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CHAPTER ONE

The Performance of Tasks in Groups

which other workers have accumulated in the field of small

group studies. The material is arranged in the hope that in the
course of the analysis, as chapter succeeds chapter, a fairly general
theory of social life will gradually take shape. Social life is very com-
plex, so complex that it eludes analysis—but it is also so fascinating
that it presents a constant challenge to the mind. We have tried to
respond to this challenge in the following way. As we see it, analysis
requires the isolation of important variables and a description of the
effect these variables exercise upon one another. Fortunately or un-
fortunately, social life presents a situation in which all variables —we
don’t know which they are and we don’t know how many—react
upon one another to an unknown extent. We are thus faced with two
difficulties: that of identifying what can usefully be regarded as im-
portant variables, and that of finding a starting point at which to
break into the circle of their interaction, when we try to describe
them.

We shall minimise the first difficulty by narrowing our field and
thus reducing the number of aspects that have to be described. When
one narrows the field one takes into account only a few variables and
assumes that if other variables exist, they remain constant, that is to
say, they do not produce changes in the situation that is being con-
sidered. In the study of small groups, for instance, the culture of the

society and the personality of group members are among the con-
veniently disregarded aspects.

Our second difficulty—where to break into the circle—we solve as
far as we can in the same way. We start with a very simple situation,
with two or three variables in interaction, and consider the effect
they would have upon one another if no other variables were to affect

1
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the situation. Thus in the present chapter we assume at first that the
task which the members are to perform is a very simple one, and that
all members are equal in strength and skill. Then we ask ourselves
how our conclusions would have to be modified if members differed
in strength or skill; and then we qualify our new conclusions by
assuming that the task is a complicated one. Such an approach
makes of course very often for grossly unrealistic assumptions and
findings, but by gradually adding to the number of variables under
consideration, one may hope to approximate the ‘model’ more and
more to social life as we know it.

For this reason, the reader may at times be irritated, especially in
the earlier chapters, by statements that he considers too general, or
by the omission of what seem to him obvious considerations. I hope
that he will find such generalisations qualified later in the book as
new considerations are brought into the discussion. In the present
chapter, for instance, we shall discuss the principles underlying
differences in the efficiency with which groups of various sizes per-
form different kinds of tasks. Yet we do not take account of the fact
that members may compete with one another, or that there may
be difficulties in communication, or differences in organisation,
although these are important and relevant considerations. But the
complexity of social life may be our excuse for introducing these
factors at a later stage in the argument.

Our problems in the present chapter are such as these: when is it
worth while to form a group in order to solve a problem? When does
a group perform a task more efficiently than an individual? When is
a larger group more efficient than a smaller one? Let us therefore
corisider what we imply when we use the word ‘efficient’. '

Generally efficiency is measured in terms of speed of solution, or
accuracy of solution, or both. But when we refer to the speed with
which a solution is reached by individual or group, we may find our-
selves thinking of time in two senses. If one person performs a task
in five hours and three persons perform the task in three hours’
co-operation, how justified are we in saying that the second method
‘took less time’? For in terms of man-hours, the first solution took
five, and the second three times three, or nine, hours. Husband
(1940) has shown that while for certain tasks like decoding and jig-
saw puzzles individual workers take more time than do pairs of
workers co-operating, the pairs never worked for less than two-

2
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thirds of the period required by solitary subjects. Only if they had
taken half the time would the total expenditure of time have been
equivalent in the two cases. Was co-operation an ‘efficient’ way of
performing this task?

We will now try to describe more precisely in what circumstances
it will be worth while to form a group.

ASSUMPTION ONE

The members of the group are equal in strength or skill, and the
task they perform is very simple.

As a prototype of this, the very simplest conception of a group
member’s contribution to a task, one may take a study by Moede
(1927) of the increased strength of the group as more members add
their weight. The members of the group were required to pull a rope
as hard as they could. The strength of pull could be measured in
pounds. At intervals another man was added to the group. The
addition of another man increased the power of the group, but it
decreased the average contribution made by the members. That is to
say, with each addition in group membership, the effect of each man’s
effort was lessened. The decrease in average contribution becomes
more and more marked, as the following table will show.

Figure 1
Number of persons 1 2 3 .. 8
Total pull in kilograms 63 118 160 ............ 248
Percentage of average indi-
vidual capacity 100 93 85 ... 49

(Marginal pull in kilograms, 63 55 42 -

This series is analogous to that of average and total product in
3



THE STUDY OF GROUPS

economics; in both cases the marginal contributions—the addition to
the total product that is due to the addition of one more contribu-
tion—is of particular interest. One does not arrive at the total
strength of the group by adding the individual ‘strengths’ of mem-
bers. Each man'’s contribution is a marginal one. Thus, the effect of
co-operation in the performance of a task is interactive, that is to
say, the group product is the result not only of the strength of each
member, but also a result of the effect that each member’s effort has
on the efforts of other members.

Gordon (1924), in a different kind of task, asked subjects to esti-
mate the weights of a series of objects. These subjects did not meet,
i.e. there was no interaction between them. She then formed artificial
aggregates of various sizes by grouping the reply slips of paper, and
found that the larger the groupings the more closely the averaged
estimated rankings correspond to the actual rankings of weights.
The reason is plainly that errors tend to cancel one another in
accordance with statistical laws; they do so more completely as the
number of estimates increases. In this situation the ‘group’ existed
only in so far as the experimenter made the ‘members’ interact in her
own mind. The experimenter is a ‘member of the group’ by virtue of
her co-ordinating activity.! ’

Watson (1928), by using Gordon’s technique, was able to show
that interaction between members may have an adverse effect on the
total output of a number of persons. His subjects had the task of
constructing anagrams, i.c. of building words from given letters. He
found that groups do better than individuals working alone. But
when he constituted himself the sole co-ordinator and repeated
‘Gordon’s procedure with those of his subjects who had worked
alone, combining the answers and discarding duplicate words, he
found that this aggregate had done better than the actual groups in
interaction. This, on the level of simple intellectual tasks, is similar
to Moede’s result. The difference is that Moede’s subjects must have

1 Errors will, of course, only cancel by this process when there is no cultural or other
bias affecting all individuals in the same dircction. When there is no objective criterion
of validity, for instance in agsthetic judgement, averaged estimates will do no more
than reflect the attitude prevailing in the culture, Thus Stroop (1932) asked subjects to
rank pictures of oriental rugs in order of their bcauty. She found that each rug was
rated among the three most beautiful by some members and among the three least
beautiful by some other members. There was no general agreement, even though with
the larger group, agreement (defined in a statistical sensc) was somewhat greater than
in the smaller groupings.

4



THE PERFORMANCE OF TASKS IN GROUPS

got in each other’s way, whereas Watson’s subjects distracted one
another because they did not confine themselves to the task but took
time off to enjoy each other’s company. In this connection it is inter-
esting to note that South (1927) and Gurnee (1937) both found that
single-sex committees are more efficient than mixed ones! The group
provides distraction and this is bound to show in the result. We may
anticipate a later discussion by pointing out that such a group effect
is not necessarily inefficient where task performance is concerned.
The disadvantages of interaction between group members are only
important when the task is simple, the goal unimportant to the
members and the duration of the group so short that the problem of
keeping members happy need not arise. When these conditions do
not obtain, the presence of other members will reinforce positive and
compensate for negative aspects of the task. Then the effort not
devoted to work may serve a morale-building function. But this is
outside the scope of the present chapter.?

We conclude, therefore, that where the task is simple and members
equal in strength or skill, the task will be performed more quickly
and more accurately if there is no interaction between the members
except insofar as they are organised by an ‘entrepreneur’ with whom
they all interact and who works out the final solution. The dis-

advantages of this type of organisation are discussed in a later
chapter.?

ASSUMPTION TwO

Let us now assume an unequal degree of skill among the
members.

Consider an experiment by South (1927) who set groups of three
and of six members to solve a problem involving a simple mechani-
Cfll construction—what combination of manipulations made a bell
ring. The problem was solved when all members agreed that a solu-
tion was correct. When the solution had been found, the bell could
be made to ring at will, The larger groups tended to solve this prob-
lem very much more rapidly than the smaller. The reason for this is
not hard to find. Plainly a solution depends on the insight and skill
of one member of the group who happens, through experience or
natural aptitude, to be particularly skilled at problems of this nature.
The more people there are in the group, the more likely it is to con-

1 But see pages 99-104, 4 Sce pages 57-63.
5
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tain an expert member, and the higher is the probability of a speedy
solution.

What is happening here reminds one of Allee’s findings on gold-
fish (1939). When one of his goldfish was conditioned to find his way
out of an aquarium maze and then put among untrained fish, the
rate of learning of such a group was higher than that of a complete
group of untrained fish. Once one member of the group has the
correct solution, the others can follow his lead.

This may be amplified by yet another experiment. Bekhterev and
de Lange (1924) presented subjects with stimuli to which they were
expected to respond in an imaginative way. They were, for instance,
confronted with a pair of pictures and required to state all the
resemblances they could think of, continuing this process until they
had no more to say. Here again groups do better than individuals.
The experimenters attribute this to a tendency on the part of the
group to bring out ‘hidden resemblances’, but it is more likely that
the result was due to what one might call a series of landslides. When
the group showed signs of flagging, someone would introduce a quite
new angle, such as remarking on the colours of the pictures, where-
upon an avalanche of new contributions would be made on the same
lines by other members until, this also flagging, the process was
repeated with a new dimension again, such as perhaps the family
relationships involved.

Therefore, when there are differences in skill and each man has to
reach a solution, interaction between the members of a group will
enable the less skilled members to solve the problem because of the
help they receive from more skilled members. In these circumstances
it is worth while to form a group. The presence of the expert will
produce a solution to bencfit the whole group. And plainly, the
larger the group, the more likely is the chance inclusion of an expert.
This generalisation will only hold, however, in the conditions stated:
(1) the degree of skill must be unequally divided among members,
and (2) the problem must have a solution which can be verified by all.

ASSUMPTION THREE

Let the correct solution be unverifiable.

Gordon showed that, in accordance with statistical laws, the larger
the aggregate the more correct the averaged answers, when a ques-
tion of fact is at stake, such as the weight of an object. Similarly,

6
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South’s mechanical problem discussed above was a factual and veri-
fiable one. Members were convinced that the solution was correct by
the fact that the bell rang. The larger the group, the sooner the
problem was solved. Where the solution is not immediately obvious,
or where there is not one single solution which is the correct one, the
very reverse of this generalisation holds true. Thus South finds that
in judging the emotion portrayed in a series of photographs, the
smaller group came to a unanimous decision more quickly than the
the larger. The reason for this must be obvious. Here was no truth
which became self-evident once it had been demonstrated. Each
member had to be separately convinced by argument. The more
members there are the longer this is likely to take?.

To sum up our argument so far, the presence of an expert in a
group will improve the performance of less skilled members if the
problem is such that the expert solution can be recognised as correct.
If the correct solution cannot be so easily recognised, the group
spends a long time arguing the merits of different solutions.

A light is thus thrown on the place of the expert in the group. We
have noted that the group tends to distract the individual from his
best performance. Now we see that if the expert is right, but not
manifcstly so, he is held back because he has to persuade others. If
he is manifestly right, the group will accept his judgement, but then
we may ask why a group was needed at all. One answer is that the
expert’s decisions have to be carried out by others who will feel more
responsible for the successful execution of the scheme if they have
participated in making the decision or solving the problem. The
expert must therefore have skill in human relations as well as in his
own field if he is to function usefully in a group where other mem-
bers are less skilled than he is. Where, for instance, a policy advo-
cated by an cxpert has to be accepted by an executive committee,
and the expert is better qualified to decide than the committee is,

1 Speed of pro i i i ; ;
when (he 1 DropCTT Speukics a0 oraton, e i iz of the group not only
(pc cor_:strucuon of crossword puzzles, whose solution requires the simui(ancous con:
snd?rau'on of so many factors that an allotment of tasks is necessary if any course of
action is to be consistently pursued (Thorndike, 1938). McCurdy and Lambert's groups
of three, for example (_1952), were required to solve a mechanical construction problem
infinitely morc complicated than South’s. The members might still have been more
efficicnt than individuals working alone had they been able to organise themselves so
that each member would play a special role—recording unsuccessful solutions, deter-

mining the order in which members might contribule, and so on. As it was, thc mem-
bers interfered with one another and the groups proved incfficient.
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techniques can be used to guide the discussion in such a way that the
members may arrive at the same conclusion as the expert and yet
feel that they have contributed a good deal.

Such a technique has been evolved by Maier (1950). He argues
that a man may pursue his own line of thought longer than is uscful
unless he can be made to review the problem as a whole. Interaction
in a group tests and stimulates a man’s thinking.

‘Ideas are constantly suggested by chance events, by the remarks
of others, and by the things we look at. However, the ideas that
are used or selected depend on our direction (of thought). Thus,
one failure to solve our problems is due to our inability to react to
suggestions when we have a false or fruitless direction. Such direc-
tions are far worse than none at all, and this is one of the reasons
why many problems are solved when we are engaged in recrea-
tional activities, or when we make fresh starts. The direction in
thinking has momentum and tends to perpetuate itself. If we are
to influence or aid the thinking of others, this can more readily be
achieved by recognising and influencing the direction their think-
ing is taking. A given idea is plausible only when it is consistent
with a direction. Since one approach is likely to be more fruitful
than another on a given problem, much depends on the direction
the thinking takes.’

For this reason Maier advocates that the expert should have skill
to minimise the tendency to persevere on an unfruitful or narrow
approach. The expert does so by facilitating good communication
between the members. A trained leader would guide discussion on
the following lines:

‘Do not present the group with the problem but instead determine
from the group whether they have a problem.
Recognise all suggestions but influence direction in thinking by
asking for further suggestions.
Protect individuals from criticism of other group members by
interpreting all remarks in a favourable light.
Make a list of all suggestions so that all types of considerations
are included. !
When the list is fairly complete, probing questions may be asked,
e.g. ‘how can we change things so as to combine some of these
features?’

8
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Good suggestions may be kept in the discussion by asking ‘how
would that work out’, etc.

Do not hasten the solution by capitalising on the first good lead
or in any other way reflect your preferences.

Always work toward the ideal of removing undesirable features
from the job. Make your objective one of resolving differences in
the group.’

By this means the expert not only gives group members the con-
viction that the decision is theirs and theirs therefore the respon-
sibility of making it succeed, he is also able to test his own ideas out
against those of the rest of the group and he himself may change his
ideas as the result of the discussion that took place. This leads us

directly to another aspect of our argument: a problem may be so
complicated that more than one expert is needed to solve it.!

ASSUMPTION FOUR

Let the problem to be solved consist of a series of sub-problems.

In the study by Watson already quoted, the group produced a solu-
tion which was superior to that of the best member working alone. It
is therefore to be supposed that the group has in some cases a good
effect on the expert. The help that is afforded him is of two kinds:
directly constructive and critical. When a problem can be broken
down into a number of slighter problems which have to be worked
out consecutively, not all these minor solutions need necessarily come
from the member we have termed the expert. One needs in effect a
series of little experts in many cases. Moreover, Thorndike’s ex-
perience with groups solving crossword puzzles (1928) shows that
one member’s suggestions, even when not correct, may act as a
trigger to the correct responses of others. The group is then not only
more efficient, but cumulatively more so than the individual.

Shaw (1938), whose groups of four were given tasks each step of
which had to be solved before the next one could satisfactorily be
tackled, confirms this finding. She finds, moreover, that members
who do not advance solutions may yet by their criticisms give
grounds for discarding incorrect suggestions and thus lessen the time
spent on solving the problem. An increase in the size of the group
therefore not only enlarges the field from which possible solutions

1 Sece the discussion also pages 16-19.
B
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may be forthcoming, but also that from which necessary criticism
may emerge. This is of particular interest since most of the problems
that committees have to deal with are of this complex character.
Members of the group not only add to the body of knowledge and
ingenuity at the disposal of the group, they play a vital role as critics
and discarders of false theories. It may therefore be suggested that
many groups consist of members each of whom is an expert in his
own way. Each member has a special skill to contribute to the group
and contributes in his own way to the survival of that group. A
natural division of function comes about in this way. It is to this

problem that the next chapter is devoted.

x

We sum up our findings in a number of simple generalisations.

(1) Speed in problem-solving may be calculated either in hours or
in man-hours.

(2) The contribution made by a member to the group, when all
members are equally skilled, must be seen in terms of the mar-
ginal rather than the average contribution.

(3) The composite result of individuals working singly is better
than the group product; larger aggregates cancel errors more
efficiently than smaller in accordance with statistical theory,
provided:

(a) an objective assessment is possible (e.g. this does not apply
to aesthetic opinions).

(b) the problem is a single step one.

(c) the task is short and interesting to members.

(d) unanimity of opinion is of no importance.

(4) Where the problem to be solved has only one correct answer

which can be verified at once:
(a) the speed with which a unanimous solution appears varies
directly with the degree of skill of the most skilled member.
(b) since the probability that the group contains a highly
skilled member varies directly with the size of the group, the
speed with which a solution appears varies directly with the

size of the group.
10



THE PERFORMANCE OF TASKS IN GROUPS

(c) when the problem is very complicated and a division of
function evolves, these propositions do not hold.

(5) Where the problem to be solved has only one correct answer,
which can be verified, but which has to be reached through
several steps of argument, propositions 4(a) and 4(b) hold. In
addition, another factor must be considered:

(d) several skills may be involved and these may be con-
tributed by different members of the group.

(6) We identify three types of efficient contributions which mem-
bers may make:
(a) correct suggestions.
(b) correct criticisms.
(c) ‘trigger’ suggestions.
(7) Where a problem to be solved has a correct solution which
cannot be verified by the group:
(a) accuracy increases with size of group since errors tend to
cancel each other.
(b) accuracy increases with a higher average level of skill in
the group.
(c) unanimous agreement that a solution has been reached
will be difficult.

(8) Where a problem to be solved has no correct and verifiable
answer, the speed with which a conclusion is reached varies
inversely to the size of the groups.

11



CHAPTER TWO

Differentiation in the Group: (1) Functional
Authority

two further complications. The first of these arises from the fact

that during the life of the group therc emerge differences between
the functions of individual members. This was foreshadowed when
we discussed the solution of complicated problems in the previous
chapter. There may be a number of ‘experts’ in the group. When
their expertise becomes recognised other members will willingly look
to them for advice and guidance. In this way, they will perform a kind
of leadership function. The second complication we introduce in this
chapter relates to this leadership function. We shall be concerned
with the manner in which different group members can induce others
to be led by them. We shall call it leadership and we shall define it as
the ability to elicit from others the response they desire.

The ability to elicit from others a desired response is an essential
component of the definition of such concepts as ‘power’, ‘leader-
ship’, ‘status’, ‘control’, ‘influence’, ‘authority’, ‘dominance’. These
words refer to different ways or different contexts in which the
ability to elicit such a response is exercised. We shall examine this
ability in three kinds of groups and call it force, functional authority
and status authority respectively. The three kinds of groups are the
following: (1) the group in which diflerentiation between members is
based on the overt use of force, or the threat of it; (2) groups that
are differentiated according to functional authority, in which we -
§hall see authority arising from the nature of the task and vested, by
implication, in the man who is recognised as best able to perform
that task; and (3) groups differentiated by status authority, where
one man exercises authority permanently, more or less regardless of

12

IN the present chapter we build on what has gone before and add



DIFFERENTIATION IN THE GROUP (1)

the situation of the group. This last case is discussed at length in the
next chapter.!

Differentiation among members of the group based on the overt
use of force is found only in certain unusual conditions which are
best typified by instances from the animal kingdom. C. Murchison
(1934-5), for instance, in his studies of groups of six chickens shows
that a perfectly linear hierarchy of dominance becomes stable and
permanent when the chicks are about thirty-six weeks old. Domin-
ance shows itself in four ways: energy in establishing contacts, ability
to defeat others in combat, sexual prowess, and the extent to which
favourable reactions are elicited from the opposite and unfavourable
reactions from chickens of the same sex. From nine months on,
chick A will dominate the five other chicks in all these ways, B will

dominate four and be dominated by A, C will dominate three and be
dominated by A and B, and so on.2

Chickens Chickens dominating

dominated YY Blue G R W Y
YY - 0 0 0 0 0
Blue 1 - 0 0 0 0
G 1 1 - 0 0 0
R 1 1 1 - 0 0
w 1 1 1 1 - 0
Y 1 1 1 1 1 -

Figure 1

YY >Blue -G —+R >W->Y
Figure 2

Such perfect linearity in structure is largely attributable to the
extreme simplicity of the organisms concerned, in that variables such
as learning, organisation of work, etc., are excluded by the experi-

' Popularity also enables a man to elicit a desired response, but he does not have to
accredit it as though it were a skill and he an expert.

2 When a strange chicken enters the group after the hierarchy has been established
in this way, he is subject to attack by all the others. Schjcldcrup-Ebbe (Pecking order
in hens, reported in Murchison, 1934-5, and also in Murchison, Handbook of Social
Psychology, 1935), from whom Murchison derived much of his work, postulates that
these attacks serve the function of establishing the newcomer’s proper position in the
hicrarchy. They are therefore a sort of exploratory behaviour. He supports his theory
by showing that in the very young, where these hierarchics are not as yet firmly
established, therc is no discrimination between newcomers and others. Although we
discuss here only structure based on dominance, this particular result seems capable of
further generalisation.

13
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menter’s choice of subjects. When we come to creatures higher in the
evolutionary scale, to the chimpanzees, difficulties in the method of
describing structure solely in terms of dominance and submission
begin to show themselves. Companionship preferences, apparently
closely related to grooming activities—the more efficient being pre-
ferred—must be taken into consideration. Moreover, the hierarchy
based on aggressive dominance no longer relates perfectly to this
preference structure, and dominance itself, tested in two different
ways, does not yield identical results (Nowlis, 1939).

With immature human beings, permanent and linear hierarchies
are still more rarely observed. While in children’s studies evidence
can be found that some children are consistently obeyed either
directly or implicitly by imitation in many different kinds of activity
and circumstance, these leaders already begin to show a certain
specificity, some being acknowledged leaders in one sphere, and
others in others (N. Polansky, R. Lippitt, F. Redl, 1950). Merei
(1949), studying children in a day nursery, detects individual differ-
ences in the means by which they manage to get their own way. We
find ‘order-givers’, ‘proprietors’, ‘diplomats’, and others. All the
same, there is a line to be drawn between leaders and followers, as is
shown by Hanfman’s (1938) interesting finding that though different
children may be leaders in different situations—a corollary of
Merei’s findings—the followers are always followers; they follow any
leader. There is then a situation in which A will dominate B on one
occasion, and B dominate C, while at other times C might dominate
A and B. But among the followers the hierarchy is permanent and
indifferent to changes of activity.

N

E 3
{ The arrows show direction
F , 2 of dominance.
| I The numbers show number
? of people dominated.
H 0

Figure 3
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This diagram shows also how dominance begins to be less in terms
of individuals and more in terms of leading sub-groups or élites.
A, B, C and D between them must control pretty nearly all the group
behaviour of those lower down the scale.

