role of rejector snd mere persons were clagsified ss supparters then in

Groups 1 & 4, This helps to aocount for the high degree of satisfastion

with group process in Groups 2 & S, in spite of the di.ruétivo behavior

of the leader, It also substantiates the observation (see the Relation-

'ship Among Interperscnal
supporting hed different
of the relatively higher

and Problem=Solving Variables) that opposing and
significance in the two sets of groupse In spite

incidence of opposing contributions in Groups

2 & 3, only one person was regarded as a rejectors In Groups 1 & 4, with

2 lower relative incidence of opposing, 4 of the 18 pecple were perceived

as rejectorss The 18 participents in Groups 1 & 4 made 194 pattern

classifications; of these

The 20 participants in Gr

» 32% were negative pattern olassifications,

oups 2 & 3, made 233 pattern olassificetions; of

these 23% were negative classifiontions,

There is ne signifioant difference bhetween the sets of groups in

the patterns assigned to

the leader by the participentss In Groups 1, 3

and 4 the leader was percaived as playing the functions of the interrogator

(Degcs C) and goal reminder (Deso. E)e In Groups 2 only the interrogator

pattern wes assigned to the leeder, Only one peartisipant perceived the

leader as a distractor,

In Group 1 the leader was perceived as performing

the interpersonal funotional patterns of supporter and sooial oiler,

In Groups 2, 3 & 4, enly the social oiler pattern was assigned to the

leadere Three of the partiocipants in Groups 2 & 8 peroeived the leader as

a rejector; none of the P

articipants so olassified the lesder in Groupa

1& 4, No participent peroeived the leader in the negative diotater or

- deminator patterns.
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It hes been pointed out, in connection with the problem=solving

behavior of the leader, that he actually did perform differently in the

two sets of groups, However, the pattern desoriptions gelected for the

leader in all groups desoribe the bshavior whioh is comonly expeoted of
the leeder. The feilure of the perticlpants in Groups 2 & S to note a
disorepancy between this stereotype and the leader's actual behavior is
& special instence of the low degree of agreement between the perception
of participants end actual behavior as measured objeotively,

There wers no statistioally significent differences between sets
of groups in the patterns assigned to the participants by the observers,
shown in Table 48, The observers peroeived more persons performing the
funetions of goal reminder in Groups 2 & $ then in Groups 1 & 4, This
is one of the patterns assigned to the lesder by the perticipants, The
obgervers also perceived more people performing the social oller funotions
in Groups 2 & 3 than in Groups 1 & 4, a funetionsl pattern assigned to
the leader by the participants in three of the four groupse The observers
thus perceived more participants in Groups 2 & 3 specializing in certain
laeder functions, as defined by the perticipants themselves,

The functions the participants perceived themselves as performing
are shown in Table 49, More than half the thirty-five who responded per-
seived themselves as performing the positive problem=golving funections of
reality tester or idea men, Four of the thirty=five individuals, two in
each set of groups, perceived themselves ag passive partioipants, 411
peroeived themselves ag fitting into a pattern, eand no ene perceived himgelf
a8 a distreotor. Of the 33 who indicated their interpersonal pattern,
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almost half perceived themselves a8 supporters, Two persons, one each in
Groups 2 & S perceived theuselves as isolates, Of the eight individuels
who perceived themselves as rejectors, seven were in Groups 1 & 4, This
again indisates that opposing, which was, in fact, much more frequent in
Groups 2 & 3 then in Groups 1 & 4, was not peroelved as rejeoting in
Groups 2 & S, either by the opposer or by those being opposeds The exaot
opposite appears to be true in Groups 1 & 4,

The number of persons aspiring to perform each pattern 1¢ shem
in Table 50, The pattern aspirations were very similar in the two sets of
groupes More than twoethirds of thirty=five participants who indicated
their probleme=solving pattern aspiration were attempting to be reality
testers or idea men, Only five persons were aspiring to patterns assigned
by the participeants ta the leadar, the interrogator and goel reminder
patterns,

Of the thirtyeeight pertioipants, thirty-three aspired to the
interpersonal behavior patterns of supporter or social oilers The ineidence
of persons aspiring to the soclal oiler pattern is higher in Groups 2 & 3
than in Groups 1 & 4, which may also acoount in part for the high level
of satlsfaction with process in those groups, despite the leader's behavior,

In » sense, these aspired pattern designations provide ranking
of the social acoeptablility of the various patterns of behavior, Interpreted
in this fashion, the reality tester and idea man sre the mest acceptable
problem-solving funetional patterns, with the expert pattern third, The
interrogetor and goal reminder patterns may not have been regarded by the
participants as member patterns; at least they do not heve muoch appeal,

The patterns of supporter and social oiler are the most acceptable
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interpersonal patterns,

The two sets of groups were campared as to the number of persons
who perceived themselves perforning the funotions they aspired to perform,
This was referred to earlier as a measure of the extent to which the
individuals were frustrated in their effortss In Groups 1 & 4, 33% of the
participents perceived themselves as performing the pattern of probleme
solving funetion to which they aspired while in Groups 2 & 3, 607 felt
they had achieved the pattern they espired to, The percentage of those
perceiving themselves in the interpersonel pattern they aspired to is
again lower in Groups 1 & 4 than in Groups 2 & 3; 58% perceived themselves
88 achieving in the former set of groups, 70% in the latter. The negetive
leadership style permitted more persons to feel they had achieved the
pattern they aspired to than did the positive leadership style,

The final desoription of the groups in terms of functional
patterns is provided by the designations based upon the coded probleme
solving behaviore These are shown in Teble 51, There are no significant
differences between sets of groups with respect to the proportion of
participants performing a given pattern of funetions, The higher inoidence
of idea men in Groups 2 & 3 them in Groups 1 & 4 ia congruent with the
finding that Groups 2 & 3 showed a relatively higher incidence of solutione
Proposing then did Groups 1 & 4, There 1s elso a slightly higher incidence
of persons in Groups 2 & 3 who performed the funotiong of interrogator and
goal reminder, which were the roles essigned the leader by the partiocipents.
If one accepts this definition of leeder funotion, this finding indicates
that there were more people in Groups 2 & 3 than in Groups 1 & 4 who were

performing the leader functions. These conolusions oconfirm thoge arrived
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ot by analysis of the individual problem~solving scores,

These several desoriptions of the groups in terms of patterns
indicate that the groups were not significantly different, statistioally,
in the patterns which were performed end in the petterns which were
aspired to, This is true no matter what the source of the funetional
pattern designation, The Donestatistioally. significant differences
sonfirm the conclusion arrived at elsewhere in this report that the
significance of opposing behavior was different in the two sets of groups.
Fewer individuals wers perceived by their colleegues as rejectors in
Groups 2 & 3 than in Grm:vps 1 & 4; fewer individuals in Groupg 2 & 3 per-
ceived themselves as rejectors than in Groups 1 & 4, The observers pere
" ceived more individuals performing lesder functions in Groups 2 & 3 then
in Groups 1 & 4, This finding corroborates the conclusions based on
anelyses of the problcm-solving behavior of the perticlpants, The negative
style also produced a greater number of individuals who perceived themselves

88 achieving the pattern to Which they aspired,

variablos»

This seotion concerns the reletionship between the various kinds
of funstional patterns an individual is perceived as performing, or pere
celves himself ag performing and his peroeption of the unity of the group,
his feeling of acoeptance, his acoeptability to his foellows as o particie
penta and as a person and his pergonal liking for the leader,

The number of Persons who received e given pertioular pettery

designation was small, It weg impossible, therefore, to make saxparisens
betwaen eaoch paiy of functional petterns on an interpersemal variable,
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M alternstive precedure was follewed by dividing the entire group of
38 participants into top, middle and bottam thirds on each of the intere
personal variebles, The proportion of persons receiving a certain pattern
designation in a partioular third was then compered with the proportion
of partioipents not so olassified who fell into thet thirde The partioi-
peants with a partioular role designation were thus compared with all
others, rather thenm with persons having snother rele designation, This
technique 1is, of course, similarly limited by the small number of cases
in each category; however, it does provide a rough test of whether or
not receiving a partiouler designation is related to an interpersonal
varisbles It does not revesl which of two patterns is most related,

Patterns assigned to the individuel by his collesguese= The
problem=30lving pattern the individual is perceived by his colleagues as
performing is unrelated to his peroeption of unity, to his attitude
toward the leader as o person, to his acceptability as a person, The
extent to which the individual felt mcoepted is related to one pattern,
A significantly graater proportion of those who were pPeroeived as pessive.
participants felt less accepted than did those perceived in other patterns.
Persons perceived as reality testers and ides men were most acceptable
to their collesgues as participents than others not perceived in these
petterns. It will be recalled thet these are the two patterns most
frequently aspired toe The partiocipsnts who were regarded es most
valuable. performed the funotions whioh the partioipants perceived as being
most valuable, 4 signifioantly grester proportion of those perceived as
pasdvo partioipants were less highly regarded then ethers perceived
performing other funotions,
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The supperters tended to perceive their groups as more unified
than the nonesupporterss The isolates (who were, in elmost every instanoe,
also the passive participents, from the standpoint of problem=solving)
felt less acoepted as members and were sctually less acoepted as partioci-
pents and as persons than those who were not perceived as isolates, JNone
of the patterns is related to perscnal liking for the leaders