Whyte (1943) shows a similar structure in a gang of late ado-
lescents, with Doc, Mike and Danny near the top and other members
submitting to their leadership.

poc
— = DANNY
MIKE

LONG JOHN
NUTSY

lines of influence. |
The position of the names FRANK ANGELO
Indicates relative status. | |
CAlRL JCI>E FRIED
TOMMY ALEC Lou
Figure 4

At an earlier stage leadership was more definitely hierarchical.
Doc's account of how he became the leader is remarkably reminiscent
of the way pecking order is established among Murchison’s hens:

‘Nutsy was the head of our gang once. I was his lieutenant. He
was bigger than me and had walloped me different times before I
finally walloped him. When he walloped me, there weren’t many
people around, so I didn’t mind, but the one time he broke his
promise that he wouldn’t hit me, there was a big crowd around. I
was a proud kid. I couldn’t let him get away with that. . .. You see,
I was wrestling him, and I had him down. “If I let you up,” I said,
“will you promise not to hit me?”’ He promised, but when I let
him up and turned away, he cracked me on the nose, and I got a
bloody nose. I went after him and was beating him up when the
big fellows stopped us. . . . Next day I saw him leaning against the
wall. I went up to him and said, “'I'll kill you,” and let him have
one. He didn’t fight back. He knew I was his master. So after that
1 was the leader, and he was my lieutenant. . . . That was when I
was thirteen or fourteen. . . . Nutsy was a cocky kid before I beat
him up. . . . After that, he seemed to lose his pride. I would talk 1o
him and try to get him to buck up. ... After I walloped him, I told

15
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the boys what to do....If they didn’t, I walloped them. I
walloped every kid in my gang at some time. . . .’

Our general conclusion so far must be that linear hierarchies based
on overt dominance become more rare as members of groups
become capable of a greater variety of activities, and as each member
of the group develops his own distinctive skills. Our problem will be
to identify some of the factors which determine the differentiation of
adult groups.

Differentiation in the group implies that there are differences
between members perceived by the members themselves, often differ-
ences which are respected and maintained by them. Although we
shall later work with different assumptions, at present we assume
that differences in the group exist only in so far as the group brings
them into existence, permits them to exist, one might almost say
‘invents’ them.

Differentiation does not necessarily presuppose a ranking order,
although the two are frequently found together. Thus Homans’
definition of rank—‘the evaluation of a man relative to the evalua-
tion of other members of the group’—is equally suitable as a defini-
tion of differentiation (Homans, 1950, p. 140). It is possible to con- *
ceive of differentiation in a group in which no ranking is possible, all
members being considered equally valuable.

By the exercise of a man’s skill, by virtue of his function in the
group, a man may be able to clicit the response he desires from
others. The exercise of skill can give a man the right to lead others for
as long as that skill is being used by the group. When other skills are
called for, others will lead the group. In brief, skill may give a man
authority. There are, however, so many factors making for the
divorce of leadership from specific skills that this type of group is
relatively rarely met with.! Nevertheless, all spontaneously formed
groups, that is, groups whose structure is not determined by an
experimenting sociologist or some other agency, do pass through a
phase similar to the one to be described below.

The generalisations in this section are valid only in so far as the.
following assumptions hold:

1 In more sociological language, initially status is *achicved® but there are factors, to
be discussed in detail in the next chapter, which operate in such a way as to shift the
status more and more to an ‘ascribed’ posilion. It is also interesting to note that
simultancously status ceases to be ‘specific’ and becomes ‘diffuse’.

16
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(1) The personality of members is such that they do not like to be
dominated by force; all members are capable of many kinds of
activity and interaction.

(2) The group and its structure is.not externally determined;
members may freely communicate with each other and are free
to leave the group when they wish. It is by virtue of this assump-
tion that the findings here contrast with those of later chapters.

(3) The group has to perform either a very complicated task or
more than one task. It has therefore also a certain duration.
This assumption will not greatly restrict the generality of our
propositions since almost all adult groups are in some sense
task-groups. They come together for the achievement of a cer-
tain purpose. Even where this is not explicitly so, as in a group
of friends, the problems of maintaining good internal relations
and good relations between the group and its environment
remain.

(4) The group deals mainly with ‘fully-fledged’ problems. The con-
cept of the fully-fledged problem was first used by Bales (1951)
in order to single out a type of problem-solving group for which
his own generalisations would hold. He stipulates that members
of the group must between them be in possession of all the facts
needed to reach a decision or solve a problem, but that no mem-
ber should possess all the facts. (We shall see that in an enduring
group this condition is in fact one which tends always to obtain
since different members have access to different parts of the
environment.) Further, but less important in the present con-
text, members should have somewhat different value-prefer-
ences, and more than one decision may with equal justification
be made. The assumption that the problem is a fully-fledged one
ensures that all members are needed to take part in the group
activities, if the task is to be well performed.

(5) The behaviour of members shall be rational, in the sense that
information suggesting a certain course of action shall in fact
dictate that course of action. Leadership (here defined as the
ability to elicit a desired response with the willing co-operation
of the other) will therefore inhere in that member who knows
most about a particular problem as long as that problem is the
one most urgently requiring solution. When, therefore, we speak
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of an order-giving hierarchy, it will be exactly the same as an
information-giving hierarchy, for the decision-making power
will be distributed in proportion to the amount that any member
knows about the problem in hand.!

By virtue of these assumptions we discard from our consideration
all groups in which differentiation is attained by the use of force.
Instead, we consider groups in which differentiation is directly and
exclusively brought about by differences in skill in solving the prob-
lems which confront the group and which may threaten its survival.
Where leadership is equated with the exercise of skill, it is possible
for a simple hierarchy to develop in which the more skilled com-
municate orders to the less skilled, provided the task is simple and
requires the exercise of only one skill. When, however, a task is so
complicated that different skills are needed at different stages, there
is no a priori reason for supposing that excellence in all these skills
will be vested in the same person. Therefore, the order-giving
hierarchy (which is also the information-giving one, and, more
generally the communication-network) will shift with the require-
ments of the group. If the problem is a fully-fledged one, every
member of the group will at some time be giving information (ot
orders) to the other members of the group. In these circumstances it
is impossible to identify any kind of permanent hierarchical differ-
entiation.

Even when one member initially possesses all the skills to solve a
problem, there will be many shifts of control in the groups if other
members are required to carry out the task. If this is the case, an
interesting situation arises. Whenever tasks are carried out by per-
" sons other than the leader, the members come to possess information
to which the leader has no access except through them, for example,
information concerning the reaction of outsiders or the intractability
of materials. If problem-solving and the performance of tasks, and
not the maintenance of high status by certain members, are indeed

1This may strike the reader as an unusual assumption but it is a useful one. In a
later chapter we shall assume that group networks determine the flow of information.
If, however, we assume that information execrcises a certain constraining influence on
members, i.e. that the posséssion of information gives control, we shall find that any
network carries with it implications about the status of certain members (or certain
positions in the network). Where all members have similar positions and similar access
to resources (information or skills) differences in status cannot become permanent.
Wherc certain positions favour the acquisition of information, status differences
become permanent much more easily. See page 47 and also pages 137-40.
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the main ends of the group, then again the information-giving func-
tion (and correct information implies the freedom to give orders) will
be distributed over all the members of the group. Each member will
be playing his distinctive indispensable part in the group and it is
impossible to evaluate members in terms of higher and lower status.
But though status distinctions may be irrelevant, differentiation of
function may be clearly marked. Instead of examining the group for
leadership-structure, it then becomes important to examine the task
for its functional components.

Mary Parker Follett’s ideas are so relevant to this discussion and
her expression of them so pungent that a brief summary of them
may be justified. Her starting point is the increased specialisation of
our times: we have cvolved a society of experts. One willingly sub-
.mits to the advice of one’s dentist or one’s plumber, because of one’s
trust in their superior knowledge. Authority inheres in the good per-
formance of a task. ‘People often talk about the limit of authority
when it would be better to speak of the definition of the task.” The
man who seeks to become a leader is advised: ‘forget your person-
ality and learn your job'. She assumes, not always altogether justi-
fiably, that in any situation there is one way of doing a piece of work
and that is the best way. This means that the rules of operation arise
naturally out of the task and cannot satisfactorily be laid down by
anyone who is not himself an acknowledged expert in the work.
Groups of people work best when they know themselves to be skilled
in recognising the requirements—almost the logic—of the situation.
If they can do this, other personality differences are irrelevant to the
organisation of the work.

‘It is by an understanding of the laws which govern the process
by which authority is generated that we gain our freedom . . . in
any true sense of the word. For authority is the outcome of our
common life. It does not come from separating people, from
dividing them into two classes, those who command and those
who obey. It comes from an intermingling of all, of my work
fitting into your work and yours into mine and from that inter-
mingling of forces a power being created which will control those
forces’ (p. 46).

Shared research into the task will replace the giving of orders.

She hoped, we may think mistakenly, to see the day when even
19
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dismissal from work would be looked upon as a kind of ‘doctor’s
orders’.

However, different situations may need to be co-ordinated one
with another. There must therefore be personnel who are skilled at
obtaining co-ordinated effort. This is the true function of the
manager, and no other kind of control can be justified. ‘I have given
four principles of organisation. These principles show the basis of
control (knowledge) the process of control (recognising the require-
ments of the situation) and that control is a process. They show us
control as self-generated through a process of interweaving of parts.
The degree of co-relation is the measure of control; the more com-
plete the reciprocal adjusting the more complete the control.’
(M. P. Follett, 1949.)

The theory of leadership has thus moved away from the considera-
tion of dominance patterns. Adult leadership is no longer thought of
as a permanent quality which will enable the observer to construct
linear dominance structures such as were observable in Murchison’s
chicks. Leadership is coming to be regarded as a function of the
group; overt dominance is thought to be of decreasing significance
and usefulness on the higher levels of leadership. Another term,
‘group effectiveness’ is being used and three of its components held
to be: (1) The ability to procure an effective level of functioning, i.e.
making use of the available materials to further the purposes of a
particular group; (2) the ability to induce group cohesiveness: the
power to bind the group and relate members emotionally to each
other and to the common task; (3) the ability to maintain stability :
the power to resist impairing either (1) or (2) in frustrating con-
ditions (Harris, 1949). One man need not possess all these abilities,
or possess any of them all the time. If leadership emerges in response
to the situation in which the group finds itself, different persons
emerge under different conditions. Harris’s slogan is ‘every man a
leader’.

Similarly the contributors to the Journal of Social Issues (1948) in
a symposium on the Dynamics of the Discussion Group worked and

thought habitually in terms of the distribution of group functions, or

roles, among the members, and not in terms of specific leadership
behaviour. Thus:

The usual procedure in studies on leadership has been to select
20
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certain personality attributes and to attempt to relate them to
success or lack of success in known leaders. Implicit in most of this
research is the belief that the qualitative components which make
for effective leadership are invariant with respect to the situation
in which the leadership function is exercised. To the extent that
such studies have overlooked the fact that leadership is 2 complex
function of many inter-dependent variables, they have not been
fruitful. Leadership behaviour occurs in quite a variety of situ-
ations and is determined, in no small measure, by the nature of
the particular environment in which the leader perceives himself as

functioning as well as by the characteristics of the person who is
doing the leading.!

Benne and Sheats in the same symposium go on to point out that
such 2 false concept of leadership implies that all ‘membership’ is
really ‘fqllowership’. They advocate an analysis of group structure
which will consist, firstly, of an analysis of the functions—directed
toward problem solution, morale maintenance or the satisfaction of
individual needs—performed by the members, and secondly of the
nature of the environment which necessitates leadership qualities of
a certain type. We shall discuss this again in a later chapter. We
may, however, summarise the present discussion and anticipate the
later by two short quotations from Parsons, Bales and Shils (1953).

“The stable structure is never, in our data, a “simply organised”
one. It is rather one in which differentiated roles have appeared, in
which one specialist “‘undoes” the disturbance to equilibrium

" created by another, and in turn is dependent upon another to
remove the strains which he himself creates” (p. 149).
‘As soon as such a (specific and well defined) task is introduced

there arises a demand for the performance of the new roles which
the task creates’ (p. 157).

The fluidity of leadership structure in groups showing the charac-
teristics just described is very valuable. A rigid structure has some
disadvantages for the efficiency of the group. A group which is
initially unorganised, i.e. has no habitual barriers to communication,
may develop a division of labour based on inadequate knowledge of
the skills of each member and will therefore be less efficient than it

1 M. Deutsch, A. Pepitone, A. Zander, Leadership in the small Group.
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might be. It has been shown in Chapter One that when problems
consist of a series of sub-problems, different ‘experts’ may be
required to deal with each step. Each member in the group must have
access to every other; otherwise he may be delayed because he has
not yet been informed of other parts of the solution, which he must
know if he is to make his own contribution. His contribution to the
task will be delayed to a degree proportional to the number of inter-
mediaries through which he has to work.

Second, a group may become prematurely structured. By pre-
mature, we mean that all members are not as yet in that position in
which they may exercise their peculiar skills to greatest effect. Where
this happens, a group member who consciously tries to break down
the interaction pattern may contribute materially to the efficiency of
the group. This is the basic situation in Maier and Solem’s (1952)
experiment. They constructed groups whose members worked out a
simple arithmetical problem, before and after a group discussion.
Half the groups contained a trained discussion leader whose genelal
duties were: to encourage the participation of all members, to be
permissive and accept the various views expressed, and to encourage
the group to think together rather than as individuals. The mem-
bers of all groups improved the correctness of their estimates after
discussion, but groups with a discussion leader improved signifi-
cantly more. Although this leader himself might be mistaken in his
own solution, the fact that he encouraged minorities to state their
view increased the number of correct solutions put forward by the
members of the group.

Even in a group where roles are distributed in the most functional.
way, difficulties will ariss when a new member joins the group.
Instead of the general redistribution of functions which would bear
witness to the interactive nature of group processes, the new mem-
ber will tend to be only added to the group. He will not be able to
show in what capacity he can best serve the group, in which field he
is expert, a fact which can only be discovered through free com-
munication and a free choice of activities.

It may be mentioned here that in organisations with a hierarchical
structure where some mémbers can only communicate with certain
others through intermediaries, often some kind of pre-selection has
taken place, that is to say, the organiser of the group has made some
kind of assessment concerning the skills of the members and has
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weighed these up in constructing his hierarchy, because he thought
it unlikely that the two members remote from each other in the
communication hierarchy would follow each other in the problem-
solving sequence. This is how appointments are made in large organ-
jsations. That the assumption on which such assessments are made
is not always correct is another of Mary Parker Follett’s favourite
arguments. The man who has worked with the machine may be as
expert in his way on possible modifications as the man at the top
who approves of the modifications. Often the worker does something
about the inconveniences in the officially imposed communications
structure by ignoring them.

SUMMARY
(1) ‘Leadership’, ‘power’, ‘status’, ‘authority’, ‘control’, ‘influence’,
‘dominance’ all involve the ability to elicit a desired response.
(2) A permanent leadership hierarchy can only maintain itself
spontaneously where the capacities of the group members are
simple and similar.

(3) Differentiation of function occurs when the group task demands
several kinds of skills.

(4) Certain skills are acquired as the task is being carried out, thus
causing further differentiation.

(5) Restricted communication is characteristic of permanent
leadership hierarchies.

(6) Groups will form cfficient communication patterns spon-
tfmeously if there is a lengthy period of unrestricted communica-
tion before the structure becomes permanent.

(7) Leadership is a function of all group members and of the task.

(8) Free communication and a division of labour are not incom-
patible.

(9) A permanent leadership hierarchy may reduce the problem-
solving efficiency of the group,
(a) because of the delay in information-transmission.
(b) because of the difficulty in incorporating a new member
to greatest advantage.
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CHAPTER THREE

Differentiation in the Group: (2) Status Authority

do people regulate their behaviour with reference to others?

Who is affecting whom and in what way? There are many
different ways of affecting others; through overt force or through
giving information—as in the previous chapter—or because habits
of obedience tend to establish themselves—in ways we shall describe
in this chapter.

When members can talk freely with other members and affect one
another by means of the information they impart and only by those
means we have the ideal type of functional authority. When some
members cannot communicate to others, or can only communicate
certain things—commands, for instance, or certain prescribed cate-
gories of information—we have status authority. Restricted com-
munication and permanent status structures are very closely con-
nected. In these circumstances, members differ permanently in the
degree to which they possess the ability to elicit a desired response
from others and this ability is not necessarily related to skill.

The difference can be briefly summed up by reference to Talcott
Parsons’ pattern variables. In the previous chapter we described
groups in which each member had authority: one could elicit from
others the response one desired when others recognised that one
knew more about the problem than they did. Such a member’s
authority is functional. He achieves it by virtue of his skill, in specific
situations where his skill is in demand, and it is because he is an
expert that he is giver this authority. In this chapter we shall describe
how it may come about that authority rests on other than functional
considerations. In such groups, status is ascribed to a man because
he is that particular man and no other, because he is Joe himself.
Joe will be able to use his authority diffusely, in many different
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situations; it is not specific to certain problems. In such groups, the
same members tend to be always in authority.

In examining the divorce of leadership from skill we have to
show in each case (a) how the communication structure becomes a
permanent structure, and (b) how status considerations become
attached to it.

ASSUMPTION ONE

Let a routine be established in the group.

In the previous chapter we pursued the process of differentiation
in the group until we arrived at the point where each man is free to
perform the functions for which he is most fitted. We supposed that
the task was such that a variety of skills was needed at different
stages of problem solving and that therefore every man was a leader
at some time or another. Suppose now that in the history of the
group the same problem has frequently arisen. In that case the
sequence in which contributions to the task are made will tend to
become habitual. It will become habitual for certain members to
speak before others do, for Jack to wait until Joe has spoken. In this
way, restrictions in free communication are brought about. The need
for orderliness and predictability of behaviour will further accen-
tuate this tendency toward restricted communication. Once such a
.routine has become established, it tends to remain whether the task
1S a routine one or not. Thus the communication structure may
become independent of the problem to be solved. Parsons, Bales and
Shils describe how this affects the status of members:

‘In so far as a given person “gets on the right track” and receives
positive reactions from other members, he will be reinforced in his
direction of movement, and will tend to keep on talking. He will
“generalise” from the premises, logical and emotional, which
underlay his original successful attempt. . . . And reciprocally, the
other members will “‘generalise” from his earlier attempts, gratify-
ing in some sense to them, to an expcctation of further effective
behaviour on his part. The member begins to build a *“‘specialised
role”. In so far as the activity he performs is felt to be important in
terms of the functional problems of the group, its goals and value
norms, the “status” of the member will begin to rise. There will be
a “‘generalisation’ from the specific performance of the person to a
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qualitatively ascribed *“position” in the group which bears a rank
relation to other positions similarly developed’ (p. 133).

Such settled expectations as to different members’ ‘rights’ to com-
municate is one of the elements which define a stable status structure.
It then becomes legitimate to speak of status as a permanent attri-
bute and one not necessarily connected with skill in solving a par-
ticular aspect of a problem. Once 2 man's status becomes generalised,
his ability to elicit the response hc desires is less closely bound up
with technical skill. At the same time, his position in the communi-
cation structure has become fixed.

ASSUMPTION TWO

Let us assume likes and dislikes in the group.

Another manner in which a member’s position may become fixed
derives from the fact that a man may like one member of the group
better than another. The problem presented by such sentiments is
discussed at length in Chapter Seven. At present we must content
ourselves with assuming the existence of these sentiments without
inquiring into their origin.

Newcomb (1947-8) points out that if one dislikes a person or is
offended by him, one may not speak to him again and thus one shuts
oneself off from communications which might modify the previous
attitude of either party to the dispute. Such restricted communica-
tion may be overt, in a refusal to meet, or where this is impossible,
covert, by taking as little notice of the communication as possible.
It is therefore not unreasonable to suppose that there is a sense in
which members do not hear what is being said by those they do not
care for. These mechanisms, called by Newcomb ‘autistic mechan-
isms’, may operate quite generally against low status members. In-
deed, defining status as the ability to elicit a desired response, a
man who is not listened to by others is by definition a man of low
status.

It is important to remember that in a long continuing group it is
not necessary to assume that all members are present when a com-
munication is made’ by one member to another. It is much more
likely that there will be members who see much of one another and
less of other members of the group. If such a group persists over a
considerable time, communication will travel through the links
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created by personal friendships. A sociogram® of such a group based
on liking may therefore be transformed into a structure showing
where communication is easy and where difficult. That this is so is
abundantly clear from the literature on rumours. Thus Festinger,
Cartwright, et al. (1948) report that rumours in a neighbourhood
group where communication paths are not formally determined, are
transmitted from friend to friend.? Similarly, it is generally acknow-
ledged that in large organisations the members will tend to disregard
the formal structure imposed upon them and communicate through
‘informal’, i.e. friendship channels.

Even when members who like one another cannot physically
exclude those they like less well, they will speak to them less fre-
quently.

The presence of autistic mechanisms has a further affect. It makes
the most popular, rather than the most skilled, man the leader. He
who has the greatest number of friendships, in a group where mem-
bers can communicate to one another in the absence of other mem-
bers, is at the centre of the network through which communication
is transmitted. A popular man has therefore easy and direct access to
information, an important function in the group and one that con-
fers status (Bales, 1951). In these circumstances the popular person
becomes powerful because he can choose to transmit information to
some and withhold it from others. In this way, he is enabled to gain
status in two other ways enumerated by Bales: indirect access to
resources (because he is able to make other members more, or less,
pr.oductive according to the amount of information that he trans-
mits to and from them) and control, the ability to gain approval for
his proposals (because there may be nothing to compel him to
present all the facts of a situation to each member, and also because
they like him). A man is almost always able to elicit the response he
desires from his friends.

The fact that a popular member of a group stands at the node of
the communication paths means also that he can gauge opinion in
the group better than other members. He will have more insight into
the feelings of group members. A man who is skilled in social rela-
tions and therefore able to gain the liking of other members easily, is

1 For a discussion of sociometric techniques sce chapter on the evolution of likes

and dislikes and Appendix.
% E.g. Back, Festinger, ef al. (1950). Festinger, Schachter and Bach (1950).
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likely to gain status because of the position in the communication
network that his popularity will bring him.!

In all these ways, the ties of friendship may resemble channels of
communication quite closely, at the same time defining the status
structure of the group.

ASSUMPTION THREE

Let members differ in the amount they wish to speak.

So far we have assumed that all members would speak roughly the
same amount were it not for differences in skill or popularity.
Plainly the contributions made by members to the conversation will
depend to some extent on the task to be performed and on the
presence of those members to whom they like to talk. All the same,
there is evidence that when these influences are disregarded for the
purposes of analysis ‘each person has constant and invariant relation-
ships in the frequency of his actions and inactions (i.e. silences) no
matter with whom he interacts’. This hypothesis was tested by
Goldman-Eisler (1951) using a number of students each of whom
was paired with every other and allowed a half-hour discussion. By
noting the length and frequency of speech and silence, she was able
to prove the validity of her hypothesis. Borghatta and Bales (1953)
took the point a little further. They measured the communication
rates of members of groups, and then regrouped the members in
such a way that there were groups of ‘high contributors’, (i.e. fre-
quent or lengthy speakers), groups of ‘low contributors’, and groups
in which there was one high, one medium and one low contributor.
They found that in these circumstances, the low contributors spoke
- a little more frequently than before, since they were given a better
chance in a group in which no one dominated verbally, but still not
as much as the high contributors. The high contributors spoke less
frequently than before, presumably simply because there is a limit to
the amount that can be said in any given period of time. Groups in
which there was one of each kind has the most interaction, since
everyone was able to speak at his preferred level. This implies, first,
that Goldman-Eisler js right in her hypothesis that each person has a
characteristic level of communication congenial to himself, and,
second, that this level is to some extent affected by the characteristic
levels of communication of other members of the group. Borghatta

1 See pages 135-7.
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and Bales express the relationship in the following formula: The
contributions made by any member are a function of the ratio

own characteristic rate of communication
average characteristic communication rates of other members

There are thus ‘natural’ restrictions on communication, attributable
to the personalities of the members.

The fact that some people talk more than others has some im-
portant effects. For although any remark made in the group is, of
course, heard by all present, it is often directed at a particular mem-
ber. The recipient of such a communication tends in turn to direct
his answer to his interlocutor. Moreover, voluble members produce
a greater stimulus to the group than quiet members: people will
answer them back, to agree, disagree or elaborate. This means that
frequent speakers are also likely to be frequently addressed. Accord-
ingly, Bales (1951) finds that not only communication rates but also
interaction rates are characteristic for members of groups engaged in
a task. The most frequent initiator of interaction is also the most
frequent recipient. Moreover, the most frequent speaker speaks most
to the one next to him in communication rank and so on down the
scale. Everyone tends to address voluble members, quiet as well as
frequent speakers, but since quiet members are quiet, frequent
speakers converse mostly with one another.

" Frequent speakers are more likely to interact with one another
than with quiet members. This means, of course, that sub-groupings
are likely to evolve within the group, based on this exclusiveness of
interaction. Such groupings are of necessity more frequently pairs
than trios, and more frequently trios than foursomes. Sometimes
relationships of the type A-B, B-C, but not A-C, occur.!

All this would be irrelevant to a discussion of status were it not for
the fact, later to be discussed at length, that in many circumstances
interaction between members tends to make them like one another
and that this liking grows as interaction increases.? Voluble members
should accordingly like one another better than quiet members. If we
examine the content of the communications made by frequent and
infrequent speakers, we find that this is so. Mills (1953), for instance,
ran a number of three-person discussion-groups for half-hourly
discussions. In these groups there tend to be two highly active mem-

1 See Appendix for further discussion. 2 See page 91.
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bers and one less active one. We find that the two active members
tend to support one another more than they support the third
member of the group. In this way the active members reinforce for
one another the influence that they possess. Whether this is due to
the fact that influential members are allowed to speak more fre-
quently than others or whether voluble members subsequently gain
power is an interesting speculation. In any case, differences in com-
munication rates are accompanied by differences in the interaction of
members, and these in turn are connected with differences in the con-
tent of communications. The support that highly active members lend
to one another reinforces their high status and maintains the low
status of less active members.

Voluble members maintain high status not only because they sup-
port each other. Some other facts need to be stated in this connection.
Because voluble members are more frequently addressed than
others, they are likely to be better informed. Also, since the group
can act only on the information at its disposal (whether information
about a task or about the feelings of members), voluble members are
bound to affect the group more than quiet ones purely by the fact
that they are quick to impart such information. Moreover, there
seems to be in the minds of many people what one might be inclined
to call a confusion between volubility and productivity. Bates, in an
unpublished study quoted by Riecken and Homans (1954), shows
that the rank order of members in number of interactions received
correlated highly with their rank order in a test in which each mem-
ber was asked to rank the others in terms of their contribution to
carrying out the assigned task of the group. In a quite different con-
text, Norfleet (1948) reports that in discussion groups analysed by
her, members who spoke a good deal were rated by the group as
‘more productive’ than the quieter members. Indeed the correlation
of productivity rating and degree of participation was of the order of
0-95. She warns, however, that ‘mere quantity of contribution will
probably not correlate so highly in groups where members have not
learned to limit their contributions to those which are productive’.
Nevertheless, it is very possible that a confusion exists in the minds
of the members, which is likely to keep this correlation high in many
circumstances.!

1 Rpadcrs may. vyondcr whether volubility, productivity or popularity is a greater
asset in status gaining. It may thercfore be relevant to add that Norflect finds that the
members regarded as productive are addressed more frequently than those who are
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ASSUMPTION FOUR

Let differences in status be recognised by members of the group.
It is perhaps not very fruitful to argue whether consciousness of
low status determines the low rate of activity or whether the low rate
of activity depresses other members’ expectations of the value of what
the low contributors have to say. The evidence presented in this
chapter leaves no doubt, however, that the two go together. In
groups where many members may have possible contributions to
make, low status members are likely to defer in their views to high
status (or/and voluble) speakers. We have seen from Norfleet that
voluble members are likely to be regarded as productive. To this we
now add a finding from Hurwitz, et al. (in Cartwright and Zander,
1953) that at a conference of social workers there were members who
felt that their contributions were not important enough to be voiced,
an experience which most of us will have had at one time or another.
If a man does not speak, his views are not likely to be taken into
account. A quiet man has less control over the group. We have seen
how frequent speakers support one another rather than the quiet
member. The quiet member recognises his position and behaves
accordingly. Thus Bales (1951) finds that voluble members show
more ‘attempted answers’ on his observation chart.! (See also foot-
note to previous page.) This means that they give their opinions and
make suggestions as to what is to be done more frequently than quiet
members, who tend mostly to show their reactions to what has been
very popular. Bales (in Parsons, Bales and Shils, 1953) shows also that frequent
spgakergx are more frequently rated as ‘having the best ideas’and ‘doing the most to
guide discussion® than rated highly as liked. In many groups one may have to choose
between thesc two types of behaviour. The crux of the matter cannot be discussed till
lalfr. See p. 103 in the chapter on the emergence of likes and dislikes.
If there were unlimited time available for the discussion and solution of problems,
!he fi_lcl that members’ communication rates differ would not matter. If, however, there
is a time ll_mlt—and the greater the urgency of the problem the less time will be devoted
to discussion before a suggested solution is acted upon—members may fecl dissatisfied
because they have been unable to speak to the extent preferred by them, and they may
feel disgruntled about the proposed course of action. Plainly the larger the group, the
less opportunity tl'_nere will be for each member to speak as much as he wants to in a
limited period of time. In a small group each member has more opportunity to speak ;
in a larger group each member has less time in any given period to make his own
(possibly valulablc) conl.nbuu.on. Hare (1952) reports that groups of boys felt there had
been ample time for discussion in five-member groups, but not in groups of twelve
members each, and tl]csc latter groups also felt dissatisfied with the conclusions they
had rcached. The quicter members are pushed into the background because of the
shortage of time, the voluble members exercisc a restraining influence upon the group

and the structure will become stabilised with the voluble members ‘at the centre of
thing’. The material presented under the next assumption will make this clearer.
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suggested and therefore score highly in such areas as agrecment and
disagreement, praise and blame. Similarly, Strodtbeck (1951) finds
that in the family voluble speakers tend to get their own way more
frequently than other members when there is disagreement. There
seems to be some point in nagging after all!

One reason for the low status of quiet members is probably to be
foind in the fact, to be discussed in detail in Chapter Nine, that a
period of information—exchange precedes the period of decision-
taking. Except in situations where proposed actions are voted upon,
one cannot usually carry a meeting merely by expressing disagree-
ment.! The group requires at least a show of reason before it com-
mits itself to a course of action and this necessitates participation at
the stage of information-exchange.

A quiet member may lose a lot by not weighing in at this stage.
Unfortunately even when he does speak, a low status member can-
not always gain the ear of the group; he suffers because of the
autistic mechanisms previously described. A high-status member is
required to give far less justification for his proposals than other
members. He has the advantages of being considered an authority, a
confusion of thought resting upon a pun. .

Thus once status differences are recognised by the members of th
group, we find that the skill which earlier we postulated as conferring
status is often itself a socially determined characteristic. Conscious-
ness of high status improves a man’s performance and increases the
tendency of other members to see his performance as good. This is
shown, for instance, by Harvey (1953). He instructed mcmbers of
groups in which there was a sharp awareness of status differences to
play a game rather like darts and to estimate their own (and other
people’s) performance. He found that members whose status in the
group was high, tended to over-estimate their future performance,
and in this distortion of judgement they were supported by the other
members of the group. A member of low status tended less to over-

1 Even when proposed courses of action are voted upon, low-status members may be
at a disadvantage. Suppose that a group is organised in a hierarchical way, each sub-
group, in order of status, voting on the issuc and handing down the result to the npext
level. This is equivalent to saying that decisions in a sub-network are made by majority
rule. The information trarsmitted to the group at the next level of centrality may now
cause ‘conflict of data at this level. But the weight of the top level is behind it and
thercfore it is transmitted even further down the line. In this way a small resolute group
in a stratificd network may have considerable influcnce on the action—as governed by
information—of a number of members considerably larger than the number that com-
posed the original sub-nctwork (Penrose, 1952).
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estimation and might in fact under-estimate himself, and the group
shared his poor opinion of himself.

Sometimes members of the group take an active part to see that
high-status members perform well. Thus Whyte (1943) reports that
in the street-corner gang, the performance of low-status members
who were able to do well when bowling with other teams deterior-
ated markedly when matching skills with high-status members of the
gang. He attributes this to the fact that other members consistently
heckled and jeered during the contests. High-status members get
positive support from the group and low-status members are given
negative support when exercising their skills.! The structure of the
group is in this way stabilised. Whyte also points out that low-status
members may make good suggestions, but that they are not taken
up by the members unless the leader accepts and repeats them.

Where consciousness of status exists, communication may be
r_estricted in another way, in that only certain types of communica-
tion are transmitted. Thus Kelley (1951) formed groups of college
students and told them they would be divided into two groups. One
group would send messages to the other group, instructing them how

. to place bricks in a certain pattern. Any member could send written
messages to any other member. When the groups were separated he
told one group that placing the bricks was the more important and
skilled task, and the other group that sending the messages was the
more important. In fact all groups did the same work—placing
bricks—and the instructions which purported to come from the
other group were standard messages sent by the experimenter. The
group which had been told that laying bricks was the better task and
who therefore thought of themselves as doing important work, were
called by Kelley ‘high status’. The group which had been told that
sending messages was the better work, and who therefore were not
doing the work that was considered the more important, Kelley
called ‘low status’. Finally there were also control groups, who were
given no indication of their status.

The experimenter collected the notes written by the subjects, who

1 This interesting phecnomenon may tentatively be cxplained in the following way.
Itis an error to regard the leader as excelling in one function only. The group wishes to
maintain an integrated ideology and the leader emerges because of the configuration of
qualitics he possesses. Those who were good at bowling, the manifest determinant of
Status in this group, but did not live up to the total group idcology, were by this means
kept down.
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were led to think that these would be transmitted to the other group.
Kelley found that high-status members tended to criticise the low
level, and that the low status members criticised one another. Low-
status members also frequently expressed their difficulty at under-
standing the task, although in fact they did not make significantly
more errors than the high-status groups. The high-status members
were very careful not to send criticisms of their own job or their con-
fusion in it to low-status members. The lows, on the other hand, did
not criticise the high-status members. The general effect was, of
course, to confirm the status differences of which the group was
aware. (In the control group the number of critical messages was
greater, but they were sent impartially within and between the two
sub-groups.)

Low-status members sought to escape from a situation which they
felt to be unpleasant by sending large numbers of messages irrelevant
to the performance of the task, both within their own group and to
the other group. The amount of irrelevant matter communicated will
obviously have an effect on the quality of the performance as well as
on the morale of the groups.

We shall return to Kelley’s experiment in a later chapter, for we
have not exhausted all that may be said of the effect of consciousness
of status differences. But we cannot carry our argument further until
we have discussed at length the function of sentiments, in particular
of norms and friendships, in the group.!

ASSUMPTION FIVE

Let members interact within a competitive situation.
Deutsch (1949) contrasts co-operative and competitive groups in
the following way:

‘In a co-operative social situation the goals for the individuals or
sub-units in the situation under consideration have the following
characteristics: the goal regions for each of the individuals or sub-
units in the situation are defined so that a goal-region can be
entered (to some degree) by any given individual or sub-unit only
if all the individuals or sub-units under consideration can also
enter their respective goal regions (to some degree). In a com-
petitive social situation . . . if a goal region is entered by any indi-
vidual or sub-unit . . . the other individuals or sub-units will, to

1 The discussion is carried further on pages 102-3.
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some degree, be unable to reach their respective goals in the social
situation under consideration.’

In his analysis of co-operative and competitive groups in action
Deutsch shows some interesting differences between them. For
instance, competing members are careful to withhold information
from one another, with the result that members of the co-operative
group learn from one another to a much greater extent than do com-
peting members. Members in competition also communicate less
frequently with one another and are less friendly.

A group whose members are in competition with one another is
like a badly organised or muddled group. In the one case the mem-
bers deliberately hinder one another, in the other they are in each
other’s way by accident.!

Mintz (1951) put subjects in a position where all could attain their
ends provided they organised themselves. The subjects were required
Lo plull a wedge attached to a line and rod out of a narrow-necked

ottle.

Figure 1
If two subjects tried to do so at the same time, their wedges would
jam and their attempts would fail. Normally, however, subjects

1 For a [lurther discussion of the need for organisation see Chapter 5.
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managed to deal adequately with the problem. But when Mintz in-
troduced stress into the situation by allowing water to enter the
bottle from below and giving money to those who extracted their
wedge before it got wet, the subjects did not take time to organise
themselves efficiently and they frequently got into such a muddle that
all their wedges were jammed in the bottle.

A co-operative group evolves a division of labour. Each member
will prefer to perform that part of the task in which he feels himself
to be expert. He is recognised as able in his sphere by other members
and thus a voluntary division of labour comes about. In this situation
if one man nears his goal so do all the others in the group. A good
division of labour implies that members work according to a com-
monly recognised plan. Before A can choose his plan of work, he
must know what B is planning to do. Both can only work at their
best if communication is perfect. In a competitive situation on the
other hand it is important to conceal one’s strategy from other mem-
bers (Simon 1947, also Follett op. cit.). In this way communication
becomes restricted.

SUMMARY

A stable status structure is one in which members possess per-
manently to different degrees the ability to elicit a desired response.

(1) When a group has solved a series of similar problems, members
whose skill has been used for the solution of these problems
tend to acquire authority in situations where their skill is not
necessarily required. In this way communication becomes
restricted and authority becomes divorced from skill.

(2) (a) Members who like one another will tend to respond to one
another more frequently than to those they like less well. In
this way communication becomes restricted and authority
becomes divorced from skill,

(b) If some members of the group are able to communicate in
the absence of other members, a popular member will be at
the centre of the communication network. He will have
more access to information than other members. In this
way communication will be restricted. Access to informa-
tion confers status.

(c) If members of the group are able to communicate in the
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absence of other members, a popular member can give or
withhold information. In this way he will be able to control
the decisions of other members.

(d) By virtue of his position in the network a popular mem-
ber has: (i) greater direct and indirect access to resources.

(ii) more control over other members.
(iii) more insight into the behaviour of other members.

(iv) more opportunity to gauge opinion in the group.

(e) If some members are able to communicate in the absence
of other members, a sociogram based on liking may be
regarded as a structure showing the relative ease of com-
munication between various members.

(f) The contributions made by unpopular members tend to be
disregarded. In this way communication will become
restricted and authority divorced from skill.

(3) (@) There are natural restrictions on communication attribut-
able to the personalities of members of the groups. The
contributions made by any member are a function of the
ratio:

own characteristic rate of communication
average characteristic communication rates of other members

(b) Frequent speakers are frequently addressed.

(c) Frequent speakers speak to one another and tend to sup-
port one another. In this way they reinforce each other’s
high status and maintain the lower status of other members.

(d) Voluble members are likely to be regarded as productive,

(e) If some members can communicate with one another in
the absence of other members, those who meet frequently
are better informed about group affairs. Access to in-
formation confers status.

(4) In a given period of time members of a small group can con-
tribute more to a discussion than members of a larger group.
Quieter members are thus given more of a chance in the small
group than in the larger one. In the latter situation they may feel
that their opinions have not been given sufficient consideration
and they may become disgruntled and dissatisfied with the

solution.
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(5) (a) When status differences are recognised by members of the
group, low status members tend to inhibit their own com-
munications. Thus communication becomes restricted and
authority divorced from skill.

(b) Frequent speakers make more suggestions and give their
opinions relatively more frequently than quiet members.
Quiet members tend to communicate relatively more fre-
quently their approval or disapproval of what has been
suggested by the frequent speakers.

(c) Consciousness of high status improves performance and
increases the tendency of other members to perceive a per-
formance as good. The opposite is true in the case of low-
status members. Skill itself is therefore to some extent a
socially determined characteristic.

(d) Consciousness of status differences may affect the content
of communication in the following way:

(i) high-status members criticise low-status members;
(ii) high-status members do not criticise one another;
(iii) low-status members express more confusion with the
task although they make no more errors;
(iv) low-status members feel they cannot make such good
suggestions as high-status members;
(e) Contributions made by unpopular members are ignored.

(6) If time is limited or the group is large the number of contribu-
tions made by less voluble members will decrease.

(7) High-status members get more positive and low-status members
get more negative support when exercising their skills.

(8) The more unpleasant one’s position in a status hierarchy the
greater the amount of irrelevant communication. According to
this criterion the following is the order of pleasantness of posi-
tion in the group:

(a) secure high status,
(b) mobile low status,

(c) insecure high and immobile low status.

(9) In groups where decisions are transmitted by majority vote, a
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small resolute group may control a large number of indifferent
members.

(10) A badly organised or unorganised group, or a group with
status conflict, resembles a competitive group:

the attainment of aims by one member hinders other mem-
bers in the performance of their own work;
members withhold information from one another;
members communicate hostile feeling and criticisms;
members communicate a great deal of material unrelated
to the task.
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CHAPTER FOUR

The Spread of Information®

ANY variables need to be considered when describing the

processes of group life. Since it is impossible to consider

them all simultaneously, one way of introducing some order
into description of this kind is to start with the very simplest assump-
tions about the group and to complicate them gradually by bringing
in new variables. Then one can consider the effect that such new
variables have on the relationships already stated. In the earlier
chapters of this book the assumptions have been so simple and often
so general that one will not find outside the laboratory groups
governed solely by the mechanisms described. In the present chapter
we are even more extreme. The group members are assumed to be no
more than automata and all members are assumed to be completely
similar. The members’ functions are restricted to transmitting with-
out alteration all the information at their disposal. They may not
withhold it, forget it, misunderstand it or do any of the things which,
often to our irritation, real people do. The members differ initially
only in the kind of information they possess; no member’s informa-
tion is more important than that of any other member. The spread of
information in this hypothetical situation is therefore determined
solely and fundamentally by the communication structure of the
groups. Because we shall assume that there are no distinguishing
marks that differentiate one person from another, we shall, in tracing
the spread of information through the group, do no more than make

1 Rcaders who wish to pursue the type of analysis outlined in this Chapter are
referred to the mathematical literature on topology and nctwork theory, of which a
good bibliography may be l'ound/in Christie, L. S., Luce, R. D., and Macy, J. (Com-
munication and Learning in Task orientated Groups (1952). The main body of their book
is simpler and has a more obvious sociological relevance than the literature their bibljg-
graphy refers to; even so, it is very difficult in places. The simplest approach to the syb.
ject may be found in Bavelas, A. (1948)—'A Mathematical Model of Group Stryc-
tures’, Applied Anthropology. An interesting discussion of very similar problems jg
to be found in Lewin, K., Field Theory in Social Science, Chapters V, X and Appendix,
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explicit some of the mathematical properties that communication
networks possess. It is the bare bones of group structure that will
become apparent, before they are clothed with the elaborations of
group life. Such severity has an elegance of its own.

Its use for us will be that it enables us to describe differences
between groups structured in various ways. We showed in the pre-
vious chapter how restrictions in communication may come about.
These restrictions form all kinds of patterns of communication.! In
this chapter we do not concern ourselves with the origin of these
restrictions; we shall take it for granted that they exist and set about
describing them. Once such restrictions do exist they will affect the
transmission of information in the group. This will itself have con-
sequences for other activities in the group, such as learning and
organisation, which will be discussed in the next chapter, but the
main importance of the concepts now to be described is that they
provide us with a method in terms of which we can distinguish
between groups which differ in the manner and extent to which they
have restricted their communication. Before we tackle any further
problems we must fix firmly in our minds the concepts in terms of
which structure can be analysed and the effects which can be attri-
buted to structure when it alone is regarded as the determinant of
group characteristics.

The basic elements of the description of group structure are the
group members and the communication channels or ‘links’ between
them. These channels determine the network and the structure of
the group. Strictly speaking, a network is defined as a set of links
between members who use all communication channels available to
them; a structure is a network in which some channels are, for
reasons not further examined in this chapter, neglected.

ASSUMPTION ONE

Let all members be exactly alike.
This assumption is valid throughout the chapter. On its basis it
will be possible to attribute all differences in the behaviour of mem-

1 1f the mcthod now to be outlined is to be used [or practical purposes, for describ-
ing the structure of a group, care has to be taken in specifying what types of relation-
ships will define the structure. In concrete description we have to specify, for instance,
whether we call a man central because he is well-informed (centrality in the informa-
tion structure), well-liked (centrality in the sentiment structure), of high status (cen-
trality in the power structure), and so on.

D 41



THE STUDY OF GROUPS

bers to their position in the network and to nothing else, All mem-
bers will be subject to the same external constraints. If, therefore, we
find differentiation—differences in the behaviour of members which
allow us to distinguish between one member and another—it is
bound to have arisen in the course of information-transmission, and
it is bound to be due to network characteristics and to nothing
else.

ASSUMPTION TWO

Let all members communicate through all the links at their disposal.

Unless the contrary is explicitly stated, it is assumed in this chap-
ter that a communication channel is never ignored. When a member
has a piece of information, it is assumed that he will transmit it to all
the members with whom he is connected. These members in turn are
assumed to communicate the information they have received through
all the channels at their disposal. In this way information spreads
through the network. We also assume for the moment that no time
has to be spent in the hearing, reading, writing, or understanding of
the messages. In the next chapter we shall relax this assumption.

ASSUMPTION THREE

Let the number of members be varied in a group in which each
member is directly linked with every other member.

The size of networks may be defined either by the number of
members included, or by a more composite definition in which the
number and position of the links is taken into account as well, If
there are links between all members in a group of » members, there
will be 4n(n - 1) links.! In considering the effect of an increase in the
number of members in a group in which all members may speak
freely, the number of channels of communication it would be neces-
sary to maintain can be calculated through the same formula, One
factor which makes for a great complexity of relationships in groups
is the fact that the number of links increases very rapidly with an

1 This formula is arrived at in the following way. Each member has a link to every
other member through which he communicates, but he does not communicate with
himself. In a group of n members, therefore, each member will have (n - 1) links. This
is multiplied by n, the number of members in the group, if we want the total number
of links, for the whole group, which is therefore n(n - ). But in doing this we are
guilty of double-counting; we have counted the link AB (and all other links) twice,

once as from A to B, and once from B to A. Therefore we divide through by 2 and
arrive at the formula 4n(n - 1).
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increase in the number of members (Kephart, 1949, 1950). The
addition of one member requires as many new links as there were
members before the new recruit joined.

For a three-member group the number of links would be three.

”» four- ” ”» 3 ” SIX.

13 five- ”» 13 2 ”» ten.