Patterns assigned to the individuals by observers.~ The problem=
solving pattern the individual perforned, as judged by ebservers, is
unrelated to his perception of group wmitye The idee men end the passive
participants felt less accepted than their collesgues. The passive
participant was less accepted as a partioipent, HNene of the patterns is
related to being accepted as a person or to personal liking for the
leader,

A significently groater proportion of the isolates felt less
accepted es members then those who performed other interpersonal funetions.
No other relationships sppaered,

Patterns assimed to the individual by himgelfe= The problem=
solving pettern the person perceived himself as performing is unrelsted to
his perception of unitys It is of interest to note in this conneotion,
however, that none of the four persons who perceived themselves as goal
raninders perceived their groups es very wnifiede All four of the
participants who perceived themselves as passive partioipants felt less
accepted as members, and all were actually less aoooptiblo to their
colleagues as participants and s pérsons. The twelve persons who percelved
themselves ns reality testers liked the lesder less than did their

colleagues,
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The six sooial oilers tended to perceive their groups as being
more unified than did their fellcws. None of the other patterns is related

to the other interpersonal veriables,

Aspired patterns.~ By md large the problem-solving pattern

aspirations of the participents are unrelated to the interpersonal verisbles.

There are a few relationships which approximate signifieence, however,

None of the four participants who aspired to be goal reminders felt very

acoepted or perceived the group ss unifieds The five persoms who aspired

to be experts tended to like the leeder Letter than did their colleagues.
There are no significant relationships between the interpersonal

pattern aspirations of the individual snd the interpersonal variables,

Other pattern scores in rolation to interpersonsl varisbles.~ Do

e,

the individuals who felt they had echieved the patterns of behavior to
which they aspired differ on eny of the interpersonsl variables from thoae
who felt they hed not? It might be expected, for example, that the ones
who had not would feel less accepted and would like the leader less.
With respect to problem=solving aspirations, there is no statistioally
significant difference between these two types of participants on any of
the interpersonal veriabless There was s tendency but not a statistically
significant one for the persons who showed a discrepancy between aspired
interpersonal pattern and their own perceived pattern to perceive their
groups as less unified than did those with no disorepancy,

One of the original hypotheses wes that members whose gelf-
perceptions were in egreemont with those of the group, would perceive
the group as more unified than members whose peroeptions were different

from those of the other partioipsnts. They might also feel more acospted,
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To test these hunches snd to sheck on thc.pouibility of other relationships,
the number of individuals in the group who perceived the partiolpant as
he perceived himself was correlated with each of the interpersonal
variables, None of the Qorr;latiom is signifiosntly different from seroe

Summary.~ These results indicate thet, by end large, the individuals
perception of unity, his feeling of accepteance, his acoeptability as «
participant and as e person and his personal liking for the lesder ere
unrelated to his pattern of behavior, as it is perceived by obgervers or
by the participant himself, Nor are thoy related to the pattera to whieh '
he aspiress Several of the patterns es assigned to the individual by his
colleagues are roleted to some of the interpersonal verisblese The
supporiers perseived their zroups as very unifiede The passive partieci-
pants and isolates felt less acoepted and were less ecoepted as partioi-
pants end as persons. Persons peroeived as reelity testers and idea men
Wwere more acceptable to their colleagues than other personss These
comparisons were made smong positive problem=solving and interpersonal
patterns, since almost no one received negative pattern designations, In
other words, these results do not indicate that it makes very little
difference as far es interpersonal relaticns are concerned what behavior
pattern & person shows, They de suggest that it makes little difference,
with the exceptions noted, what positive problem-solving or interpersonal
functions he performs, The fact thet fallure to perform the funetions to
whio.h the partiocipants aspired had no relationship to interpersonal
verisbles may be undarstood in the seme tsrms. The frustretion effects
were not operative because there were other positive funotional patterns

to perform end the perticipants did so,
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Se¢ The relationship of funstional patto;ns to satisfection outoomes