5 SIX- 1 ”» ”» ”» fifteen.
Figure 1

By the same token, the number of structures which may evolve out
of the networks would increase sharply as the number of members
increases if Assumption Two were abolished, i.e., if members were
allowed to choose with whom they would communicate. We shall
consider this possibility in Chapter Five.

ASSUMPTION FOUR

Let the number of members be held constant and the number of
links varied.

It does not always happen that each member can communicate
directly with every other member. Other considerations closely
bound up with an intuitive meaning of size enter when groups with
the same membership-totals differ in the number of links between the
members. The proportion of links to members is, however, too im-
precisc a measure to be useful, for we shall see that much depends on
the position of the links.

In the three five-member networks illustrated in Figure 2, we find
four, five and ten links respectively. Suppose that all members can
receive and send messages simultaneously and that each transmission
from member to member takes one minute. How long will it take
before all members are in possession of the same information, each
starting out with a different bit? In the totally connected network the
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time will be one minute, since only one link separates any two mem-
bers. In the circle the time will be two minutes, since for each mem-
ber there are two others who can be reached directly and two to
whom the neighbours have to transmit in the second minute the

C C C
B D B D ;) D
A ) E A - E A
chain circle totally
connected
network,
Figure 2

information they have just received. In the chain there are two mem-
bers who must communicate through four links (i.e. through three
other members) and though some members will possess complete
information before then, four minutes have to elapse before every
member of the group is completely informed. .

We may therefore say that the greater the number of links between
members, the sooner all members will be equally informed, provided
all members communicate through all the links at their disposal. It is
also clear that the more links there are in the network, the greater is
the number of members who will gain information after only one
transmission.

ASSUMPTION FIVE

Let the number of links and the number of members be the same
in two groups.

C C
B D B D
/
A E A E
Figures 3 and 4
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Counting the number of links is not a perfect way of describing a
network. Consider the two networks illustrated in Figures 3 and 4.
Both have the same number of links (five) but information will spread
more rapidly through Figure 3 than through Figure 4, because in the
latter there is one communication, that between A and E, which
has to be made in three steps, whereas in Figure 3 these two are
directly linked. We must, therefore, have recourse to a more refined
index. This is to be found by totalling the number of links, direct and
indirect, which exist between any two members of the group. This is
done as follows:

For Figure 3 For Figure 4
Members Links needed Members Links needed
AtoB 1 AtoB 1
AtoC 2 AtoC 2
AtoD 2 AtoD 2
AtoE 1 AtoE 3

Total 6 Total 8

The total number of links connecting A in Figure 3 to every other
member is therefore six, and for A in Figure 4 it is eight. Since A in
Figure 3 is in exactly the same position as any other member, the
total sum of distances between all members in Figure 3is 5 x 6 = 30.
In Figure 4 only E is in the same position as A; Band D are also in a
similar position, the total for either of them being 1 + 1+ 1+ 2 =5,
The total for member Cisl 4+ 24 1+ 2= 6. The total sum of dis-
tances between all members in Figure 4 is therefore

@x8+@2x5+6=32

This sum is obviously important if one wishes to know how much
information will be held in common by members of a group after a
certain lapse of time. With certain exceptions, the greater the total
sum of distances between all members, the fewer people will have
received information in a given period of time,

A further measure, and the best if we wish to know the minimum
period of time required for everyone in a network to be informed, is
the diameter. The diameter is the shortest distance between the two
members furthest apart in a network. In the totally connected net-
work shown in Figure 2, every member is directly connected by one
link with every other member. All members are equally ‘far apart’;
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the shortest distance between them is one link; therefore d = 1. In
the circle, any member can reach any other in at least two steps,
therefore d = 2. (It is, of course, possible to get from A to D through
B and C, but that is not the shortest distance between them and it is
therefore ruled out.) In the chain A and E are furthest apart; the
one has to reach the other in no less than four steps, therefore d = 4.

To be quite precise, therefore, it will be best to rewrite our previous
generalisation in the following way, splitting it into two separate
propositions. The smaller the sum of all distances between members,
the more members will be better informed after one transmission.
The smaller the diameter the sooner all members will be informed
completely.

There is another reason why this is a better formulation, for there
may be what could be called ‘superfluous links’ in a network. If, for

c instance, the diameter of a network is three,
it may be irrelevant that a number of mem-
bers can communicate in less than three

B p steps. In Figure 5, for instance, there are

a number of links, such as, for instance,

links AD and BE, which do nothing to re-

duce the diameter although they reduce the

sum of distances between members. Super-

A° ] € fluous links may, however, be very impor-

Figure 5 tant, especially when there is a danger that

there are disturbances in communication. This case is discussed
later in this and in the next chapter.!

It has been shown that when the sum of all distances from one
member to every other member is calculated, this sum is found to
differ for different members. For rough and ready work it is simplest
to distinguish between members by counting the number of links at
the disposal of every member. For precision a more complex measure
is used. We find the distances between one member and all the other
members of the group in the way shown on the previous page under
Assumption Five, that is, by counting the number of links needed to
connect that member tp others in the group. The number arrived at
in this way is then compared with the total number of distances
between all members and all others. In this way we arrive at the con-

1 Other types of superfluous linkage will of course occur if one member has no in-
formation or if two members always possess the same information.
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cept of centrality.! It measures the centrality of each member. The
centrality index of any member X =

sum of distances from every member to every other member
sum of distances from member X to every other member

ASSUMPTION SIX

Let the centrality indices of members differ.

The concept of a centrality index is a very fruitful one for the
description of the characteristics of networks. The consequences of
differences in centrality will be referred to again and again. in sub-

sequent chapters. In Figure 6, the centrality indices of members in
various types of network are illustrated.

4.5 4.5
5 67
46 46
5 5 57 57 160
8.0
40 .
5 5 40 % 46 40
circle chain star e
Figure 6

There are several points of interest to be noted in the networks
shown in Figure 6. Firstly, the networks differ in the number of
Jevels of centrality discernible in them. This must have important
consequences in all groups where hierarchical differences are
described. In the circle all members are on the same level; none is
more central than any other. In the star there are two levels and the
differences in centrality are very marked indeed. In the chain there
arc three, and in the Y four levels. Secondly, the central member
really deserves his name. He is closer to the other members than
anyone else. If thie other members wish to reach each other by the
shortest possible route, they are compelled to communicate through

1 The numerator is a constant for any group. If, therefore, we are interested only in
one network, we may substitute any convenient number for it. But if we wish to com-
pare centrality patterns in a number of networks the numerator must be stated in full,
for it differs for different networks.
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him. We have already seen that in the course of the communication
process some members will be in possession of all available informa-
tion while others are still waiting to have it transmitted to them. The
more central a member, the sooner he will be in possession of all the
information at the disposal of the group. And the greater the num-
ber of levels the greater his advantage over other members.

The greater the number of levels the greater his advantage over
others, for the longer it will take before the information at his dis-
posal will reach the peripheral members. If therefore a decision has
to be made in a hurry he may very well be tempted to make it with-
out consulting those members who are still waiting to have the rest
of the information transmitted to them. Thirdly, further differentia-
tion may occur in a group after a number of transmissions due to
differences in the centrality levels of the members. At the end of only
one transmission, central members will be better informed than
others because of their position in the network. The fact that in the
middle phase of the communication process the central members are
better informed than others has another important consequence.
We have shown that influence is closely related to the possession of
information. There are therefore times when the central person+or
sub-group will not only possess more information but be able to
exert more influence. Fourthly, if the central man is fed most of the
information, he is most likely to spot any discrepancies between
items as they come to him. Generally speaking, therefore, the central
members are also in the best position for correcting errors. Con-
versely, if the central members make a mistake, the chances that it
will be corrected are relatively small.

Finally, the central member is the most indispensable because if
he does not transmit information, the diameter of the group in-
creases more markedly than would be the case with any other
member. To sum up, because of the functions which the central
member performs by virtue of his position, such members are very
valuable and the loss of such members is likely to have more serious
consequences for the group than the loss of a peripheral member
would have had.

ASSUMPTION SEVEN

Let there be disturbances in the communication channels.
The question of indispensability is an interesting one. Not only
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are some members more indispensable than others, but some net-
works will suffer more than others from the destruction of a member
or a link. Consider the circle: if any member or any link be missing,
the network becomes a chain; and communication, though slower,
will still be possible between the remaining members. But if a mem-
ber or a link be missing from a chain, some members of the group
might find themselves isolated. The group would be smaller than
before, or it might now consist of two networks isolated from one
another. This possibility may be indicated by a number k. Where
k = 1, the destruction of one link will isolate one or more members,
as in the chain; where k = 2, two links must be destroyed before this
can happen, as in the circle. For a totally connected group with n
members, k = n-1.

C C
BREAKING UP
HE CIRCLE
e B D B D
Link DE
is destroyed
A E A E
K=2 K-1
BREAKING UP
THE CHAIN c C c
f:
8 D B D B D
A E A E A E
K=1 Link DE is destroyed Alternative.-
E is isolated Link CD is destroyed
ABC are cut off from
Dand E
Figure 7

A break in a link between members is of course less interesting for
the study of small groups than other kinds of interference, such as
misunderstandings, the inhibition of communication through differ-
ences in the status of two communicating members, and other types
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of restricted communication such as were discussed in the previous
chapter. Whatever the origin of a disturbance, however, it is im-
portant to remember that groups with different networks will differ
in the ease with which members can be isolated from their fellow
members. The ease with which a member may be cut off from the
group can thus be seen as one of the elements making for differentia-
tion between members. In Figure 8, for instance, the disappearance
of link CD would isolate members DEF but the disappearance of
link EF would hardly impair the working of the group. Similarly in
Figure 9, the disappearance of member C is a more serious matter
than the disappearance of any other member. It will be noted that
he is also more central.

A E A )
H N
B F 8 E
Figures 8 and 9

.

Obviously, where only one member or link connects two clusters
of members, the possibility of disruption is more immediate. In such
cases, moreover, if the crucial member or link fails to transmit
accurately there is no way of correcting the error. A concrete
example of such cases may be found where one man is a member of
two groups, for instance when a committee appoints one of its
members to act as its representative on another committee. In this
way it becomes possible to think of a member as the connection
between two groups. This will be useful when we wish to analyse sub-
networks and the degree to which sub-networks are dependent on
one another.

ASSUMPTION EIGHT

Let some members be more closely connected with the metwork
than others. /

Obviously, there may be members who have so many links to
others that they are unlikely to be ever completely cut off from all
other members. Others may be in a more vulnerable position. In
many larger groups there may be clusters of members closely con-
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nected with one another, but with few links to other clusters. Figures
8 and 9 give an example. One can identify sub-networks in any group
where the number of links between certain members is greater than
the number of links between those members and others outside.
(Thus in Figure 10 the members of sub-group PEQR have more links
among themselves than they have to any other member.) The point
at which a cluster of members may be called a sub-network or, to put
it in a slightly different way, the point at which we can say that a
group forms part of a larger network, is established by an arbitrary
criterion. We may characterise as sub-networks only those clusters of
members who are totally connected with one another, or to clusters
consisting of totally connected members plus those other members
who have more than an arbitrarily decided minimum of links with
the totally connected members. In deciding whether a man belongs
to a sub-network or not, we therefore look at the number of his
connections with it and compare it to our arbitrary criterion. If we
define as a sub-network a cluster whose members have no connection
with the rest of the network, Figure 11 shows one network. The net-
work is divisible into three if we stipulate that a sub-network must be
connected with the main group by not more than one link, and into
four if we stipulate that there must be no more than two.

A B F

E
P\ R s c D w X b4
Q

Figure 10

A special case is the network in which highly central members have
relatively few links. Some hierarchies are of this type. A hierarchy is
defined partly by the content of its communications, such as orders
and rewards. It has also certain network peculiarities of which the
chief is the fact that thie lower centrality-levels have markedly more
members than the higher. Since a hierarchy is a very regular sym-
metric pattern there are also very few centrality-levels relative to the
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number of members, e.g. in a firm, two thousand people may be
distributed between four levels. A hierarchy guards against the too
easy disruption of its communication system by encouraging intra-
level communication. It will be seen that the hierarchy in Figure 11
is much more easily disrupted than that in Figure 12.
A

¢ [« C

Figures 11 and 12

The centrality figures for patterns 11 and 12 are shown below. It will
be noted that in Figure 11, A is the central member. In Figure 12, the
two members B are the most central. The additional links in Figure
12”are superfluous in that they do not increase speed of information-
transmission. They have the useful function of minimising the

chances of disruption.

Table for Figure 11 Table for Figure 12
A 155 A 114
B 147 B 147
C 10-0 C 103

The member through whom information must flow from one sub-
network to another is in the position of an ‘open cell’.

ASSUMPTION NINE

Let some members be open to influence and information from the
environment.

Through the member in the position of an open cell, information
comes to the other members. It now becomes possible to think of the
group as surviving in an environment. Every group is and needs to
be linked to other groups which are its environment. Thus the group
is in the position of a sub-network, adapting itself to the information
fed into it from a greater network. After information is fed in through
the open cells, the resources of the group are called upon to deal
with this information as well as they can. If it is necessary to adapt
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speedily to the environment it is obviously an advantage to have the
important open cells as central as possible, and also to have them
closely interdependent, since they may each have access to different
parts of the environment. The levels of a hierarchy are also dis-
tinguishable in terms of the part of the environment to which they
have access.

In practice, for instance when analysing the communication struc-
ture of an industrial firm, we specify the type of information we are
interested in and neglect all open cells which bring in other kinds of
information. Thus it may be important to study the outside contacts
of a board of directors and the information that flows into the firm
through them, but the telephonist, whose function is also that of an
open cell, is taken less seriously.

ASSUMPTION TEN

Let the information spread from a single member in a group differ-
entiated into sub-groups.

This assumption enables us to trace, in a simplified form, the
spread of information from one member throughout the group. It is,
of course, especially interesting when this member is in the position
of an open cell. If we are able to trace the information spread in this
way we can reconstruct from it the nature of the network underlying
this group. If we construct a graph of the spread of information over
time in a totally connected group we shall obviously find that, at the
beginning of the time interval needed for transmission, one member
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Figure 13
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has the information, and at the end, all members have it. If the group
is organised in a chain (Figure 13) the information diffusion will
proceed in arithmetic progression.

If the group is a hierarchy of the type shown in Figure 14 the
increase in the numbers informed will be in geometric progression.
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Figure 14

In other types of groups the spread of information is likely to con-
form to an S-shaped curve (Dodd, 1953). In the first stage the in-
formed member transmits what he knows to those few members who
are linked directly to him. These in turn transmit the information to
a larger number. A rapid rise in the number of informed persons
follows until information comes to reach those members who have
already received it from other sources. In this way the number of
ignorant members informed decreases. Where several sub-networks
overlap, the S-shape might repeat itself several times (Figure 15a).
There will be a flattening of the curve when most members of one
sub-group are informed, then the links connecting two sub-networks
are called into play, and the next nearest sub-group begins to have
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the information disseminated through it. One test for overlap of
sub-groups might therefore be the ‘information-diffusion curve’.

The greater the number of links between the sub-networks the less
delay there will be in the transmission of information from one net-
work to another, or, the greater are the chances that an uninformed
member from another sub-network is contacted. Figures 16 a, b, c,
show the kind of network corresponding to the spread of informa-
tion curves of Figure 15.
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Figure 16

In Figure 16a there is little overlap between the sub-networks, in
16b there is a good deal of overlap, in 16c it is hardly possible to
sub-divide the network. Efficiency in communication might there-
fore be measured in terms of the steepness of the information-
diffusion curve, the aim being to get it as steep and straight as
possible. The horizontal parts of the curve signify difficulty in trans-
mission at the lower, and superfluity of information at the upper

end.

SUMMARY
() Ifall members are alike in all respects, differences in behaviour
will be accounted for by the differences between members’
positions in the network.

(2) The total possible number of links in a network of » members

is 4n(n - 1).
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(3) The larger the number of links in a network the greater the
number of types of structure that may emerge from the net-
work.

(4) The smaller the sum of all distances between all cells the more
information will be spread in one transmission. (All members
communicating through all channels at their disposal.)

(5) The smaller the diameter of a network the sooner all members
will be completely informed.

(6) For a given number of members and a given number of links
between them the speed at which information spreads is shorter
with the shorter diameter.

(7) A network in which members differ in centrality index is a
differentiated network.

8) In a differentiated network, where only a limited number of
transmissions are permitted, the most central person or sub-
group will be the best informed and most influential.

(9) Thc most central members are in the best position for the
correction of errors. .

(10) The most central members are most indispensable to the
group. .

(11) Groups may be distinguished with respect to ease of disin-
tegration.

(12) The system of links in the network differentiates members
according to the ease with which they may be cut off from the
network.

(13) The spread of information from a single source follows the
shape of the S-curve.

(14) The shape of the spread of information curve will show the
degree to which sub-groups exist in the group.

(15) Efficiency in communication may be measured by the steep-
ness of the S-curve.

(16) For efficient adaptation to the environment central cells
should be open to the environment.

(17) The greater the number of levels of centrality in a network
the greater the advantages the central cells have over others. ,
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CHAPTER FIVE

The Need for Organisation

from social life as we live it that our conclusions, though valid,

may seem to have little direct application. Chapter Four was an
essay in method; life is more complicated than we supposed in that
chapter. People learn, they change, they get in each other’s way and
have to organise themselves, they are lazy, they want to enjoy them-
selves, they belong to many groups. It is to such considerations that
we must now turn.

Let us consider what we have achieved. We found what kinds of
task are best accomplished by co-operation and we have described
the group in which skilled men give the orders. Then we saw that
skill may become only one among other qualifications for leader-
ship and how this may relate to restricted communication in
the group. Lastly, we looked at a method for analysing differ-
ences between communication networks. We must now show how
different kinds of restricted networks in turn affect the life of the
group.

We assume as before that members between them possess all the
information needed. to solve the problem and that the problem is
solved when all possess the total body of knowledge at the disposal
of members. Our purpose in this chapter will be to show how the
group learns what type of communication system will suit it. We shall
consider several related factors. One of these focuses on the efficiency
of different com_munication networks for the solution of group
problems, in particular, how a group learns to perform a task in the
most efficient way—quickly, in as few steps as possible, accurately,
with a quick correction of errors. This means that we must interest
ourselves in the organisation of the group. For a group to learn how
to perform 2 task well is to learn how to organise well. There are
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advantages and disadvantages to the different networks which a
group may form. We shall want to examine how a group learns to
organise itself in a satisfactory way. There is here an unfortunate gap
in our data. On the one hand we could show in Chapter Three how
restricted communication comes about in the group. On the other
hand we know how and why different networks differ in efficiency.
What we cannot prove is that the consequences of different com-
munication networks due to the factors discussed in Chapter Three
are similar to the consequences of restricted networks due to the
intervention of an experimenter, which we shall discuss here. More
experimental work is needed in this area. But it is hoped that this
gap will stimulate the reader’s imagination. Finally, our discussion
of organisation cannot be complete if we do not consider the rela-
tion of group efficiency and organisation to what we may call
morale factors—the zeal and zest with which members pursue their
tasks.

The aims which we have set ourselves make it necessary to modify
in some important respects the assumptions used in the previous
chapter. The new assumptions will make clear what principles are
involved. .

ASSUMPTION ONE

Members initially alike may change their function through learning.

In the previous chapter our assumption was that all members are
inherently alike. Differences in the behaviour of members were to
be attributed solely to their position in the network and much
trouble was taken not to introduce variables which could not be
directly derived from the network in which the members found them-
selves. The generalisations which were stated as a result were in fact
no more than deductions from simple mathematical premises,
because it was not only assumed that members were alike but also
that they necessarily remained alike. They neither changed nor
learned during the group process. That is to say, we were concerned
with a static concept of the group. If, however, it is agreed that
members may learn and that an antecedent state may influence a
succeeding one in other than directly structural ways, a more dyna-
mic model is obtained. Members are therefore now assumed to be
alike only at the outset of their experience in the group. Certain of
the consequences of the assumption that a member may learn from
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experience have already been foreshadowed when the spread of in-
formation was analysed. We have seen, for instance, how a member’s
central position in a network determines the experiences to which he
is subject during the course of information-transmission: it will be
remembered that there are phases in which he possesses more in-
formation than the peripheral members. Now it is necessary to
work out in detail the more lasting eflfects of such differences in
position. '

ASSUMPTION TWO

Let each member communicate to only one other member at a time.

By assuming that each member communicates to only one other
member at a time, a factor is introduced into the situation which
makes it more difficult for members to understand the nature of the
network of which they are a part. They will, therefore, need a good
deal of time before they have accumulated sufficient information
about the network to communicate directly to those members to
which it is most efficient for them to communicate. Indeed, in some
networks the links may be so complex that members never learn this
at all, and thus never arrive at the stage where they solve a problem
in the minimum number of steps. Our new assumption allows us to
slow down the learning process sufficiently for us to examine it in
detail.!

ASSUMPTION THREE

Let us assume that not only information-transmission but also the
understanding of messages take time.

The concept of communication used in the previous chapter is so
abstract that it can be applied unqualified only in very rare cases.
It is not exactly a telephone system; if it were, two people could not
communicate simultaneously to one another or to a third without
confusion. It is not exactly a postal system; if it were, members who
receive a lot of mail would be overworked and hold up other mem-
bers. What we have so far ignored is the importance of the time
factor. Under our present assumptions, the moment that time is
introduced as a consideration, organisation becomes of paramount
importance. By organisation we mean here a common agreement as
to the procedure to be adopted in solving a problem. The group must

1 Sce also the discussion at the end of this chapter.
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organise if confusion is to be avoided, and if information is to be
transmitted in such a way that everyone has something to do and
no one has too much to do. In the postal system members must
organise in order to avoid boredom or the piling up of messages.
The same problem of organisation presents itself in a different guise
in the telephone system because you cannot listen to more than one
speaker at a time.

ASSUMPTION FOUR

Let the time interval between transmissions be lengthy.

‘Lengthy’ is an indefinite term. We mean by a lengthy time inter-
val one which avoids the problem of jamming in the postal system
by giving the most central member time to deal with all his corre-
spondence before the next lot is allowed to come in. In the telephone
system it is a period long enough for everyone to transmit his
messages to the recipient of his choice without getting in the way of
others who want to communicate to the same person. If we allow a
time interval such that even those who receive a lot of information
on one occasion have time to assimilate it all, other members may
have long periods in which they have nothing to do because they
have not received sufficient messages to fill the time. They are bound

to get bored.
Let us consider some five-member networks.

X710

star Y chain circle

Figure 1

With these networks Leavitt (1951) conducted the following ex-
periment. Each of five subjects, identified by a colour, was given a
card on which appeared a set of five (out of six possible) symbols.
Each subject’s card was different from all the others in that the sym-
bol lacking, the sixth one, was a different symbol in each case. Thus
in any set of five cards there was only one symbol in common.
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The problem was for every member to find the common symbol.
To accomplish this each member was allowed to communicate, by
means of written messages, with those other members of the group
to whom he had an open channel (a link in our diagram). He could
write to only one other member at a time. A subject who had dis-
covered the answer was allowed to pass the answer along. Messages
are sent by members to one another until all have reached a con-
clusion. This experiment was a very fruitful one. Throughout this
chapter we shall refer back to it in relation to its various results. Just
now we must focus on the fact that the star, the most efficient net-
work in terms of speed and the lack of errors, was less enjoyed by
its members than the circle, the least efficient. The circle is leaderless
and no organisation takes place in it; it makes and corrects many
errors and is thoroughly enjoyed by its members. It is a network in
which there is much confusion, but all members tend to receive the
same number of messages. No one will get bored because he has
nothing to do. Leavitt also reports that members of the star network
said in a later interview that they enjoyed the initial stages of the
group more than the later ones. Now in the earlier stages a certain
amount of superfluous interaction took place, whereas in the later
stages everything was cut and dried for them. In the circle inter-
action was freer and enjoyment greater: members are less bored.

Action and interaction in a group are enjoyed by the members.
Where one man has access to the data which will solve the problem
long before the others have it and then communicates the solution
to them, he is likely to be the only one to enjoy himself. It is true that
Leavitt’s group was an experimental one and that performance of
the task was as enjoyable for the members as its successful con-
clusion. Nevertheless, this line of thought may be generalised to less
playful situations, such as industrial relations. We may digress to
consider this.
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First, interaction gives pleasure provided that the task is not so
urgent as to outweigh the pleasure of interaction. Where the rapid
completion of a number of tasks is the aim of the group, as it might
be in industry, enjoyment would have a rather different meaning to
members of the group and be more attached. to speed and efficiency.
Failure would be felt as very frustrating in such a case. But, second,
we must remember that morale is likely to be low in departments
which have too little to do. For in this case either the members are
not persuaded of the importance and urgency of the task and there-
fore of their own work, or if they are persuaded they feel that the
organisation is not making sufficient use of them and they are dis-
satisfied on those grounds. .

People like to exercise their skills. If the communication pattern is
such that they cannot, they dislike the situation. Where using one’s
wits is the real end of the group, the formation of restricted com-
munication-paths either by the experimenter or because of other,
social, influences reduces the pleasure taken in the group. This is
confirmed by Back (1948) in his study of the interpersonal relations
in a discussion group. The barriers to communication in his case
were created by the members themselves. Some of them just talked
so much that others could not get a word in edgeways. Here also 3
marked lack of enjoyment was shown by the members deprived of
the opportunity to talk when they felt like it.! Lastly, the lack of par-
ticipation of certain members may affect the adaptability of the
group (see Assumption Seven).

ASSUMPTION FIVE

"Lzt the time period between transmissions be shortened.

If we shorten the time period in which transmissions are sent we
avoid the possibility of boredom. On the other hand, in this case
information will pile up at the centre because the central members
receive so much information that they cannot assimulate it all before
the next batch comes in. Then the problem-solving process is delayed
by the bottleneck which the central members have created and the
central members are overworked and less likely to function well. If
we envisage a telephone system instead of a postal one, and do not
arrange for long periods of transmission, three people may all trans-

1 See also page 103.
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mit to a fourth at the same time and cacophony will be the result.
This is one way of describing disturbances in communication.

ASSUMPTION SIX

Let there be disturbances in the communication network.

In the previous chapter it was assumed that these disturbances
were so grave that communication was not possible because a link
was broken. One may, however, postulate disturbances which make
communication difficult but not impossible, although, paradoxically
indeed, we shall find that it would have been better for the efficiency
of the group if the link in which communication is disturbed had been
totally destroyed. Disturbances in communication make the co-
operative performance of a task more difficult. We shall show that
the more important the organisational aspect of the task is, the more
difficult it will be to carry on when the communication network is
disturbed. (This generalisation is not necessarily true for the case in
which communication links are missing rather than difficult to use.)

(a) Let us first take a task which it is possible and easy to carry out
alone. The construction of a number of anagrams from a given word
is a good example. We have shown in a previous chapter that in such
cases the individual product is often better than the group product.
We may now venture a reason for this: where information is not per-
fectly clear and unambiguous more time is spent in solving the
problem of what the other member means than on the problem in
hand.

Heise and Miller (1951) constructed a number of three-person net-
works, in which the members communicated through microphone
and earphones. The experimenters could introduce into the hearing
apparatus noise in controllable amounts, they could, that is to say,
introduce as many decibels of noise as they wanted to. Although
they produced difficulty in understanding by mechanical means, it
is easy to see how misunderstanding may be socially induced. Mem-
pers who are not accustomed to communicate with one another, for
instance, and do not know one another, may be confused by one
another’s idiom or distracted by the effort to get to know each other,
which may be more interesting to them than the task is. When mem-
bers perform best alone, the nature of the network, or the intro-
duction of noise into it, is not likely to make much difference to the
group result. For this reason all the networks illustrated below did
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roughly equally well, and the introduction of greater or lesser inten-
sities of noise through the microphones made no difference either.

YAV YA

Figure 2

An arrow pointing to member B from member A signifies that
A can speak to B, i.e. B can hear A speaking to him but not vice
versa. Members could speak whenever they wanted to. Some
members might therefore be in the unfortunate position of hearing
one person speak to their right ear while another was speaking to

their left!

(b) A second task which Heise and Miller set their subjects was the
re-assembly into one list of three separate lists of words, one being
possessed by each member. An example will make the task clear.

Complete list
south

though
off
quiz
grade
act
dwarf
plod
sniff
pounce
rash
gun
coast
pig

sin
whiff
pent
&c., &c.

A’s list

though
off

off
quiz
quiz
grade

act
dwarf
dwarf
plod

&c., &c.

B’s list

_south
though

grade
act

pig
sin
whiff

&c., &c.,

64

C’s list

south

plod
sniff
pounce
rash
gun
gun
coast
coast
pig

whiff
pent

&ec., &c.
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As A reads off a word from his list, the others check to see if it also
appears on theirs. If it does they read out the word following A’s
word. In this way the complete list is reassembled. The order of good
performance, of the networks illustrated on page 64 was, in descend-
ing order of quality: 1, 3, 2, 4, 5.

How may we account for this result? It is gratifying to find we can
account for it in its entirety. An examination of the networks will
show that there are two kinds of disturbance to which the members
were subject. One is the noise mentioned above; the other is a dis-
turbance to which network 2 rather than either network 1 or 3 is
subject. It is the fact that member B interrupts member C. The intro-
duction of extraneous noise makes any communication which is not
mutual a hindrance rather than a help. In network 2, member B has
a choice as to whom to communicate with and when he chooses C
instead of A, C has to waste precious time in order to correct him
through A. And if B speaks to C at the same time as A, C has to tell
A to ask B to be quiet! Accordingly we find that network 2 is slower
than either network 1 or 3. It is for this reason that we said on page
63 the link was better destroyed than disturbed. In network 5 there
is no direct communication between any two members. If A wants
to check on what B said, he has to use C as an intermediary. This
enlarges the possibilitics of misunderstandings. All the other net-
works were more efficient than this one. Of the remainder, all except
network 4 have more than one link through which mutual commu-
nication may pass. Network 4 is accordingly the next least efficient.
To sum up so far: when two members cannot communicate mutually,
the communication of the one to the other is likely to act as a dis-
turbance and not as a help. Because in this way all messages may be
delayed, both the performance of the task and the efficient organ-
isation of the group will be more diffiéult in networks of this kind.

In this way we may explain another finding of Leavitt’s. In the
experimcnt already quoted on page 60 the members communicated
to only one other at a time. Since they had no knowledge of the net-
work they must have chosen the members to whom they communi-
cated in a random fashion. Now random communications are more
likely to be mutual in some networks than in others. Obviously, the
smaller the number of choices at the disposal of members the more
likely it is that they will hit on a mutual communication. In a two-
member group, for instance, if both members communicate they
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must do so mutually; they have no choice. Conversely, the greater
the number of links between the members, the slower the spread of
information is likely to be, because members’ choices will be less
restricted and the probability of a. mutual communication will
decline.! Let us now consider Leavitt’s networks again.

K YXT0

centrality centrality centralit: E
of C=8-0 of C=7-2 of C=6- g’e;rz:t:asho

Figure 3

It will be seen that the star has four members who have no choice as
to whom they shall communicate with, it has to be the central
member; the ‘Y’ has three such members; the chain two and the circle
none at all. Therefore the sequence from most to least efficient should
be star—‘Y’—circle—chain. The results are not quite as clear as one
would wish; nevertheless out of a series of fifteen trials, the fastest
single trial was attained by the star, the next by the ‘Y’, and so on.
Mutuality of communication obviously helps the group to perform
efficiently. One reason we have shown is that if two members do
communicate simultaneously to a third, one of them can be asked to
wait. No intermediary is-necessary to transmit that (organisational)
message. Second, if A has sent information to B which contradicts
B’s store of knowledge it can be cleared up very much more easily if
the two can inform each other directly of the existence of the dis-
crepancy than if this correction has to be mediated by a third. Learn-
ing depends directly on the possibility of correcting errors. The
greater the possibilities of error, the more important such feedbacks
become. This is true both for learning information which is available
through others and also for learning which channels of communica-
tion must be used in order to arrive speedily at a solution. Third, in a
network in which there is a mutual link between some members and
not between others, members differ in centrality. The more central
members have more information sent to them or through them than
! This discussion is taken up again at the end of the present chapter.
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other members. They are therefore in a better position for spotting
discrepancies in information sent from two different sources and
they can co-ordinate the efforts of others. We shall see from the next
experiment that co-ordination may be very important. Lastly, we
know that the central member may reach a solution before other
members do so. If he then transmits the solution through the net-
work the group as a whole possesses the solution; they need not each
wait for all messages to reach them—a valuable saving of time.

© A third task performed in the networks constructed by Heise
and Miller was complicated and for good performance there had to
be a member who would co-ordinate the efforts of the group.
Twenty-five words were distributed between the three members, who
were required to construct a sentence out of them. Quite clearly the
structure of the group affects the perceptions of the members as to
the role they are best fitted to fulfil in the circumstances. Perception
of the existence of leadership differs in the various networks and it
differs in accordance with the centrality indices of the members. In
groups where it is easy for members to perceive that there is a co-
ordinator, they are likely to make use of his offices and thus speed
up the performance of the task. In Leavitt's experiment the order for
the fastest single solution, taken out of a series of fifteen trials, was:
star—'Y’—chain——circle. The centrality indices of the most central
member for these patterns are: 8-0—7-2—6-7—5-0 respectively. The
more central the central member therefore, the more efficient the
group. The central member turns easily into a co-ordinator and this
is important if the task is complicated. It is becausc the highly central
member is easily recognised as the ‘natural’ co-ordinator that pat-
terns with marked centrality-differences do well.? In the others, al-
though all members may recognise the need for co-ordination, they
have to devote more time to a discussion of organisational procedure
in order to appoint a co-ordinator. This hypothesis is corroborated
by an experiment quoted by Bavelas (1952). Members of three types
of networks were asked if their group had a leader, after the group
had performed tasks very like those described above. (It is interesting
to find that no one asked what the experimenter meant by ‘leader’.)
The three networks are shown in Figure 4.

1 Here again we find evidence that interaction necessitated by the task is enjoyed.
The co-ordinating position, i.e. the one which receives direct communications from the
other members, was very much preferred by the members to the peripheral positions.
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8 48 92
8 4 12 8
12 6 0 0 0 0 0 O
circle chain star
Figure 4

The figures stand for the percentage of responses which indicate a
leader by position in the network. As is to be expected, the circle
members don’t know and their guesses are pretty equally distributed
among all positions. The central members of the chain and star are
frequently, and the peripheral members never, perceived to be in a
leadership position. Christie, Macy and Luce (1952, p. 177) also
submit evidence that a central member of the chain network deduces
from the number and type of messages that he gets that he must be in
the central position. Accordingly we find in the Heise and Miller
experiment that networks in which the centralities of all members aré
equal did not encourage the emergence of this function. In network 3,
A is the most central member and the natural co-ordinator. Accord-
ingly we find that network 3 is more rapid and accurate than net-

work 1.

ASSUMPTION SEVEN

Let there be a change of routine in the history of the group.

The evidence so far leads us to believe that a group with mutuality
of communication and a clearly recognisable central member as co-
ordinator are best suited to solve problems’in which each member
possesses information useful to others and which are so complex
that a co-ordinator is required. The ease with which a routine can
be established is obviously very important. Routine reduces the
organisational difficulties of the group. Members do not have to
decide for themselves and therefore do not delay the group in mak-
ing up their minds as to whom they ought to be communicating
with., Thus they can get on with the task of communicating their
information. Such a routine is established quite easily with a highly
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restricted communication structure in which communication is
mutual and in which there is one highly central member. In corro-
boration of this hypothesis we may quote Leavitt’s finding that a
routine was established very soon in the star, in the ‘Y’ a little later,
in the chain later again, and in the circle never; the speed of problem
solving in these networks varied in the same order.

There are, however, dangers in such organisation. Routine means
that members become used to performing a task in a certain way.
Suppose now the task changes half-way through the experiment. A
number of experiments were run along these lines. In some of them
the uncertainty was introduced by the means used by Heise and
Miller, i.e., by interference with the communication channels. In
others the task was initially that of finding which of a set of marbles
the five members possessed was common to all members. After this

roblem had been solved fifteen times, a new set of marbles was used
which were cloudy or ambiguous in colour, so that there were
difficulties in describing precisely the shade of one’s marbles, and in
deciding whether one’s own greenish blue marble was the same as
someone else’s turquoise or peacock. The experimenters (Christie,
Macy and Luce, 1952-53) ran their experiments apparently in the
hope that they would be able to estimate the effect of ‘noise’ or ‘un-
certainty’ or ‘ambiguity’ on the performance of tasks in different
networks.

In effect, however, their results show some interesting conse-
quences of rigid structuring or wrong learning. If very similar tasks are
performed a number of times and then the nature of the task changes,
what results can we predict? All that we know seems to point firmly
to the hypothesis that the circle will do better than the chain and the
chain than the star. Let us examine the evidence. First, the better a
routine has been learned, the more reward its rigid keeping has
brought in the past, the less willing will members be to abandon it
now that they are uncertain and in stress. They will not be able or
willing to recognise that the change in the nature of the task involves
a change in the structure of the group. (See also Homans, 1950, p.
102.)

Second, the members in the circle have been enjoying themselves.
They have been participating actively. In the star on the other hand,
there are four members and in the chain two, who have had nothing
to do but to send out information at their disposal and then wait for
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the correct answer to come back to them. The members in the circle
are therefore more strongly motivated to perform their task with
zest. In the other two networks, members have learned to sit back
and to leave the thinking to the central members. It is nothing to
them that they now leave the central member in a mess. Third, let us

look at the networks again.

star chain circle

Figure 5

In the star the central member now gets ambiguous or even con-
tradictory information and no one else gets any information. There-
fore even if the central member asks ‘What do you mean by “yellow-
ish”? there is nothing in the experience of the peripheral member
that will enable him either to interpret the reason for this question
or to place it within a range of yellowishness and its shadings into
browns, reds or greens. In the circle there are sufficicnt interconnec-
tions for everyone to realise that something odd is going on. Since
everyone transmits everyone clse’s messages, there is sufficient in-
formation at the disposal of members for them to sort things out, if
necessary each for himself. Moreover, the circle members tend in any
case to send more organisational messages than do other networks
(Leavitt, 1951), and to arrive at all kinds of short cuts. If they have
learned anything at all, it is how to cope with uncertainty (Leavitt:
Bavelas in Cybernetics, 1952).

Similarly with the correction of errors. In normal conditions, with-
out noise or ambiguity, errors in the star are corrected by the central
member or not at all. Other members cannot get a chance to learn to
do this. In the same conditions everyone in the circle has practice in
checking items of information against one another. Leavitt has
shown that the members of the circle learned to correct many of the
great number of errors they made. They did not correct many to
begin with, but they learned to do so as the trials proceeded. This
learning also is carried over to the new situation. The star and the
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chain are less adept at the reduction of error, having had less prac-
tice in doing so on their previous task.

NOTE TO CHAPTER FIVE

At first sight the reader may wonder at the unrealism of the con-
ditions in which the experiments quoted in this and the previous
chapter were carried on. He may doubt whether the findings based
on them are at all likely to be useful in understanding human
behaviour. To this question there are two replies. The first may be
dealt with bricfly. Some of our findings are directly useful in the
analysis of small group processes. Perhaps among these are those on
the restriction of communication in Chapter Three, and those
related to routine and to organisation in the present chapter.

The second aspect must be dealt with a little more fully. Properly
speaking, this subject deserves a book to itself. Granted that in
small groups the members can usually all speak to one another, can
choose whom they will speak to or not speak to, do not need inter-
mediaries to communicate to other members, do not perform the
same tasks over and over again, do not form routines, etc. etc., there
are important situations where these conditions do obtain. They
obtain in any large organisation. Many of the experiments we have
outlincd throw light on the processes operating in large organisa-
tions.

Let us take as a first example our assumption that a man com-
municates to only one other in a group at a time. It cannot apply to
people conversing in a group or to the kind of large organisation in
which memoranda are sent to all members at a certain level or in a
certain section. But the assumption fits a very interesting case.
People belong to more than one group. Several groups may be in
contact with one another because they have a member in common.
This member can transmit information from one group to the other.
He may be a node in the informal communication system of a large
organisation. Suppose that two groups are working independently of
one another and that each group has information which would be
useful to the other group. Suppose that neither group realises this.
Suppose now that group A has a member a with a link to member b
in group B. There is then potentially a channel of communication
between the two groups. But @ and b each have links to many other
groups and they may not realise for some time that they might be
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useful to one another. Or suppose that a and b do not know one
another, but are the only'members of groups A and B who are at all
likely to meet. This is very like assuming that the network of the
group in which a member can communicate to only one other mem-
ber at a time is a totally connected one and that the choice as to who
shall be the recipient of a communication, is, at least at first, ran-

domly determined.
This is the first step by which a structure emerges out of a network,

or an informal organisation out of a formal one. Obviously there are
only a limited number of structures that can emerge by this process
from a totally connected network of a given number of members,
Thus, for instance, for a three-person group the potential connection
can only be either:

YANRVANE

Figures 6a and 6b

For a four-person group there are six different possible structures.

Figure 7

The number of structures for a group of n members is factorial
(n-1). For a five-person group the number of possible structures
would therefore be 4 X 3 X 2 = 24. We will not attempt to show
them all (Leeman, 1952).

The patterns shown above are assumed to be structures after the
first transmission of information and we have stated that members
are initially alike. Though they may change with experience, the first
transmission takes place before they have learned. For this reason
the following two structures are the same:
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ANVA

Similarly the following four structures are also identical:

/N /LN

If a man does not know the nature of the network in which he is
placed, his choice as to whom he will approach with or for informa-
tion may be made on a more or less random basis. Certainly we can-
not easily predict his choice. We are now considering a group which
is potentially totally connected, i.e. each member may talk to any
other member, as, for instance, at a cocktail party or within the in-
formal system of a large organisation. Experimentally the group is
one in which members send out messages through a channel at their
disposal and hope to receive a message in return, an assumption
which we have already used in this chapter.

Suppose that b has information useful to ¢, and that the reverse is
not the case. Then ¢ will approach b, but b will not necessarily
respond. In that case we have a link which can be said to be in one
direction only, not mutual. Or suppose that b is a go-between for a
and ¢, rewarded by a if he transmits information from c, but not by
¢ for a similar service. This is another case in which information-
transmission will not be mutual. The channels of communication
will then be those of Figure 6b. Or a situation may arise in which a
is prepared to be useful to b because b can make c useful to a
(Figure 6a). This situation may be made to apply to groups in an
organisation as well as to members of a group, in the following way.
Suppose 2 has a link with b who is of no use to group A except that
he has a link with ¢ in group C, and c is useful. How likely is it that
groups A and C will become aware of the fact that interaction
between them would be to their mutual advantage?

It will be seen that in some structures illustrated in Figure 7 there
has been one mutual commurication, in others two, and in one
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structure none. It can be shown that if a group is to perform a task
in the fewest possible number of steps, in the conditions assumed
here, it must at first transmission have hit on the largest number of
mutual communications. The proof is complicated and will not be
further discussed here.! The empirical verification of this condition

has already been given by the experiments quoted on pages 65-66.
Plainly the probability that a large number of mutual communi-

cations will come about by chance at first transmission is very small
in a totally connected group. The nurnber of choices open to a mem-
ber is too great. The fewer the number of links open to members of a
group the more restricted their choice and the larger the probability
of a mutual choice occurring.

SUMMARY

(1) The number of structures that can emerge after one random

transmission in a totally connected network of » members is
factorial (n — 1).

(2) If a group is to perform the task in the fewest possible steps, it
must at first transmission have hit on the largest possible num-
ber of mutual links. .

(3) The smaller the number of choices at the disposal of members
the more likely it is that they will hit on a mutual communica:
tion.

(4) The smaller the number of choices at the disposal of members:

(a) the quicker the problem is solved;
(b) the more easily errors are corrected;
(c) the smaller the number of errors made;

! See, however, Christie, Luce and Macy, pp. 61 fI. Notice how important know-
ledge of the whole network is in a group with subgroups. In the network here illy
strated each member communicates with only one other at a time, and members ar;
assumed to be unaware of the structurc of their group. The chances are that quite a
number of transmissions would have to occur before the information at the disposal
of A, C, D is transmitted to B, E, F, G. Errors due to lack of information in cither
subgroup are therefore unlikely to be corrected.

[ G

74



THE NEED FOR ORGANISATION

(d) the more easily the organisation of the network is per-
ccived by the members;

(¢) the less the peripheral members have to do and the less
they enjoy themselves.

(5) Disturbances in the network affect groups engaged in solving

a task which needs a high degree of organisation, more than
other groups.

(6) A change in routine disrupts a highly organised group more
than other groups because:

(a) they have learned their routine more perfectly;

(b) peripheral members are less strongly motivated to do well;

(c) they have had less practice in correcting errors;

(d) they have no access to data for comparative purposes;

(c) less highly organised groups tend to be used to sending
organisational messages as well as messages that are task-
related.

(7) Mutuality of communication ensures that:

(a) ‘noise’ created by an interrupting member can be quickly
dealt with;

(b) organisational messages can be rapidly transmitted;

(c) messages concerning the task itself can be rapidly trans-
mitted;

(d) mistakes due to faulty transmission can be easily cleared
up;

(c) the problem of co-ordination is simplified.

(8) Marked differences in the centralities of members allow the
central member to be casily perceived as co-ordinator. The
central member will also reach a solution (whether correct or
not) before other members and can transmit his solution to
them. This shortens the time needed by the group to solve its
problem.
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CHAPTER SIX

The Evolution of Norms

E must now deal with an aspect of group life that we have
so far been able to take for granted. Members interacting

‘ » in a group develop sentiments: feelings about one another,
about the work they are doing, about many other things. Implicit in
such sentiments is a ranking in terms of preference: one end being
preferred to another, this mcans to that, this person to the next.
Although such preferences may be related to one another in a very
complex way, and may even be inconsistent with one another at
times, they do lead a man to make evaluations, comparisons between
persons, or things, or actions, in terms of a better and a worse.
Festinger and his associates (1954) have called this process the ‘social
comparison process’ and have studied it in great detail.? We sha]]
touch on it only in so far as it relates to our own argument in this
and subsequent chapters.