&re the persons who were pcrecivod,'br perceived themselves,
performing certsin funotional patterns more satisfied with the group, the
leader and the decision? This section containg the results of a comparison
of the different patterns with respect te perticipant satisfactions, The
analysis procedure was identicsl to that used in determining the relatione
ship between functional patterns and the interpersonal variables,

None of the patterns assigned by participants are significantly
related to satisfaction with group processe The seven persons who were
perceived by the observers as goal reminders, one of the two peatterns
assigned to the lesder by the perticipants, were less satisfied with group
process than their colleeguese The seme is true for the four persons who
aspired to that pattern. The four persons who perceived themselves as
interrogators, enother pattern assigned the leader by the partieipants,
Were also less satisfied, The fifteen partioipants who perceived themselves
as social 6110rc were also less satisfied than their colleagues,

None of the problem=solving or interpersonal patterns assigned by
Participants differentiated between those who were satisfied and those who
were dissetisfied with the leader's performence. The same iz true with
respeot to patterns assigned by observers. The nine persons who perceived
themselves as idea men were less setisfied with the leader than were those
who perceived themselves in other patterns,

. The persons most satisfied with the group's deoision were iholc
who Were perceived by their collesgues as supporterse The four persons
whan the observers classified es interrogators were in the top third in

decision satisfaction, No other relationships were found,
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The hypothesis has been mentioned that those persons who perceived
themselves as pleying a different pattern from the one they were aspiring
to. would be less setisfied with the outcomes of the conference then
persons who achieved their aspirationss The individuals for whom there
was & discrepanoy would be frustreted, and, es e result, dissatisfied,
This wes tested for all three satisfaction outocomese Thax e with disero‘pnnoiu
in problem=solving patterns do not differ frem those with no discrepencies
on any of the satisfection messures., As was mentiored earlier, in almoat
bvery case, both the pattern espired to end peroa.ived were positive,
Fallure to perform & pattern of behaviors resulted in the substitution of
smother positive pattern, Henoce, there was ectually very little frustration.
Discrepency in interpersonal patterns made » difference, however, 4
significsntly smaller number of persons with discrepancies in interpersonal
patterns were very satisfied (scored in the top third) with group procedure,
end a significently greater proportion of these people were least satisfied
with the group decision,

The number of persons who perceived the individuel performing
the seme functions which he perceived himself a8 performing wes correlated
with the individuel's satisfection with the lesder, tﬁe group end the
decisions This is one method of testing the hypotheeie thet the grester
the congruence between the irdividuesl and the group's perception the
greater the partieipant's satisfection with outecmese The reletionship
might be expected to be greetest with sstisfaction with group procedure;
however, the other two outcomes might elso be affectede The results were
negetive; there is no reletionship between the mumber of colleagues who

perceived the individual as he perceived himself and his standing on my
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of the satisfaction variasbles,

Coe Summary end Conclusions

‘v le Methodologieal implications

The pattern designations essigned to each perticipant by his
colleagues are reliable, The greater than chence agreement smong pertioi-
pants as to the sppropriate pattern designation indicetes that the partici-
pants were capable of making process, functional observations,

The problemesclving list of functionsl patterns should include
more negative patterns, This would permit camparison of the reletionship
of positive and negetive patierns to other process veriables and outcome
veriables,

The pettern deseriptions used in Questionnaire VB were strictly
armchair productse The functions included under each seemed to the test
sonstructor to belong togethers There is no evidence in the results
reported thet they actually dro occur together. One method of obtaining
descriptions conteining related functions was explored in another section
of this report, the intercorrelations of the % Own problem=solving scores.
The findings in that case sre essentially negetive, however, Behavioral
clusters are not clear out; in addition, the seme beheviors are correlated
differently in the two sets of groupss In other words, funotions whioh
form petterns of behavior in one situetion might not necesserily fom
patterns in another. It should also be noted that, since there is a low
relationship between actual behavior end behavior as perceived by the
participeants themselves, it is possible for behaviors to be related
without having the relaticnship perceived, In the light of these
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considerations, develoment of the instrument might well take the

direction of inoluding more stereotypes rather than of attempting to
derive descriptions which ectually do oontein related b