Whether 2 man will evaluate his own actions and those of other
people as better or as worse, whether he will approve of an action or
a proposed course of action depends on a whole system of values,
on his physical, social and moral frame of reference. This frame is
composed of ‘norms’—actions or actors are evaluated by reference
to the individual’s norms. This means that we use the word ‘norms’
in a rather wider sense than is customary, but we shall define our
use carefully so that although our concept may be wide it shall not
be loose. By an individual’s set of norms we mean all the standards,
whether practical or moral, which lead him to rank one man or one
action as preferable to another in a given set of circumstances,
Norms are of very great influence on individual behaviour. We shal]

1 The study here referred to is 2 most important one; no students of small
ignore it. Although their argument is not used by us, a great deal of use has %rc%l:,prsng?;;

?‘;jthij work in the present and other chapters. The debt is most gratefully acknow-
edged.
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see that they affect variables which have until recently been regarded
as the prerogative of general psychology, such variables as percep-
tion, judgement, level of aspiration and competitiveness.

Norms are acquired through the interactions of persons. They are
learned. This learning process may be briefly sketched on the follow-
ing lines.

The individual's first experience of life is within the family. By
being born into this group he is conditioned in many ways to seek
out others for the satisfaction of his needs; as a consequence he will
need to live his life in the context of small groups of others. The
attainment of his own desires—either for companionship or for
other gratifications—will depend on the extent to which he can
induce others to co-operate with him. This in turn depends on the
extent to which he can please them or gain their support. When in a
group a man will consider his actions with respect to others in the

roup. He learns to conform to their expectations and so to their
way of life. Their ways have value for the individual, he may make
them his own, internalise them and therefore conform to them. Or
they may be experienced as external pressures to which he must
yield to gain other ends. Such pressures, whether internalised or not,
we are calling norms. ‘A norm, then, is an idea in the minds of the
members of the group, an idea that can be put in the form of a
statement specifying what the members or other men should do or
ought to do, are expected to do, under given circumstances.” (Homans,
1950, p. 123.)

In tracing the development of norms we shall see that on becom-
ing established they affect the behaviour of members of the group as
though they were independent variables. Although they do so, we
need not suppose the existence of any kind of ‘group mind’.

‘Let us make the matter clear once again. If a Psychology, con-
cerncd with exploring the predispositions, the instincts, the motives
and the aims of an individual man down to his actions and his
relations with thosc who are nearest to him, had completely
achieved its task, and had cleared up the whole of these matters
with their interconnections, it would then suddenly find itself con-
fronted by a new task which would lie before it unachieved. It
would be obliged to explain the surprising fact that under a certain
condition this individual -whom it had come to understand
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thought, felt, and acted in quite a different way from what would
have been expected. And this condition is his insertion into a
collection of people which has acquired the characteristic of a
“psychological group”. What, then, is a *“group”? How does it
acquire the capacity for exercising such a decisive influence over
the mental life of the individual? And what is the nature of the
mental change which it forces upon the individual? (Freud, 1921;
Strachey translation 1949, pp. 5, 6.)

As Freud formulates the problem, it seems an insoluble one. The
reason for this lies in the too sharp distinction he draws between
individual and society. If the problem is formulated in a different
way, it disappears. It should cause no surprise that an individual
changes his behaviour when he enters a group; current theory may
be too general to be useful for precise experimental work, but it is
quite adequate to account for this. When relationships between the
individual and his social environment are considered, one is in fact
analysing the effect of placing a system that is apparently in isola-
tion—the individual—within a larger system—the group—and thus
subjecting it to the forces operating within the larger system. At this.
very abstratt level one may distinguish between situations in which
the forces within the previously isolated system are reinforced, or
redirected, or inhibited, by the forces now directed upon it from
outside. The difficulty lies, as always, in identifying the circumstances
in which one or other of these effects occurs, but at least we are not
faced with an insoluble problem.

The norms which govern the individual’s behaviour are inevitably
group-related: the individual has learned to perceive his situation in
terms of previous expericnces which seem to him to have elements
significantly similar to his present position. The more casily he per-
ceives this similarity, the more relevant certain norms appear and
therefore the greater the pressure upon him to behave in accordance
with them. The recognition of similarity gives the situation its mean-
ing for him and removes uncertainty. The more remotc the similarity,
the more difficult it is for/the individual to rccognise the specific
norms with which his behaviour should accord. In this chapter we
examine the consequences for the individual of the degree to which
he is able to take specific norms of specific groups into considera-
tion. The degree to which he is able to do this will obviously depend

78



THE EVOLUTION OF NORMS

on the information at the disposal of the individual, information
about the norms of the group in which he finds himself, or informa-
tion about the relevance of previously learned norms to his present
situation.

We begin with a situation in which the individual finds it difficult
to choose norms which are rclevant to his position.

ASSUMPTION ONE

Let the individual work alone, at a task unfamiliar to him.

When an individual is working alone, there is no way in which he
can compare his own performance with that of others. In an un-
familiar situation he cannot use his previous experience of other

cople in sctting a standard for his own performance. In such an
undefined situation there is no single group available to limit his
behaviour in specific ways. The norms of many groups might be
relevant to his problem. Unless he belongs to a group to which he
is so strongly attached that its norms affect all of his behaviour, the
effect of multiple group membership will be to emphasise those
values for the individual which appear in all the groups he knows.!
The more or less common denominators will have the greatest effect
on him and in this way the individual will find himself subject to
culture-wide pressures. In our culture, the most striking of these
common denominators is success.

A man wants to distinguish himself. But in the condition we have
assumed he does not know how to set about it. According to Fes-
tinger (1954) ‘in the absence of both a physical and a social com-
parison, subjective evaluations of opinions and abilities are unstable.’
The man does not know at what point his performance of a task will
be noted as remarkable. He could try to stand out either as notice-
ably better than others, or as noticeably worse. As a rule he will try
for the former, since anyone can perform badly but not everyone can
perform well. Still, any schoolteacher can give examples of children
who, unable to stand out by good performances, distinguish them-
selves by outrageously bad behaviour.

Wherever the behaviour of the individual comes under review this
striving to acquit himself well has to be taken into account as an
explanatory variable. It is, of course, specially relevant to studies of

1 Cf. T. Parsons’ pattern variables, in particular the dimension specificity-diffuse-

ness. .
19
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competitiveness, since the striving for success is best characterised
by competition. It is interesting to note, since it confirms our hypo-
thesis, that in the absence of positive encouragement not to compete,
sets of individuals tend to structure the situation competitively.
Sprott (1952) comments ,on the difficulty Whittemore (1924) en-
countered in restraining the competitive spirit when individuals are
working in proximity with one another:

‘Whittemore, making use of a rubber stamp printing task, tried
to compare the competitive situation with the non-competitive
one by telling the subjects not to compete. The most significant
result of this investigation was that it revealed how difficult it was
to avoid competition entirely. Gradually and almost imperceptibly
it asserted itself, usually with deleterious results on the quality of
the work done.’

Sengupta and Sinha (1926) also report that the performance of
individuals speeds up when they work within sight of one another.
The sight of others at work seems sufficient to set in motion the need
to compete. Dashiell (1930), to whom we shall refer again in the next
few pages, makes a very similar point. He suggests increasing per-
formance scores along the continuum: working alone without know-
ledge that others are performing the same tasks—working alone with
that knowledge—working in rivalry with others.?

The more aware the individual is of the presence of others, the
more effort he will make to acquit himself well. Up to a limit which
will be analysed below, the effort will show itself in a striving for a
very good performance.

ASSUMPTION TWO

Let the group be present and let its norms be unknown to the
individual newly placed in it.

This situation is only slightly different from the one assumed
above. The subject is still assumed to be ignorant of the specific
norms of the group and therefore largely ignorant of the appropriate
behaviour. But the group is present; he can actually see its members;
he is more aware of it than he was before. We may say that it is

1 The material on which we have drawn in this chapter comes from a very well
documented field. Dashiell's (1930) study is another meticulous and erudite con-
tribution to small group theory. This debt also is gratefully acknowledged.
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psychologically ‘nearer’ and this should give an added impetus to his
efforts. It is therefore reasonable to postulate that if he is given a
task and allowed to perform it in front of the group to demonstrate
his skill, his performance will improve. An audience is just such a
group.

Travis (1925) studied the effects of a small audience on the per-
formance of a simple hand-eye co-ordination task. The subject had
to touch a spot on a moving target with a rod. He knew nothing of
the standards of the audience, the audience did not communicate
with the subject. It was simply present. The subject had had previous
trials with his task and had reached a stage where his performance
was not improving with further practice. Under the relatively mild
stimulus of the audience, eighteen out of the twenty-two subjects
improved on their best previous scores. If success is valued, the
opportunity to demonstrate one’s skill acts as a stimulus to good
performance.

It is to be noted that the interaction between the individual and
the group is very limited and therefore the directions in which per-
formance may vary is limited also. The subject knew nothing about
his audience and had merely deduced from earlier experience that he
is likely to rise in their esteem if he performs well. The audience,
however, will not be able to judge skill in all aspects of the task. One
may reason from this that the aspects of the task on which the
individual will perform best under observation are those in which
he can most easily be seen to be successful.

ASSUMPTION THREE

Let some aspects of the task be more easily evaluated than others.

In this situation the individual is still very largely ignorant of the
norms of his audience. He has, however, some information about the
task and this will influence his performance of it.

Dashiell’s subjects engaged in tasks like multiplication, mixed
relations and serial association (1930). After their performance when
alone had been noted by the experimenter, the subjects continued on
similar tasks closely watched by one or two observers who sat
beside them or stood over them during their performance. Under
such close observation the subjects worked more rapidly, though not
more accurately, than before. Taking this result together with Travis’,
one may easily see that our hypothesis is correct. Subjects under close
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supervision improve most markedly in those aspects of the task
which are most obvious to the observer. In Travis’ test a buzz could
be heard when a mistake was made; the subject therefore had a
strong incentive towards accuracy. In Dashiell’s test it was not
obvious to the observer whether the subject’s performance was cor-
rect or not, but only how quickly he got through the task; hence
speed increased.

ASSUMPTION FOUR

Let the individual take part in a competitive situation.

In competitive situations the individual is intensely aware of the
presence of others.

By introducing the element of competition explicitly, the group is
induced to bring more pressure to bear on the individual, but the
pressure is still very general; no specific information about the
group’s norms is as yet available. In rivalry situations the group may
or may not be physically present. This hardly matters. What is im-
portant is that the individual is put under additional stress by a
group. As he performs his task he is under continuous pressure to
perform well. He is continually watching himself and comparing,
himself with some other group. Little wonder that once again those
aspects of the work which can be most easily evaluated receive
special attention. Usually speed is increased at the expensc of
accuracy. Thus a further finding of Dashiell’s (1930) shows that
rivalry increases speed as much as an audience of onlookers does. If
the performer were as much aware of his accuracy as of his speed he
would improve that aspect as well. That this is a justifiable hypo-
thesis is shown by Hurlock’s (1927) experiment in which an arith-
metic class improved throughout the week until it was 40 per cent
above the control group in speed, and, unlike Dashiell’s group, im-
proved somewhat in accuracy as well. Speed the children could judge
for themselves; it improved remarkably. Accuracy was brought into
their situation because the results of one test were made known
before the next, but because it was not so directly present to their
minds at the time of performance it was rather less influential.
Studies of the performance of co-operative groups when compared
to competitive ones confirm these results. The co-operative group is
more accurate, more thorough, but slower (Deutsch, 1949).1

! See also our discussion on competition on p. 34.
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ASSUMPTION FIVE

Let the individual perform a task with other members of the group.

So far it has been shown that the more closely an individual is
aware of the group the more ardently he will strive for a good per-
formance. There is, however, a limit to this relationship. We arrived
at our gencralisations concerning success by assuming the possible
reference groups to be so remote that no values besides success are
clearly discernible; now we shall assume that the interaction between
the group and the individual is of a more concrete type. He can
watch their performance and they can watch his. When a group is
sufficiently close to the individual for him to know some of its norms,
he is likely to strive for success in very specific ways. At the beginning
of this chapter it was argued that to belong to a group means to con-
form to its values and that to seek for membership obliges the indi-
vidual to solicit approval by such conformity. The greater the indi-
vidual’'s knowledge of the group, the more precise the direction
which his search for approval will take. When a member can watch
the performance of others he has more adequate information on the
kind of performance that will be appreciated. Similarly, if an ex-
perimenter gives information concerning the group and its values,
the individual will be able to estimate within a narrower range than
before what kind of performance will be most acceptable. There are,
for instance, performances which are roo good, so good that they
make the performance of others appear unsuccessful by comparison.
The literature of industrial sociology affords many opportunities for
studying the difficulties under which the ‘rate buster’ labours (Roy,
1952, Dalton, 1948). It must be remembered that good performance
is not an end, according to our argument, but a means toward being
accepted by a valued group. After all, what the individual wants is
the appreciation of those he values: for this reason he will conform
to their expectations. If they don’t work hard, why should he?

The aspiring member who desires to belong to a group will observe
the kind of behaviour current in the group and he will seek to imitate
it. The striving for success, for distinguished performance, may thus
be inhibited by the need to establish membership and the aspiring
member will be careful to behave like the other members of the
group. Since it is easier to conform to observed behaviour than to
infer from current practices what the ideal may be, the behaviour of
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the new member will be regulated by the average performance of
the group, which may or may not be the ideal. His ignorance will
lead him to conform to the most easily observed behaviour rather
than to that which is more nearly ideal and therefore less frequently
observed. In this way, one may account for the curious way in which
extremes in individual behaviour ‘level out’ in the group and become
much less marked.

Dashiell (1930) quotes a good deal of evidence that the group has
a levelling effect. Thus, for instance, he recounts an experiment of
Allport’s (1924) which shows that the presence of co-workers in-
creases speed of performance, which is attributable to the greater
psychological nearness of the group, and that, moreover, the slower
workers are more affected by this pressure than fast workers.
Lorenz (1933) is also mentioned as noting that fast workers tend to
slow down in a group and slow workers speed up. (The slow workers
speed up more than the fast ones slow down.) The effect of working
in a group is thus shown to be a reduction of the range of deviations
round a mean.

The group is a pacemaker; individuals regulate their effort accord-
ing to what they perceive to be happening in the rest of the group:
The earlier psychologists have tended to explain the improved per-
formance of slow workers in terms of increased motivation provided
by the presence of other people. This explanation takes no account
of the fact that fast workers tend to slow down when working in a
group. A better explanation would be in terms of the increased
information which the group affords the individual. The group
provides a frame of reference for the individual’s judgement. A man
finds out how much work is expected of one in his situation and
behaves accordingly. This is very neatly demonstrated by an experi-
ment made by Chapman and Volkmann (in Newcomb er al., 1952).
Students were asked how many questions in a general knowledge
paper they thought they would be able to answer correctly. The sub-
jects were given spurious information concerning the performance of
other groups, which were alleged to be authors and literary critics for
one group, and W.E.A. students for another. All subjects were
given the same score but some were led to believe that the authors
obtained this score and others that it was the score of the W.E.A.
students. They were then asked again how well they expected to do
themselves. They changed their levels of aspiration, i.e. their norms,
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markedly after the additional information was given them, those
who had been given the score of the higher group (authors) lowering,
and those who had been given the score of the lower group (W.E.A.)
increasing their own estimate.

The conclusion at which we arrive through all this evidence is that
the striving for extreme scores is characteristic of men ignorant of
the norms of the group or isolated from the group. This is well docu-
mented in sociological literature under the heading of anomie. When
a man can place himself in a group and introject its values, he will be
able to regulate his behaviour by what is normal for that group. He
will strive to do well in the role allotted to him.!

ASSUMPTION SIX

Let the individual perform a task with other members of the group,

when no one is in a position to evaluate his own performance or that of
other members.

Festinger (1954) makes a very valuable distinction between
physical and social comparisons. In the former type of comparison,
the individual can evaluate his own situation by more or less objec-

tive indices. In the latter, he must base his evaluation on the opinion
of others.

‘In many instances, perhaps most, whether or not an opinion is
correct cannot be immediately determined by reference to the
physical world. . . . One could, of course, test the opinion that an
object was fragile by hitting it with a hammer, but how is one to
test that a certain political candidate is better than another, or that
war is inevitable? . . . To the extent that objective physical bases

1 Three further comments may be made on the individual’s conformity to group
norms. Firstly, conformity may be restricted to those norms which are of importance
to the group. Schachter (1951) reports that the pressurc to conform is much less
strong in groups in which a topic is being discussed that does not seriously interest the
members. Before he constructed his groups he asked his subjects which of a number
of topics they werc anxious to discuss. He gratificd the wishes of some and put others
into groups discussing topics for which they had not opted. In the former groups the
deviant members experienced a good deal more pressure to conform than in the latter.

Secondly, Homans reports that pressure to conform may vary with the status of the
members. A group may recognise that a leader has functions which make it necessary
for him to conform less strongly to the norms of the group.

Thirdly, it is not to be expected that the individual values all groups equally. Within
the limits of his capacity, the individual can choose to which norms he will aspire.
This issue may be confused by the fact that somctimes a group deliberately aspircs to
approximate in some respects to the behaviour of favoured out-group individuals like
film-stars. '
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for evaluation are not available, subjective judgements of correct
or incorrect opinion and subjectively accurate assessments of one’s
ability depend on how one compares with other persons.’

Under our previous assumption, we discussed the casc in which
the individual had an unambiguous physical basis for comparison.
He could see how much others in the group were producing and
regulate his own performance accordingly. The situation was sub-
jective in Festinger’s sense only in so far as the individual rclicd on
group norms in judging whether a performance was ‘good’ or ‘bad’.
His moral frame or reference was influenced by the group, his
physical frame of reference was determined by a situation which left
little room for ambiguity.!

Sometimes, however, the physical frame of reference is inadequate
and ambiguous. When this is so, the individual can perceive the
situation in a number of different ways and his perception will be
much influenced by his own needs, moods, ‘and expectations. When
the individual lacks knowledge of fact and is called upon to act, he
will seize whatever hints he can elicit from the environment, physical
or social. Where his only source of knowledge is the opinion qof
others, he can use only information thus obtained and by this means
he may take for fact what is no more than consensus of opinion. In
such a situation, the power of the group over the individual is most
marked. Two factors therefore determine the influence of the group:
the amount of information the individual has at his disposal inde-
pendently of the group, and the psychological reality or pressure of
the group. Many workers have produced situations in which the
individual’s frame of reference is very inadequate. Therefore, any
information which will structure the situation is likely to have a very
great influence on the individual. Some examples will make the pro-
cess clear.

Consider the voting behaviour of individuals in a situation where
they know really nothing about the candidates for whom they are
asked to vote. In such a case, any information which will provide a
limit to the possibilities which have to be considered will be eagerly
seized upon. In an experiment by Festinger (1947) the fact that the

1 It may be noted that in the experiment by Chapman and Volkmann quoted on the
previous page, the group effect lost its power once the subjects had completed several
trials. They then knew their own performance and regulated their level of aspiration
according to their own score and not according to the (spurious) group score.
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religion of the candidates for office in a new youth club was stated,
produced new alignments among the voters. Jenness (1932) has a
series of experiments in which subjects estimate the number of beans
in a jar before and after discussing it with two other subjects. The
groups are formed on the basis of the subjects’ guesses before dis-
cussion. When the groups are such that one member is much above
and the other much below the correct estimate, discussion enables
all three members of the group to come to a correct conclusion,
because of the tendency for individual scores to average out in the
group. Where all three are above, or all three below, the correct
estimate, they are merely confirmed in their first impression and no
improvement in guessing occurs.

Group pressure, therefore, sometimes enables the individual to
reach a correct solution, sometimes it confirms him in a wrong solu-
tion. It can cven persuade him to move from one meaningless
estimate to another. This is the conclusion to be drawn from Sheri[’s
classical experiments in autokinetic perception phenomena. A tiny
light shining in a completely dark room gives the subject no oppor-
tunity to relate the light to other objects in the room and so to judge
its position correctly. Two or three subjects enter the room together
and hear each other’s guesses. Where it is impossible to judge in
accordance with any frame of reference that the light has moved, the
slightest allusion to this possibility is as a rule sufficient to produce
the perception that it has done so. Even the extent to which it is per-
ceived as having done so is entirely dependent on what quasi-
information has been given by the guesses of others in the group.
Even where the subjects did not previously know one another, they
were influenced by each other. The subject is persuaded not only that
a stationary light is moving, but even persuaded by social pressure to
correct his estimate of the distance it moves and the direction in
which it does so. The psychological reality of the group is unim-
portant here. Much more important is the fact that there was no
information against which to evaluate the information provided by
other members of the group.

The influence of the group may be even more marked than this. It
may persuade a man to doubt the evidence of his own senses. The
individual adjusts himself to the group not only by conscious con-
formity but also by inhibiting, sometimes consciously, sometimes
unconsciously, his usual respoases so as not to be far too removed

87



THE STUDY OF GROUPS

from the average group response. The intensity of the pressure of the
group, and the depth in the level of consciousness at which this
pressure is experienced is perhaps best illustrated in an experiment
by Asch (in Guetzkow, 1951). All but one of his subjects in a group
were instructed to make deliberate mistakes in judging the relative
lengths of bundles of sticks. The poor naive subject becomes more
and more impressed by his inability to perceive what the others in
the group see. In the end, he tends to make the same ‘mistakes’ as the
others. There, are apparently, three types of psychological process
underlying this behaviour. Some subjects really came to perceive the
shorter sticks as longer. Others thought they must be subject to some
kind of optical illusion which they sought to compensate for. Others
again were sure that they were right and the other members of the
group were wrong but they felt too diffident to persist in the face of
such numbers. Similarly, Allport (1920) reports that estimates of
weights are wider in range when individuals are tested in isolation
than when they are in the company of others; smells from a bottle
also are apparently never quite so disgusting or quite so exquisite
when they are reported on in the group.

SUMMARY
(1) The individual conforms to the pressures imposed upon him,

(2) When in a group a2 man will orientate his actions with respect
to others in the group.

(3) The physical presence of a group is not a necessary condition
for-conformity to its norms. The individual conforms in accord-
ance with group pressure exerted on him in the past.

(4) In competition, the individual is most intensely aware of the
presence of others.

(5) When there is no group whose norms are perceived as relevant
in an unfamiliar situation, the norms of the culture will deter-
mine the behaviour of the individual,

Conversely, firm attachment to the norms of a group will
enable a member to ignore or go against the norms of the
culture.

(6) If success is valued, the opportunity to demonstrate one’s skill
acts as a stimulus to good performance.
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(7) Under observation, the individual’s performance will improve
most in those aspects of the task which are most easily perceived
by the observer.

(8) In situations of uncertainty, the information afforded by the
group will be responsible for the individual’s behaviour.

(9) The greater the uncertainty, the more the individual conforms
to an estimate of the group average.

(10) The more information is available about the norms of the
group, the more specific will be the individual's striving for
success.

(11) The individual will tend to estimate success within the limits
and of the kind approved by the group to which he seeks to
conform.