be desirable to explore what patterns are common

pants in conferences, Ligt of such functional petterns, with indices as

to the incidence and importance of each, would provide e basis fope

Fevising the pattern descriptions in Questionnaire VB

Permitted an evelustion of the extent to which or the sdequacy with which

& person performed o function or pattern of functiong, This would provide

& continuous measure fop ell Perticipants with respect to each pattern,

The besic plan of the questiomaire seems soung end is probably

best suited for o thorough oxperimental investigation of the relationship

smong functional patterns 88 perceived by the Participents, the self

perceived pattern emd Petterns aspired to, end the relationship of these

end digcrepancies between them to process and outoame variables,

2; Experimental findings

The kind of description obteined of the problem-golving or

interpersonal behavior of a perticipant depends very much on the source of

the description, The same behavior is perceived quite differently by the

person himself, by his collesgues and by observers, although the

reliability
of each description is quite high, 411 of these

descriptions difrer from
those based upon -agtuel behavior,
The leadership style differences produced no

statigticelly signifie-
cantly differences between

sets of groups in their functional pattern

characteristics gg determined from partioipant classifiocations, The observers
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perceived more persons in essentially lesdership patterns in Groups 2 & 3
then in Groups 1 & 4, Thi, same result is obtained with descriptions
based on Problem=colving beheviore The majority of the partiecipants
peroeived themselves as either reality testers or idees mene Nor was
there eny difference between sets of groups in patterns to which the
participants aspired, Almost 811 aspired to the problm-lqlving petterns
of reality tester end idea men end the interpersonal patterns of supporter
and socisl oiler.. The leadership styles did produce differences in the
number of persons who felt they hed performed as they mspired to; fewer
of the perticipants exposed to the negative style perceived o diserepancy
between their pattern aspirations and their behavior,

There were very few significent relationships between patterns
end interpersmsl veriables, The nmumber of ceses essigned eech pettern
Was very small, snd all the patterns were campered with other positive or
neutral patterns, which may account for the lack of relationships, There
were sgeverasl relat:lonahips, however, The Pessive partiocipents and i1solates
folt less accepted as members and were less highly Tegerded by their
colleaguess Persons who were perceived as reality testers and idea men
by their colleegues were more valued by their colleagues, The supporters
end social oilers tended to perceive their groups as more unified then
their collesgues, The persons who perceived themselves performing
differently then the pattern to whiop they aspired perceived the group
as being less unifiedo Cangruence between colleagues’ Perception and the
individuelts perception of his behavior was unrelated to the interpersonal
verisbles,

By and large, none or the positive patterns are significently more

related to satisfaction outcomes than are other patterns, A few
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relationships were found, Lowever, The persons who attempted to perform,
or Were peroeived by observers or themselves ss perforning, the fmetimel
patterns of interrogator and goal reminder were less satisfied with group
procedures The persons least satisfied with the leader were those who
felt they performed as idea men, The supporters, ss perceived by their
oolleagues, were most satisfied with the group decisions The persons who
failed, in their owm opinion, to perform the interpersonal fumstions to
which they aspired were less satisfied with group process and the group's
decision than those who showed no disorepanoys There was no relationghip
between the peartioipant's satisfaction with group prooedure, leader
per formence end group decision end the number of persons whose perception
of his behevior was the seme as hise

It is apparent that all types of pettern designations, whether
by the participant himself as his own perception or his espiration or by
colleagues and observers, ere related to some interpersonal and outcome
verieblese It is impossible to say on the basis of these data which of _
the types of pattern designations is the most importent determiner of
lateral effeots or outcomes, although there ere more signifioant relations
reported far patterns as assigned to the perticipent by his colleagues

than for any other pattern designation methods



SUMMARY AND CONCLUSIONS

I, Experimenmtsl Design

Four groups of undergraduste students in a course in industrial
psychology participated in an hour=long conferencee The conference
problem ooncerned the establisiment of a remuneration polisy for ohain
store managerse The groups were matched as to age, sex, proficiency
in the problem ares, previous group discussion experience and extent of
femiliarity among the members,

In two of the four groups the chairmen was en active leader who
attempted to increese understending, to creste an impression of group
unity, inereese the perticipent's feeling of being acoepted az a member,
promote favoresble sttitudes on the part of participants toward each other
a8 persons and es members,snd facilitate the problem=solving process,

In the remaining groups this seme leader's behavior was calouleted to
have negative effects on these veriables,.

Deta were gethered by meens of direot observation, questionnaires
end analyses of the typewritten record of the conforenoo; The quality
of the individual end group solutions was determined by ocomparing them
with a solution based upon the opinien of experts, The satisfection of
the participents with the group procedure, the leeder, and the group
decision, was measured by means of questiormeire items immedietely after

the conference and,sgain, sfter a delay of two months,
II, Theoretical Results

A, The Effeots of Leadership Style on Process Variables

The leadership style differences produced no significant differences

186




156
between the two sets of groups on any of the interpersonsl o comunication
variablese The probln\-so}ving behavior of the two sets of groups was
significently different in & number of respeots, most notsble of which
were a greater incidence of supporting contributions in the positive-
style groups and a grester incidence of opposing contributions in the
groups exposed to the negative style, There isg little evidence that the
groups reflected the lesder behavior or that they altered their pattern

of behavior to perform funotions negleoted by the leader,

Be The Relationships mmong Process Variebles

The leadership style veristion produced meny differences betwaen
the two sets of groups in the manner in which process variesbles were
rolated to each others The differences warrant the following conclusiongs:
Members who perform leadership functions in groups where the leeder
does not perform them are more accepteble participants to collesgues than
those who do not perform them, In groups where the leader performs these
funotions in e manner satisfactory to the group, the perticipants performing
them are less highly regarded by colleaguess The high participator is well
eccepted as a participsmt when he is responsible for functions negleoted
by the leesder; when the leader performs these functions, the high
participator is no more highly regarded then his less ective colleagues,
In & general stmosphere of supparting, opposing behavier is perceived as
rejeoting and makes the individual less acceptable to his collesgues, In
a general atmosphere of opposing, this behavior lacks the meaning of
rejecting end the opposers are highly regarded,

By and large, the interreletions emong problem~-golving, communicetion
and interpersonal verisbles were low indicating thet the,c three srcas of

prooess verisbles are quite independent of each other, although as pointed
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out above, significent relationships do exist. These are lergely limited

to the problem=solving and interpersonal sreas,

Co The Relationship of Leadership Style to Outcomes

The leedership style differences produced no differences between
the two sets of groups in the quality of group snd individual solutions.
The only outcome related to leadership style variation was satisfaction
with leader performences The groups oxposed to the positive leader were
significantly more satisfiede This effect persisted after a two month
periode The correlation between satisfaction with group process end
satisfaction with deoision is low but significantly different from zero,
Satisfaotion with group process and leader performance are unrelated,

The genersl absence of effect of the leadership style on outcomes
is not due to the faot that the differences in lesder behavior were
slighte It rather suggests that a considerable renge of leader behavior
on interpersonal, problemesolving and communisetion variables.is necessary

before effeots -become evident,

Ds The Relationship of Prooess Varisbles to Outcomes

The individuals who peroeived their groups as unified, those who
Telt they were acospted, those who actually were aecepted es persons and as
participents were significamtly more setisfied with the group's deoision
then their colleaguess Most of these relationships remeined after e period
of two months,

The problem=golving funoticns performed by the individual were, by
and large, unreleted to his satisfactionse The persons who did relatively

more supporting and swummarizing were more satisfied with group decision
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than their oolleagues who performed these funotims less frequently,

The extent to whioch the individual participated in the discussion
was not related to his satisfaction with the group procedure, lesder
performence, or group dicision.

The leadership style produced differences in the manner in whioh
prooess variesbles in the two sets of groups were related to satisfaction
outoamese In the groups where the lesder's performence was approved of,
personel liking for the leader was positively related to deoision satige
factions In the groups which were dissatisfied with the leader, personal
liking for the leader was negatively related to decision satisfaction,

In the supporting stmosphere of the positive style, the amount of opposing
was negatively related to decigion satisfeoction, In the opposing atmos-
phere, the more opposing the individusl did, the greater was his
satisfaction with the deeision,

None of the process variables was signifiosntly related to the

quality of the participant's solution to the conference problem.

I1I, Uothodolgionl Findings

The study demonstrated that the partioipants' satisfaction with
group deoision, group procedure and leader performance cen be measured with
adequate relisbility, Interpersonal variables such as the degree to which
unity is perceived, the degree to which the persan feels ascepted, the
degree to which the person is acospted both asg a participant and as a
peraon can also be reliably measured,

A system of categories was developed by means of which the problem~
solving funotions performed by the individual and by the group may be
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relisbly determineds This category system permits the determinstion of
two types of scores: +the relative proportion of the individual's
contributions performing each function end the extent to which the
individuel wes responsible for certein funotionse

Finelly, an attempt was mede to obtain, by means of a questionnaire,
descriptions of participants in terms of the pattern of problem-solving
and interpersonal functioms the perticipant was perceived by his collesgues
as performinge The results indicate thet relisble funectional pattern or
role designations can be made by naive perticipentse. The questiomaire,
with the refinements suggested, lends itself to an experimentel study
of the relaticnship smong funetional patternsas perceived by the partici-
pants, the self-perceived pattern and the pattern aspired to end the
relationship of these variables and discrepancies smong them to the

satisfaotion of participants,
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APPENDIX A