(12) The striving for success may be qualified by the need to belong.
The result is a levelling out of individual reactions: the range of
deviations round the mean is narrowed.
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CHAPTER SEVEN

The Evolution of Likes and Dislikes

HERE is a close relationship between group norms and the

sentiments of group members toward one another. Basically,

members who conform closely to the norms of the group are
more popular than those who do not. This has been firmly estab-
lished by Homans among others,* and there is no need to reproduce
here the evidence on which this generalisation is based. It will,
however, be worth our while to speculate a little on the genetic
aspect of this relationship. The starting point of our argument comes
from a study made by Thompson and Nishimura (1951, 1952). They
presented their subjects with a list of one hundred personality traits
and asked them to list their own personality, their ideal personality,
a friend’s personality and the personality of some acquaintance.
They found high correlations between a subject’s ideal personality
and the personality he attributed to his friend, and between the idea]
personalities of friends. For this reason they came to the conclusion
that friendship is more frequently based on similarity of ideals than
on similarity of personality traits. Thus individuals tend to choose

1The present chapter draws very largely on Homans, G. C., The Human Group
That great contribution to the study of small groups cannot be boiled down to oné
chapter nor would there be any point in recapitulating what has already been ex-
pounded so well. This chapter takes a good dcal for granted. Its indebtedness to
Homans' work must be apparent on every page.

It must be noted that norms are a kind of sentiment. That being so, a number of
generalisations valid for fricndship are also true for norms. Thus, for instance just as
further information about a group alters or confirms the norms of the meml.)crs so
does further information about members alter or confirm the liking they have for .on
another. Similarly, the greater the amount of interaction between members the morc
those processes will be accelerated, for interaction gives information. The r;lore inlere
action, the more definite the norms, the more consensus about norms and th;
more consensus about the popularity ranking of the members, Similarity of normsg
induces increased interaction just as liking does. Many other examples may b
found. y be
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their friends because each seems to the other to reflect what he him-
self would like to be. This finding is, of course, easily confirmed by
introspection. The ideal personality is the one you would like to be.
Someone who is nearer to this ideal than you are is therefore likely
to be liked. It is surely legitimate to generalise this argument to the
small 5-6 member group. People with similar ideals like one another
and are likely to choose the same kind of leader. All members
evaluate one another in terms of an implied ideal personality for
which all strive. The more a man fits into the ideal standards of the
group the more popular he is likely to be, for he will represent the
type of person all members would like to be.

This process of evaluation in terms of norms will patently cause
some to be rejected for the same reasons that others are admired.
Schachter (1951), for instance, took sociometric ratings in a group in
which a discussion had taken place. Because of the discussion the
members knew something of each other’s viewpoint. Members who
were perceived to hold views different from one’s own were rejected,
those who held the same views were rated highly on the sociometric
scale. Conformity to a particular norm brings popularity from those
who also subscribe to this norm.!

Interaction is a precondition for the growth of sentiments, whether
of norms or of likes and dislikes. A man’s emotional reaction to
others is based on the way in which he perceives them. Social per-
ception, just like perception of other objects, is determined in part by
the characteristics of the object to be perceived and partly by the
moods, expectations and needs of the perceiver. The more am-
biguous the perceptual stimulus, the greater the importance of the
subjective or functional elements in perception. The amount of in-
formation available to members about others in the group will there-
fore have an effect on the way in which they are perceived and on the
feelings that are generated by them. Such information is often given
by conversation, rightly regarded by commonsense as expressing
the personality of the speaker. Therefore, the more interaction, verbal
or other, takes place between the members of the group, the more
information they will have at their disposal on which to base their
likes and dislikes. And from this we may deduce that the greater the

1 ¢The fact that certain people are over-chosen or under-chosen implies that mem-
bers share certain standards which the over-chosen exemplify and the under-chosen
fall short of.’ (Homans, 1954.)
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amount of interaction the more definite the sentiments of group
members toward one another.?

ASSUMPTION ONE

Let interaction continue over a period of time and let us assume
that as interaction continues further information will be available to
members of the group.

Having established on theoretical grounds that with continued
interaction the sentiments of group members toward one another
become more definite, we must now examine the empirical evidence
at our disposal. Sentiment has as a rule been measured by the use of
sociometric questionnaires, but these do not lend themselves easily
to the proof of hypotheses in which interest is centred on the amount
of sentiment in the group rather than on the popularity of particular
members. The relative popularity of each member of a group may
remain the same over a period of time; a sociometric questionnaire
will not indicate that everyone is better liked now than at some
previous time of testing if the ranking of members’ popularity has
remained the same. Bovard (1951) uses an eleven-point scale of
liking on which each member evaluates every other member befare
and after a period of interaction. Such a scale is for our purposes an
improvement on normal sociometric procedure because it measures
the level of affect in a group in absolute rather than relative terms.
In Bovard’s study, the total number of points scored was signi-
ficantly higher, i.e. had moved significantly to the liking extreme of
the scale, after the period of interaction. Moreover, those groups in
which more member-to-member interaction was observed had
moved further to the liking extreme than had the groups which were
characterised by more member-leader interaction. In the one case
they talked freely to one another; in the other they tended all to talk
to the same man, the leader. With a great deal of member-leader
interaction, attention is focused less on other members than on the
leader and thus less information is available to the group.? There-
fore, it follows empirically as well as theoretically that the sentiments

1 There may be circumstances in which this deduction is not valid. Information may
produce doubt and confusion because seemingly contradictory personality-traits may
emerge in the lsamc: pe;sol?, but as there is no cxperimental work along these lines, we
content oursclves with the warning that generalisations which follow j
this reservation. are sublect to

3 This detail will become very relevant to our discussion of leadership in Chapter 9.
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in the leader-centred group are not so much affected by the period of
interaction as is the case in the member-centred group.

The connection between interaction, norms and liking is also
demonstrated by an unpublished study of the present writer’s, of
which a further account is given in the Appendix. In this study the
development of relationships among group members who were
initially strangers to one another was studied over a series of ten
meetings. At the end of each meeting the members were asked to
rank one another on a sociometric questionnaire. During the series
of meetings the rankings which each ' member made came more and
more to resemble the rankings made by the other members. This
means that members of the group tend to agree more and more, in
the course of ten meetings of the group, on the popularity status of
each member. Moreover, in those groups in which interaction
between members was more general, and in which each member
spoke a good deal, this tendency toward consensus of opinion was
more marked than in the more silent group in which there were
marked differences in the interaction rates of members. We may
therefore say that the more generally members participate in dis-
cussion, the greater the consensus of popularity in the group. This
growing agreement is not specific to either likes or dislikes. If one
takes separately the three highest or the three lowest popularity rank-
ings in the group, the same trend is discernable. This is indeed a
remarkable and unsuspected result in the circumstances, for these
members had no opportunity to meet outside the experimental situ-
ation in order to gossip about the personality of their fellow mem-
bers. Nor did they do so under observation. Yet agreement was
arrived at. The word of the observer must be taken for the assertion
that a content analysis would not reveal any direct indication of the
way in which this consensus was reached. With Bales’ (1950) analytic
methods one might find that the increasingly popular members were
increasingly shown approval, praise and support. It may be that
when a slightly higher rate of receiving contributions of this kind
becomes apparent to members that the tendency becomes acceler-
ated. The observer can only repeat that this was in no way apparent
to her.
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ASSUMPTION TWO

Let there be differences in the communication rates of members.

If we recognise the relationship between information available
about a man and his popularity in the group, we ought to find a
relationship between volubility and popularity, with the more
voluble members better liked than quieter members. In the course of
the unpubljshed study referred to just above, the observer kept a
record of the amount each member contributed to the conversation.
It proved possible to show that the most voluble members were also
the most popular and that members who spoke very little were
regularly ranked lowest on the sociometric scale. This finding con-
firms that members of the group need some information before they
can make up their minds as to whom they like. Where this informa-
tion is not available, e.g. when a member does not communicate, the
other members ignore him. At least at the beginning of a series of
meetings of a new group, information of this kind is of the highest
importance. It seems that anyone prepared to supply it is ipso facto
better liked.

The relationship between popularity and volubility may well hold
throughout the development of a group, but other factors than those
stated above ate likely to be involved. It may be suggested that a
certain social control is exercised by members of a well-established
group. When a group is fully developed it seems likely that members
are more or less ‘allowed’ to speak and that the more popular mem-
bers are less likely to be interrupted than the less popular. Some
evidence for this view was suggested in a previous chapter.! It takes
time, however, for a system of control to develop and most experi-
mental groups are disbanded before such a stage could be reached.
The more is the pity.

So far the evidence has led to the conclusion that an increase in
interaction will lead to an increase in liking (see Homans, 1950).
Common sense suggests that this cannot always be the case. Further
information about a person may surely reveal traits which confirm
a feeling of dislike just as clgarly as they may reveal more favourably
regarded traits. By investigating the circumstances in which the rule
does not hold we may gain some theoretical advantage. There are
to a pessimist, no obvious reasons why one should come to like ;

1 See page 33.
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man better when one gets to know him. George Homans is an
optimist.

‘ “Friendliness” unquestionably conceals a complicated pro-
cess. For one reason or another, you associate with someone for a
period of time; you get used to him; your behaviour becomes
adjusted to his, and his to yours; you feel at home with him and
say he is a good fellow. The friendliness may be no more than the
emotional reflection of adjustment and this is perhaps the reason
that your liking for someone is so often independent of his per-
sonality. You can get to like some pretty queer customers if you
go around with them long enough. Their queerness becomes
irrelevant’ (p. 115).

There are three ways in which the problem of interaction and
dislike may be attacked. First, it is important to remember that
many groups have no barriers to entrance or exit. In these circum-
stances, if a man feels that others do not like him, or if he does not
like them, he will leave the group. Among those who remain, inter-
action may well lead to greater liking. Evidence that enforced inter-
action between those who are not prepared to like one another and
would rather not interact does lead to hostility is given by Hughes

(1946) among others. The situation is graphically summed up by
Riecken and Homans (1954, p. 804).

‘Hughes described the situation in one room of a plant where
the members of three-man teams, who worked closely together in
making a product, were nearly all Poles (as well as often being kin
and neighbours). These teams were able to control the choice of
new employces to be added to the teams. When management
attempted to introduce individual Negroes into these teams, the
Polish workers effectively forced them to quit by “a not very
subtle, but very effective torture”.’

Second, it may be that many dislikes spring from misunderstandings
which further interaction may correct. Bovard justified this view-
point in detail. According to him verbal interaction leads to a correc-
tion of distorted perception. One has an image of oneself. If others
do not share this image, the individual will feel discomfort and will
attempt to rectify it. If he is successful in his attempt and others
‘understand him correctly’ he will like them the better for it. An
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experience which had been painful is thus turned into one that gives
pleasure.! Third, we may examine the circumstances in which the
generalisation ‘interaction leads to liking’ does not hold. This is what
we will proceed to do next.

ASSUMPTION THREE

Let interaction be frequent and of a kind which gives little informa-
tion about the sentiments of others.

The possibility of misunderstandings between members of the
group is a constant danger. Great care must therefore be exercised
not to hinder the opportunities for correcting the impression gained
of other members of the group. If members of the group behave
autistically and cut themselves off from communication with others,
mistaken impressions will persist and morale in the group will be low.

There are experimental situations in which only task-related or
otherwise impersonal communication takes place and expressions of
sentiment are inhibited, either by the instruction of the experimenter
or by the attitudes of the group members. If no expressions of liking
are allowed to take place (either verbal or behavioural, e.g. offering
sweets) a sociometric test will show surprisingly few mutual choices,
In the study more fully described in the Appendix, each of six group
members had two sets of five choices to distribute each week. More
often than not, none of these choices were returned. This misfitting
persisted over ten weeks; the members never learned to choose those
who chose them. The reason for this was implicit in the situation
which made it impossible for them to gossip about each other or to
see each other outside the experimental framework. The members of
the group avoided discussing personalities in the experimental
sessions and had no opportunity for those private meetings during
which personal qualities are customarily discussed and assessed in
normal life. As a rule, the experimental set-up compensates for the
inhibition of the spontaneous development of mutual choices by
making known the results of the sociometric questionnaire. Qur
members had no access to the completed questionnaire. There was
no opportunity to come, even implicitly, to such agreements as ‘You
choose me and I’ll choose you.” The observer kept the returns to the

1 ‘Oh swect and lovely lady be good,
I am so awf’'ly misunderstood,
Oh lady be good, to me.’
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questionnaire confidential. Because she did not act upon the in-
formation obtained and thus reinforce the earlier tendencies by
creating further opportunities for interaction, members’ choices were
not affected by the questionnaire results. The subjects could only use
other evidence in making up their minds—what people said and to
whom they said it. They could not be-influenced by the desire to
return the choices of those who had chosen them, or to cease choos-
ing those who had rejected them. The evidence they obtain is suffic-
ient to produce a popularity ranking shared by the members of the
group; it is not sufficient to ensure mutuality of choice.

Not all interaction will give information about the personality of
the speakers. There are many situations in which communication is
restricted, in one way or another, so as to minimise the amount of
personality-related information gained through interaction. George
Homans has examined a number of such cases, where task perform-
ance is urgent, or where convention holds that communication must
be strictly task-related, e.g. between foreman and worker, or between
social classes. In such cases, he finds that sentiments are indeed more
tinged with respect than affection. The external system (‘those ele-
ments of group behaviour and their interrelationships in so far as
they constitute a solution to the problem ‘How shall the group sur-
vive?” Homans 1950, p. 90) may exercise such pressure on the group
that there is no opportunity for any communication except of a
strictly task-related kind.!

The amount of task-related information transmitted from mem-
ber to member is only rarely in itself an indication of liking. Thus
Homans: ‘Persons who feel sentiments of liking for one another will
express those sentiments in activities over and above the activities of
the external system’. The amount of interaction in the internal
system—the extent to which members interact in ways not required
by the task—is likely to be both cause and effect of liking in the
group and may in certain cases be a good index of the level of friend-
ship in the group. The distinction between interaction in the external
system and interaction in the internal system is such as to make the

1 The concept of the external system is a very useful one. At its most general, it
allows us to distinguish between those elements in a situation which shall be analysed
in detail, and other elements which are noted only in their effect on the elements on
which interest is focused. More particularly, the concept is used to distinguish inter-
action necessitated by the task from interaction connected with the sentiments of
members. This will become a crucial distinction in the next chapter.
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difference between them a measure of the level of sentiment in the
group. It may well be more economical and convenient to measure
sentiment in this way. Some very interesting relationships not
covered by the sociometric test might come to light. There are, how-
ever, conditions, which we shall begin to discuss under the next
assumption, in which such interaction is likely to be hostile rather

than neutral.

ASSUMPTION FOUR

Let the pressure of the environment increase.

The concept of the pressure of the external system provides ex-
planations for a number of theoretical problems. Let us first take a
very extreme case. If interaction and liking vary directly, so that
when one increascs the other increases also, why, we may ask, does
this process ever stop, why don’t members go on liking each other
better and better as they interact more and more? A simple answer
would be that they are members of many groups and that they have
to distribute their emotional energy between all the many people
with whom they interact. There is a limit, one may assume, to the
number of people one can love, and though this limit may differ fqr
different people, it does exist. But let us aim at a self-denying ordi-
nance and not explain social facts in terms of individual psychology
unless we are driven to it.

A sociological explanation would have to take a different line. It
has been stated that some interaction is necessary for the perform-
ance of the task. Sentiment also expresses itself in interaction, but it
expresses itself more in interaction within the internal system,
Whether or not a2 man has emotional limits, it is indisputable that
within a given period of time only a limited amount of interaction
can take place. If all the interaction occurs within the internal system
the task won’t get done. If the task is not done, the group (as wé
have defined it, with an aim that partly defines the group) will dis-
appear. The external system therefore imposes its limits on activity
in the internal system and thus limits the growth of friendship. How
soon this limit is reached depends on the amount of interaction that
the task requires and on the urgency of the task, i.e. the amount of
interaction in the external system necessary for survival within a
given period of time.

Next we must remember that a group does not have absolute
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control over its environment and the environment may at times exert
such pressure on the group as to determine the type of task the group
must deal with. When survival becomes an urgent problem, the
energies of all members must be devoted to whatever task is neces-
sary to survive. This means that interaction between members has
to take place exclusively, or as nearly so as possible, in the task area,
i.e. in the external system. Therefore, there will be a reduction in
interaction in the internal system. There will be no interaction except
that which is directly necessary for the performance of the task. A
group fighting for its survival will often find that the members are
more involved in the group as a result. But unless a special function
of ‘morale builder’ evolves, sooner or later a point comes at which
the cffects mentioned earlier in this chapter tend to diminish. Friend-
ship necds to be maintained through interaction, and task-related
interaction is less likely to give information concerning the per-
sonalitiecs of members. Norms and values are shared by friends;
when there is less interaction there will be less uniformity of norms
and less pressure to conform; the values of members or of cliques of
members will diverge from one another. And if the group originally
came togethcer for reasons not directly related to the performance of
tasks, if the commitment to and performance of tasks sprang
initially out of a surplus of energy released by pleasure in one’s
fellow-members, the zest for task performance will decrease. Thus
we get the condition sometimes called ‘low morale’.

Now we shall find later that two forms of social control operate in
the group, corresponding to the two forms of authority, deriving
from function or from status, which we discussed in the earlier part
of this book. One form of control is exercised through the knowledge
that members have of each other’s abilities and their respect for
them; it is cemented by friendship and similarity of norms, which are
in turn upheld by freedom of communication. The other form of
control is restricted to certain members of the group, who manipulate
others through rewards and who attain a leadership position for
reasons other than expertise.

When survival becomes an urgent problem for the group, the
system of control tends to change. Instead of control through the
mutual liking of members, quite a different, less spontaneous, con-
trol comes about. Members are induced to obey other members by
the reward that the latter have at their disposal. The more control of
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this kind is exercised, the less members like it and the less the con-
trolling members are liked. This state of affairs is characteristic of
highly centralised groups in which peripheral members have little
opportunity for participating in the decision-making process. And
indeed, by assuming that those who exercise control enjoy doing so,
we may see that the more stable and centralised the group, the
sooner a state of urgency will be perceived and the more power will

be assumed by central members.! :

ASSUMPTION FIVE

Let the task or the task structure be disliked.

When the environment is adverse, the group must try to bring
about a more favourable condition. This task may not be one
naturally congenial to the group members and it may necessitate a
type of organisation which is also uncongenial. In such straits the
natural inclinations of group members have to be ignored. But com-
mitment to a cause is seldom so complete that no reluctance is felt
when one’s own desires and freedom of action have of necessity to
be abandoned. The nearer the group comes to committing itself to an
uncongenial task or to one the outcome of which is uncertain, the
greater the dislike of the situation. It is therefore not surprising that
Bales (1953, with Parsons and Shils) finds that ‘the nearer a group
comes to taking a decision and committing itself to a course of
action, the more frequently the group’s interaction will be of a social-
emotional rather than a task-related kind’. This is presumably so
because at that stage, freedom of action is coming to be restricted
and this causes tensions which have to be resolved.

The group in which members have no more than neutral sentj-
ments to one another is already in a dangerous and unstable state
When other circumstances are added, e.g. where the task is dislike(i
or the setting in which it must be performed is disliked, the sentimentg
of the members will tend to be coloured by hostility to one another
The dislike must be projected on to something that will allow fo;-
expression. This may be either the product of the labour (i.e. the
end result of the task) or it may be other members of the group 2

:%is discussion is developed further on pages 137-139,

is may help toward explaining the puzzling finding reportcd by Bovard i

that members rate their liking for ‘the group’ higher than their ave)r{age ratin(goﬁ): ’g:i)l

members. Presumably, they attribute the limitation on their freedom of action to con-

trol from othcrs and they react by a reduction in their liking for others. They do not
L]
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This is liable to happen even where some knowledge about the other
members already exists. That is to say the dislike of the situation may
be so intense as to depress the existing level of sentiment in the group.

Thibaut (1950) gives a case in which dislike of the situation
actually depressed for certain members the existing level of friendli-
ness in the group. He consistently favoured some boys at the expense
of others in the group. The favoured few played what were generally
regarded as the more exciting roles in various games, e.g. they threw
the balls through hoops held by the less favoured boys. These boys
all knew one another. At the beginning of the game they had as many
friends in their own team as in the other. At the end of the games they
chose more friends from within their own team than from the other
team. Each team must have regarded the other as part of the disliked
environment and rejected them for this reason. There is, however,
one exception. There were some boys in the less favoured team who
had not many friends either in their own or in the other team. They
dissociated themselves from their own team and tended at the end of
the games to prefer boys in the other team. It was the nature of the
task that made them change their allegiance, and not a liking for the
boys.

In the classic studies reported by Lippitt, Lewin and White—these
are so well known that they need not be described in detail here—the
democratic leader encouraged interaction between the boys, the
authoritarian leader arranged the situation so that the boys were com-
pelled to interact with him a good deal of the time. The interchange
of information between the boys would therefore be greater in the
former than in the latter group. Moreover, in the latter group the
work was not chosen by the boys and it is therefore reasonable to
assume that they were less involved in the task than were the boys in
the democratically led group. The lack of information in the auto-
cratically led group, and their consequent indifference to one
another, together with their relative indifference to the task makes
for an inflammable situation which might easily turn into a hostile
one. This is, in fact, exactly what happens. Rapid changes in the com-
position of sub-groups are reported in the authoritarian group as
members attempt to gain status at each other’s expense; in the end,
scape-goating is resorted to as the only way in which the necessary

however, recognise ‘the group’ as exercising control and therefore their liking for it is
not depressed. ’
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feeling of superiority can be gained. It will be remembered that the
autocratically led groups also took no interest in or even expressed
hostility toward the product of their labour. This is obviously
another way in which the hostility, generated by the pressure of the
system imposed on them, may show itself.

That it is the situation rather than the member who generates the
dislike is also suggested by a further refinement in Kelley’s study.!
He introduced the possibility that members might be able to change
their status half-way through the meeting. In half the high-status
groups and half the low-status groups, he said he might have to
change over some people from one task to another at half-time.
One thus obtains four types of sub-groups: high-status mobile, and
non-mobile; low-status mobile, and non-mobile. (This enabled him,
incidentally, to ask at the end of the experiment which members
wanted to change. By this means he was able to confirm that the
low-status groups saw themselves as low, as these wanted to change
their jobs more frequently than the others.) Mobility has an effect on
the amount of irrelevant communication. Mobile low-status mem-
bers who expressed a desire to move up had a significantly lower
irrelevance score than non-mobile low-status members or thap
mobile low-status members who did not want to move up. The
possibility of being mdved to another group makes the low-statug
groups slightly more attractive to members, and the high-status
groups correspondingly less attractive. This, one might say, stands to
reason, but it is gratifying to see so human a situation reproduced in
the laboratory. The non-mobile low-status members share some
interesting characteristics with the high-status mobile group. They
have by far the least number of cohesion and morale-building mes-
sages, they are more disruptive, they send fewer messages to other
levels, i.e. they restrict communication voluntarily (group autisms)
and chose fewer members of the other level in the final sociometric
questionnaire. Kelley interprets this sort of behaviour in the one
case as seeing other groups as threatening one’s own good position
and in the other to plain envy.

In a very different group studied by Back, escape took the form of
neglecting the task for the performance of which they had met. This
_mechamsm, made familiar by the study of industrial groups, shows
itself when members do not derive sufficient satisfaction from

1 See also page 33-34.
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belonging to the group, which they therefore use as a stalking-horse
to express their discontent with a situation from which they cannot
escape. Back’s (1948) study was of two discussion groups. In one
group, A, the same members took up the largest amount of time at
each session; in the other, B, different members tended to speak
frequently according to mood and topic. Group A was observed to
be significantly more emotionally toned and less work centred than
group B, and its members were significantly more aggressive. That
this is not due to personality difference is shown by the fact that,
after training, conversation became more general in group A and as
it did so, aggression diminished and devotion to the task increased.
Communication here was not officially restricted, but it was re-
stricted none the less and this evidently made the group less enjoy-
able and its members more restive.!