QUESTIONNAIRES PRESENTED BEFORE CONFERENCES
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APPENDIX B

QUESTIONNAIRES PRESENTED IMMEDIATELY AFTER CONFERENCES
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APPENDIX C

QUESTIONNATRES PRESENTED TWO MONTHS AFTER CONFERENCES
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APPENDIX D

Is Usze of Lozsl-Autonomy Criterion Solution XKey

tructions to Coders
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Appendix D (econtinued=7)

~

Ile Integrated Solulions for Pour Experimentsl Groups

Group 1:

Store managers are to be p=lu a oa

se salary grezter than that of
competing chainse. A salary range is provid nerea
o

ses awarded oy

d
the board of directors of the company. oSecides the base salary a bonus
based on & percentage of store net profits will bLe paid the resrectiv
store menagers. Cost of living adjustments will also he made to the
store mansgerse.

Stors wanagers are 0 be paid 2 base sz
¥ Besides this base

- enual to thet of come
ore sales
re menager renuneration

Store mansgers are to be natd a base oz
;ins chainn w1t?

oL eT
[y

ANEE sase salary equal to that of gor-
At 'y range is provided with irne
Tengt hnus based orn percentage of ztore
specifi quota adjusted for store salss
i1l also s will be paid querterly. Finally,

ing adjustment wi’ he “rﬂV;ded



APPENDIX E

PROBLEM SOLVING CATEGORIES
Coding Instruotions

Goal Settings These comtributions have the funotion of establishing or
suggesting goals or objectives, both prooedural and contente They
are ooncerned with ends to be attained. These objectives, goals,
or ends may be those of the individual, whioh he is trying to
‘have the group attain; they may consist of statements of acoepted

goals of the group or part of the group,

Illustrationss

Substantive = "We will want to attract experienced men."

Prooedure = ™fe want to settle this question as'quiokly as
possible,"

Problem Proposals: These ocontributions serve the function of presenting
a problem, either in content or prooedure. These contributions
are oonoerned with means to ends or goals, '

Illustrations;

Substentive = A goal or objective has been stated or implied,
such as, "We want experienoced mene" The probe
lem proposal might be stated: "Shall we use a
higher salary than our competitors or shall we
give a higher inoentive than our ocompetitors?"

Procedure = "How oan we keep this discussion from going on
too long?"

Information Seeking: These contributions have the funotion of seeking
to obtain information of an objective, factual, or technical
naturee The information sought is from the area of feot on
which the group deecision is to be based or having bearing on
the deoision, The ocoder should be guided by the funetion

served as determined from the context and not the gramatioal
form of the contribution,

The content=procedure distinction should be kept in mind here,
Teohnical information in the subject area of the discussion
toplc may be sought., Faotual, objeotive, or techniocal infore
mation ooncerning the procedure of the group or an individual
might be soughte

183
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Illustrations:
Substantive « "What do our competitors pay?"

Proocedure = "How much tims do we have?"
"Are you disagreeing with Jones?®

Information Givings These contributions have the funotion of providing
objective, faotual, or technical information, either in the sube
Jeot area or with respect to proocedures The category would in=
oclude the oiting of examples or illustrations,.

Prooedural facts or information would be those which deseribed
procedure, either group or individuale

Illustrations:

Substantive = "It will cost 12,000 dollars to build a builde
ing." .

Procedure = "I am trying to get Jones to state his ideas
more clearlye"

Solution Proposalss These contributions serve the function of ine
diocating soiutions to problems, They are suggested means to
endss These will also include modifiocations and additions %o
previous solution proposals. Even if the solution proposal
has been presented before, it should be coded here, if the con=
text gives it the solution proposal funotion.

Illustrationss:

Substantive = ™fe could have a base salary plus a bonus based
on salese"

Procedure = "Let's take the problems in order of difficultye”
*Dovelopment Seeking: Contributions here serve the function of attempte

ing to obtain clarification of previous contributions. They
seak to determine what was intended by a previous contribution,

*These two categories have a tendenoy to become catcheall cate=
gories, While there are certain contributions which should be olage
sified in one or the other and no other place, in other oases there nay
be a choice between another category and either of the above. When
such a olose decision oocours, it should be made in Favor of another
category than development seeking or giving,

It should be noted that we have selected certain types of devol-
oping econtributions, using developing in the broad sense, for speaial
olassification, Thus, for example, the leader may use a problem pro=
posal as a stimulating contribution. It is a partioular kind of
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what i%s impliocations are, what inferences ére permissable,
These frequently take the form of an inference stated as a
questione

Also inoluded here are contributions whioh facilitate the proe
cedure of the group by asking the group as a whole or individ-
uals to oomment, indications to individuals that they have the
floor, etoe These are primarily prooedural development seek=
ing, either mixed or pure., We have referred to them as
stimulating,

Illustrationss
Substantive = "You feel we should have higher standards?"

Procedure = "Do an}'r of you have any corments on that
polint?

*Develomnent Givings Contributions here elaborate, make explicit, en-
large on contributions. Included here are inferences from
previous contributions, Also included here are self=repetitions
or restatements by others of previous contributionse Also in-
oluded here are reflecting types of comtributions which are
distillations of previous contributions without intent to get
olarification. They are, rather, declarative statements of
what the previous contributions stated or implied. Finally,
this ocategory includes contributions whioch provide the ratione-
ale, reasons, or arguments for the individual's position,

They give his reasons for his saying what he does,

Illustrations:

Substantive = "That way we oould get maximum returns on our
investment."

Procedure = "By doing that we can make these deoisions
more quicklyo"

Opposings- These contributions are charaocterized by an opposition,
rasistance to, or disagreement with a suggestion, solution, in=-
terpretation, etc, Responses which point out obstaoles, difri-
cultles, or objeotions are included here,

stimulating statement, whioh we have chosen for separate classification
as a problem proposale It is this same type of categorizing that the
coder is asked %o do.

#See footnote above.
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Illustrations;

Substantive = "I don't think we oan afford to pay that muohe”

Procedure = ™fe oan't take these problems up in order of
diffioulty."

Supporting; These ocontributions serve the function of indiocating agree=
ment or approval of a suggestion or solution proposal, Included
here are indications of approval of the faot that another has
contributed whether approval of oontent is present or not. This
is a supporting comment in procedure.

Illustrationsg

Substantive = "I agree that we must pay more then our oome
petitors are paying." '

Procedure = "Jones has an interesting proposale™

Sumarizing Seekings These oontributions ask in effect for a summary,
Oofes "I'm lost", "fhere are we now?"

Illustrationss

Substantive = "Are we plaming to have 48 men supervised: by
a board of direoctors?" )

Prooedure = "yhat have we desided?"

Sumarizing Giving: These contributions swmarize the group or part of
the groupts progress to date. To be olassified here there must
be reference to the group or part of the group and a span of
time is implied whioch may extend into the present, Does not ine
clude sumnary statements of individual partiolpations,

Illustrations;,

Substantive = "So we will pay them a base salary, equal to
our competitors and add a bonus based on sales."

Prooedure = ™y have been exploring the problem and examined
several possible solutions."

Non=Problem Direoted: This oategory inoludes irrelevanoies of the tan-
gential sort and a myriad of responses of an interpersonal sort,
such as. "Give me the ash tray", and "How about opening a
window", It inocludes statements which have no reference to the
subject matter of the conference nor to the group proceduree



AFPENDIX F
RELIABILITY OF PATTERN CLASSIFICATIONS

In the classification of individuals into role descriptions by
observers or other participants, the agreement of one h2lf of the clase
sifiers on a particular role for an individual hss been considered a
satisfactory criterion., The following theoretical consideratinns lead
to an equation which is of use in evaluating the meaning of this cri-
terion,

If p represents the prebability that any given observer or
participant classifies an individual into his "correct® role category,
thes q/£-1 mey represent the probability that an observer/particirant
will classify the individusl into one of the remaining "incorrect"
role categories, with k being the number of role categories available,
and q = lepe Using the same value (3/k=1) for all incorrect categories

agsumes that the misclassification is equally likely for all incorrect
csvegories. If it is further assumed that all observers ancd participants
are of egual ability irn =sking the classifications, then the probability
(P) that all classifiers will agree upon the same role for arn individual
ney be representsd by the eluation,

a n
P=phs Q|
=1

(k-1)°

(1)

where n is the numher of c¢lassifiers invelved,

When k 2’10, the second term of this equation rapidly becores
i ats greater than 3, as conirasted with the value of
re  Hence, it may be neglected, and equation (1) becormes,

I
P =p7, (2)
Using equatlion (2}, it is enrsy to estimate the value of 2 for the crie
™ o = a

lerion value of P = ,50. Velues of p
P = 450 are presented in the table below.

ae]

= .50

n P

3 Y P
ZL [} 8}4

10 53

11 oSl
15 + 96
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