Thibaut’s boys were favoured or deprived in playing congenial
games; the boys in the experiments by Lippitt, Lewin and White
were given, or deprived, of the opportunity to gain status; Kelley’s
groups were divided not only in that some were allotted high-status
tasks and others not, but that some feared to lose their position and
others hoped to gain it; Back’s members were striving to make their
voices heard. In all these cases, the members were in fact compelled
to compete by the circumstances in which they found themselves. No
wonder that their kind of behaviour markedly resembled that of a
competitive group. In a competitive group some members have, or
are more likely to obtain, what others want. In all situations where a
sub-group has privileges which everyone wants, we can recognise the
characteristics of the competitive group: restricted communication
and hostility between members. It will be remembered that Deutsch
(1949) found that in a co-operative group, members interact more
and know more about one another than members of the competitive
group. Their estimation of one another is also more realistic. Need-
less to say, they are also more friendly towards one another.?

ASSUMPTION SIX
Let us assume control by one member of the group.
If members do not like to have their freedom of action restricted
by the impersonal force of circumstance, will not the situation be
much aggravated when it is brcught about by a member of the

1 Sec also page 62. 2 See also page 34.
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group? Where a man is perceived to be involving the group in actions
uncongenial to it, his popularity is likely to suffer. This is likely to
be so even when he controls the group in ways beneficial to it, ‘for its
own good’. Thus Bales reports that the ‘highest participator’, who
tends to make more suggestions as to what shall be done than other
members, is relatively little liked. He is seen as exercising control and
will appear responsible for the resulting discomfort. We may there-
fore think that hostile reactions to control are not necessarily
generated by high-status members, although the group will vent its
resentment on them. The most ‘directive’ member will become the
scapegoat. This situation is clearly outlined by Parsons, Bales and

Shils (1953):

‘We might tentatively advance the proposition that the tradi-
tional sociometric methods of determining ‘leaders’ are appro-
priate only to situations where there is no specific and well-
defined instrumental task. As soon as such a task is introduced
there arises a demand for the performance of the new roles which
the task creates. Initially the best-liked man may perform these
roles, but as time goes on, a dissociation takes place: either (1)
someone else who can perform these new roles more successfully
comes to the fore, or (2) the sociometric leader becomes a task
leader and ceases to be best liked’ (p. 157).

ASSUMPTION SEVEN

Let there be sub-groups with characteristic norms in the group.

Although a group may have come together for the performance of
a task, the meaning of the task to its participants will inevitably be
coloured by the differing value systems of its members, In this way,
many smaller sub-groups may exist within the larger group, each of
which subscribes to somewhat different values. This may involve
friction between sub-groups over means to be employed or risks to
be taken. Any frustrations met with in the pursuit of the task wil]
tend to be channelled into hostility to other sub-groups and thus
again scapegoating may develop.

In a group in which more than one norm has developed, the mem-
bership of each sub-group will tend to be determined by the im-
portance which any one norm has for particular members. The
norms which such a sub-group holds will thus be especially or even
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uniquely valued by those members. These norms will perform the
function of distinguishing this sub-group from others. We have
shown that conformity to a particular norm brings popularity from
those others who also subscribe to this norm. Where there is more
than one preferred norm in a group, there will be more than one
popularity cluster. Such a process will work both ways. The existing
mutually friendly members of a sub-group will tend to develop
norms peculiar to that sub-group.!

When there is unity of norms in a group, sub-groups are less likely
to form and all members are likely to agree on how much they like
each other. Whenever sub-groups have had the opportunity to
evolve norms of their own, discrepancies in the popularity rankings
are likely to occur, for the diflerent sub-groups will value different
characteristics and therefore they will differ in the criteria by which
they rank one another. There may then be a struggle for the norms
of one sub-group to become supreme and recognised by the others
and this will show itself in a struggle for status between two or more
high-status members from the different sub-groups. Heinecke and
Bales (1953) studied groups of two kinds. In one type of group,
members agreed more or less where everyone stood in the status-
hierarchy. In the other type there was no such initial agreement. The
first few meetings became a battlefield in which the members fought
between themselves for dominance, but the period of this clash was
shorter in the groups in which there was initially some consensus
about the status-hierarchy. In these groups, the struggle was also
more or less confined to initially high-status members. After this
battle, they apparently come to some agreement. Honour is satisfied
and the high-status members retire into the background and let the
lieutenants take over overt control, they themselves controlling the
lieutenants. This kind of group was more satisfied with its solutions
to the problem than were the groups where agreement on the status
of members was not reached. They are also more efficient in the
sense that impartial observers thought their solutions were better.

1 This can only come about in a group if there is a ccrtain amount of privacy. The
process outlined above, in which sentiment clusters and norms emerge si_mullancously,
could not occur in groups whose members, whatever their potentially common
interests, and thercfore norms, and therefore mutual affinities, have to meet only on
occasions on which all other members arc present too. Too many interruptions and
disturbances from members belonging to polentially different sub-groups would occur

for kindred spirits to be able to identify onc another. In other words, the members
must also be able to interact more within their sub-groups than with other sub-groups.

" 105



THE STUDY OF GROUPS

Heinecke and Bales suggest that once the problem of status is settled,
time can more easily be given to the task and people enjoy themselves
because there is less bickering and less overt control.

SUMMARY
(1) The greater the amount of interaction between members
(a) the more information is available about the personality of
members.
(b) the more definite the sentiments of members toward each

other;
(c) the more consensus concerning the popularity status.

(2) Norms are sentiments. The generalisations valid for sentiments
are valid for norms.

(3) Interaction corrects errors of judgement concerning the per-
sonality of other group members.

(4) The more interaction, the more positive is the sentiment
towards others in the group and towards those who interact
frequently in particular, except:

(a) where interaction does not give information about per-
sonalities;

(b) where the task is disliked;

(c) where interaction does not give information about the
sentiments of other members;

(d) in two other cases which will be discussed fully in Chapter

Nine:
(i) where control is attempted by a member with devyj.
ating norms;
(i) where sub-groups have different norms.

(5) Friendship is more frequently based on similarity of idealg
than on similarity of personality.

(6) The difference between interaction in the internal and inter.
action in the external system is a measure of the level of sentj.
ment in the group. *

(7) Members who attempt to control the group tend to lose thejr
popularity.

®) Where interaction is frequent and information about person-
ality low, there tend to be few mutual friendships.
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(9) As the pressure of the environment increases:
(i) interaction in the internal system decreases,
(ii) division of labour and restricted communication increase.
This may cause friendships to decrease.
(10) Deviance from the norms of the group results in decreased
liking.
(11) The following factors tend to strengthen one another:
A likes B and B likes A;
A knows B likes him and vice versa;
A interacts with B;
A and B share ideals;
A and B interact more with one another than with other
members of the group.

107



CHAPTER EIGHT

Sentiment in the Group: The Expressive Dimension

material so far presented within a larger theoretical frame-

work. In this attempt we lean heavily on the work of R. F,
Bales, and somewhat more lightly on that of Talcott Parsons. The
reader’s attention is requested to rest not so much on the fact that
some of the ideas of these sociologists will be criticised and modified,
but rather on the fact that it is now possible to progress in the theory
of small groups by using and building on the efforts of other workers,
The trend of the theory is becoming more clearly defined; a large
and consistent body of fact and theory, acquired from many
different sources and interests, is developing. This is a matter for
rejoicing.

Bales’ contribution is second to none. It is fruitful for two reasons,
First, it gives us a scheme for the event-by-event observation of the
group processes from which larger categories may be built up and
thus makes possible the verification of hypotheses at the level of the
group’s interaction pattern. Second, it allows for the construction of
theories of more general sociological interest by stating explicitly the
relationships between the categories. Indeed, each category can be
defined in terms of its relationship to other larger classes and to other
categories at its own level; that is to say, a category is defined not
by its content, but by its position in a more general system of action,
As the position of one planet may be inferred from the relationships
known to exist between,the other planets, so the existence of a par-
ticular interaction process, at a specified point in time or in 3
sequence, can be inferred from what we know of the other processes
that have been observed in the group.

Bales® observation scheme enables the observer to identify each
act under one of the following six headings: communication (cate-
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gories 6 and 7), evaluation (categories 5 and 8), control (categories 4
and 9), decision (categories 3 and 10), tension reduction (categories
2 and 11) and reintegration (categories 1 and 12). Each of these
headings is split into positive and negative. Thus a positive act of
communication is to give information, a negative act to ask for it. The
complete schedule is reproduced below.

The system of categories used in observation and their major relations.

Social- 1 Shows solidarity, raises other’s status, gives help, reward:
Emotional 4’ 2 Shows tension release, jokes, laughs, shows satisfaction:
Arca: 3 Agrees, shows passive acceptance, understands, concurs,
Positive [ complies:

(4 Gives suggestion, direction, implying autonomy for other:
5 G!'vl:s opinion, evaluation, analysis, expresses feeling,
wish:
6 Gives orientation, information, repeats, clarifies, con-
Task firms:
Area: < 7 Asks for orientation, information, repetition, confirma-
Neutral tion:
8 Asks for opinion, evaluation, analysis, expression of feel-
ing:
9 Asks for suggestion: direction, possible ways of action:
Social- 10 Disagrees, shows passive rejection, formality, withholds
Emotional help:
Area: 11 Shows tension, asks for help, withdraws out of field:
Negative 12 Shows antagonism, deflates other’s status, defends or
asserts self’:

-

The development of Bales’ ideas can be studied by a comparison
between his earlier Interaction Process Analysis, from which the
above scheme is taken, and the later Working Papers in the Theory
of Action, in which he' collaborated with Parsons and Shils. We
shall not describe these here in detail, since we shall diverge from
both.

In Interaction Process Analysis Bales had already tentatively dis-
cussed the connection between his twelve observation categories and
three larger ones, which roughly corresponded to the old psycho-
logical distinction between conation, cognition and affect. At that
time Bales concluded that no direct relationship cxisted. In the
Working Papers the issue is a little blurred, but it is likely that he
changed his mind, for there we find a table in which such an attempt
is made. The relevant aspects of the table are reproduced here.
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Bales® categories Larger categories
Reintegration Integrative Dimension
Tension reduction } Expressive Dimension
Decision

Control Instrumental Dimension
Evaluation . . .
Communication } Adaptive Dimension

Expressive, instrumental and adaptive are taken to correspond
roughly to affective, conative and cognitive respectively. In order to
pursue our argument in the way we want to, we shall use a rather
different scheme.

Because we have been considering sentiment in the two previous
chapters we shall start our discussion with the expressive dimension,
the ‘social-emotional’ areas of the group process. Expressive be-
haviour for us, however, will include both the categories of rein-
tegration and of tension reduction. The categories of decision and
control are discussed in the next chapter and those of evaluation and
communication in the one after. Integration is a different kind of
concept altogether which we shall discuss in Chapter Eleven.

The first of the alterations we shall make to the schemes outlined
above is to boil down, purify, and—to continue our kitchen meta-
phor—<larify the categories of reintegration and tension reduction,
We shall reduce it to onc observation category, that of expressive
behaviour.?

There are sentiments in the group. We cannot see them; we have
to infer them from the interaction process. What we can see is the
expression of friendliness and hostility; underlying these expressiong
we assume their existence; underlying their existence we assume a
frame of reference composed of values—a system of standards which
determines the sentiments of people toward one another. Expressive
behaviour is taken to be the manifestation of underlying sentiment
both at the level of sentiment toward persons, and at the deepe;
level of sentiment toward values, which is a part of that total frame
of reference which leads 2 man to prefer one man or one action to
another in a given set of circumstances.

The total frame of reference includes, of course, knowledge and

1 One reason for doing so is that the two categories are not very casily distinguish
able; another that the positive and negative do not seem to be truly symmetrical, .
the opposite of asking for help (showing tension) is not really to laugh or to jokc' b.lf.
rather to give help, which is subsumed by Bales under ‘showing solidarity’. Pou
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information as well as values, aims, goals, or standards, but that
aspect of the frame of reference is most clearly manifested by inter-
action in the adaptive dimension which we shall discuss in Chapter
Nine. The combination of these two aspects of the frame of reference
is manifested when a decision has to be made in which knowledge is
used for the fulfilment of a value; this is discussed in Chapter Ten.

In the adaptive dimension and in decision-making, the require-
ments of the task determine the interaction pattern of the members:
in the former dimension free communication is most efficient, in the
latter, it is sometimes free communication and spmetimes a rather
centralised organisation of the group. This makes it more difficult to
infer from interaction what the sentiments of members are. It is only
when members are not compelled by the task to interact in the most
efficient way for the performance of the task, that inferences con-
cerning the feelings of members are not confused by task-related
interaction patterns which are to some extent superimposed on the
sentiment structure of the group. Interaction in the task-related areas
is laid down by the nature of the task and by the necessities of the
situation in which the group finds itself, in short, by the external
system.! Interaction in the expressive dimension is interaction in the
internal system; it is created by the group’s elaboration of the inter-
action pattern laid down by the external system and consists of
interaction over and above that required by the task.

‘We shall not go far wrong if, for the moment, we think of the
external system as group behaviour that enables the group to
survive in its environment and think of the internal system as
group behaviour that is an expression of the sentiments toward
one another developed by the members of the group in the course
of their life together.’ (Homans, 1950, pp. 109-110.)

The criterion by which expressive behaviour is recognised is there-
fore twofold: expression of feeling and irrelevance to the task. All
interaction that does not immediately concern the task, that is not
concerned with the transmission of relevant information or with
proposals as to what shall be done about the task, we shall call
expressive behaviour.

1 The correspondence of Bales® social-emotional arca to Homans' internal system
was suggested to me by a postgraduate student, Mrs. June Norris, to whom I am very

grateflul.
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EXPRESSIVE BEHAVIOUR
(a) positive. Main criteria—irrelevance, friendliness.

The positive end of the expressive category is recognised by inter-
action in Bales’ categories 1 and 2 (i.e. reintegration and tension
reduction) as described in the appendix to Interaction Process
Analysis. The main stress there, however, is laid on the expression of
liking for persons. We include also manifestations of liking for the
kind of task: ‘We're doing fine, isn’t this fun, this is really well worth
doing’, etc., and of liking to be in the group: ‘it’s pleasant to be
here; I'm having a lovely time; I'm glad I managed to come’, etc.
(b) negative. Main criteria—irrelevance, hostility.

Again, Bales’ description in the categories 11 and 12 (i.e. tension
expression, reintegration) provide a useful guide, but we differ from
Bales in that we include only such interaction as is irrelevant, i.e.
does not help or hinder progress toward the task. Interaction that js
expressive of dislike for a proposal to act in a certain way we rele-
gate to the category of (dis) agreement which is discussed in Chapter
Ten.! On the other hand, some of the behaviour categories by Bales
in the category of (dis) agreement (category 10), is included here.

‘Any situation in which an emotional response would be t;x~
pected, where the actor refuses to give applause, or is unapprec;-
ative, unacknowledging, ungrateful, unallured, “hard to please”
“hard to get”, is included. Includes passive forms of rejcction,
such as remaining immobile, rigid, restrained, silent, cloge.
mouthed, uncommunicative, inexpressive, impassive, imperturp.
able, reticent, responseless, in the face of overtures of the other
Includes any passive withholding of love or friendship, any indi:
cation that the actor is psychically insulted, detached, isolateq
indifferent, disinterested, impersonal, aloof, formal, distant, un:
social, reserved, secluded, unapproachable, exclusive, or forbjd.
ding. Refraining from intimacies and confidences where the other
appears to be secking this kind of response is included. All up.
determined member-to-pcmbcr contacts, that is, asides, whisPer-
ing, winks, etc., while the main discussion is going on between
others are classified in this category as rejections by both parti-

1 The following distinction must be noted. If a member
. proposes that the g
rehearse a play and another says that he hates play-acting, that is a task-rg{eﬁgg Sa:ha"
tribution. If the group decides to act a play and during a rehearsal a man says he h c:n-
play-acting, that is expressive behaviour. ates
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cipants of the rest of the group. Working at something other than
the problem with which the group is concerned, when there is an
expectation that all will be attending or actively participating is
included. Speaking or paying attention to outsiders, such as

observers, when the group as a whole is working on another
problem is included.’

Generally the behaviour is the opposite of that subsumed under
positive, that is to say, expressing directly or indirectly a dislike of
the members, the group or the nature of the task.!

REWARDS

It is clear that liking members and the nature of the task or the
group is an inducement to stay in the group and that disliking the
members and the nature of the task or the group is a disincentive.
As a rule, membership of a group is a mixed blessing. There are
advantages and disadvantages. In deciding whether he shall stay in
the group a member will weigh up the balance of advantages and dis-
advantages, the amount that he is given and the amount that he
must give.* Members contribute something to the group and receive
something from it; there will be a point at which membership
becomes worth while and another at which it will cease to be so. This
‘economist’s’ way of looking at group behaviour, in terms of incen-
tives and disincentives, is very useful. It is suggested by Simon (1952).
We will, however, complicate his model a little by comparing the
balance of rewards that one group has to offer with that of other
groups whose membership is open to the aspirant. A group that
wants to keep its members must provide them with a sufficient in-
ducement to make them deaf to the lure of other groups.

Now some members may have more attractive alternative choices
open to them than others have. They will therefore need a greater
inducement to stay in the group. Similarly, there may be more and

1 Neutral irrelevances, e.g. ‘let’s go to the pictures’ must be scored positively when
the main scnse is an expression of friendliness, and negatively when the main sense is
in fact ‘I don't like what we are doing at present’.

2 W may distinguish between rewards which are distributive—ifl one man is given
more another member must necessarily be given less, as is the casc with money or
status, and rcwards which are frec—so that the satisfaction of one l:ncmbcr is inde-
pendent of and may even promole the satisfaction of another, as is the case with
fricndship. The achievement of aims, which must be considered as a reward, is an
interesting special case. In the co-operative group, achievement bclongs to the latter
and in the competitive group to the former category.
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less indispensable members. In this case, inducements must be
related to the degree to which the working of the group would be
impaired if a member were to leave, even if he does not wish to leave
permanently (as in strikes or lock-outs). The same argument is valid,
though necessarily more complicated, if we hold, unlike Simon, that
there are degrees of group membership, if, that is to say, there are
degrees of the extent to which a member may participate in the group
and devote himself to its interest. For a relatively small ‘contribu-
tion’ of this kind, a member may not expect much reward. But even
here the notion of indispensability is important.

Logically Simon is plainly right when he assumes a point at which
the satisfaction of remaining in the group outweighs by the smallest
conceivable margin the advantages derivable from non-membership_
Practically speaking, however, this must be a highly unstable posi-
tion and one which in actual fact rarely corresponds to the balance
of advantages which members obtain from the group. For when one
group is only one of many sources of satisfaction to a group mem-
ber, the slightest change in the inducements other groups are able to
offer would persuade the member to change his allegiance. Thus jt
will be remembered that in Thibaut’s experiment some memberg
changed their group allegiance when they realised that other groups
performed tasks more attractive than their own.! Unless we assume
that a group can control other rival groups, the group will have tq
allow its members a larger than minimum amount of satisfaction, sq
that it may have some room for adjustment if other groups change
their systems of rewards.

What are the satlsfactl.ons with which a group supplies the mem.-
bers and what are the disadvantages of group membership? Let yg
sum up what we have learned in the two preceding chapters.

Rewards spring, with the exception of financial reward, from the
shared value system which we assume to be underlying positive
expressive interaction in the group. More concretely, théy may be
summed up in the phrase ‘the pleasures of being sure that others will
respond in the desired way’. Friendship is therefore one of the group
products from which the individual profits. Friends are willing, even
happy, to respond to one another in the way that is desired of them
to do what they ask of each other, sometimes at the expense o;‘
wishes that they would otherwise have gratified. Friendship is ex-

1 Sce page 101.
114



SENTIMENT IN THE GROUP

pressed par excellence, not in the co-operative performance of a task,
but in interaction over and above that required by the task. When
the task is finished, the group does not break up. The task itself is
not the raison d'étre of the group. From the material introduced in
this and the previous chapters, it will be clear that friendship is
brought about and maintained to a very large extent through inter-
action in the positive category of social-emotional, expressive,
behaviour.

Second, a shared frame of reference, both for values and for
knowledge, makes interaction easier. It could hardly be otherwise.
The members use a common idiom. They need not indulge in lengthy
explanations or justifications of basic principles; they can take those
for granted. People with very different norms find it hard to under-
stand what the other is trying to say, harder to appreciate why he is
saying it and very hard indeed to approve of it. Listeners to a radio
discussion between Bertrand Russell and a Jesuit will appreciate how
true this is. A shared frame of reference makes task performance
easier, and that is rewarding in itself, but there is also a kind of
reward in the very fact of using a common language. For this reason
we get Air Force slang, nicknames, Greek tags, Cockney rhyming
slang.

Third, a shared value system enables members to evaluate the
different aims to which the group might devote itself in an order of
preference. If a man joins a group because he finds the group’s aims
attractive, this means that in co-operating with them on a task he
achieves an end valued both by him and by the others. The achieve-
ment of an end will be sufficient reward to keep him in the group.

Clearly all these factors have a cohesive function: members will
be anxious to stay in the group because they value the tasks the
group chooses to perform, because they like each other, because the
common idiom strengthens in-group feeling and draws boundaries
between in-group and out-group. A further impetus toward cohesion
comes about because the three factors interact. Friendship brings
with it an increased susceptibility to the norms of others, and people
like one another because they share certain norms. They have an

ideal personality in mind, something they strive for and by which
they measure their own and other people’s performance. If two
people with similar standards meet, they will like one another, for
they are striving after the same ends. Members of friendship groups

v
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thus reinforce one another’s ideals. If a man joins a group for
friendship’s sake, he becomes susceptible to the group’s norms for
friendship’s sake and works co-operatively toward the groyp’s goal
because both he and they value it. Friendship and the achievement
of an end will be sufficient reward to keep him in the group.

A man may join a group solely in order to carry out a task which
he has not the skill or endurance to carry out alone. He teams up
with other men. If he is fortunate, he will in the course of interaction
begin to like them, begin to share their norms and to feel as uncon-
straining the pressure of control that membership brings in'its wake,
To expand the sequence already outlined: a man interacts with others
in the performance of a task, begins to like them and becomes
susceptible to their norms.

There are, however, finally, tasks for the efficient performance of
which groups need to be of a certain size, or the group may need
members of a certain kind, experts, for example. Gilchrist (1952)
demonstrated that members may put the need to choose recruits who
have demonstrated their ability above their desire to choose those
they like or know. But this works both ways. Higher inducements
have to be held out to such recruits than to those who are willing to
join but have no special skill. Thus members may have to be recruited
from those who are interested in rewards other than the achievement
of a common aim or the friendship of members. Then a distribution
of material reward has to be established to induce such persons tg
enter the group and to keep them there. In groups where friendship
is not very close or norms are not greatly shared, difficulties of con-
trol and reward are likely to become important. It is interesting to
realise that paid members who need to be rewarded financially and
cannot be induced to work solely because they value the end to be
achieved, tend to have less prestige than other members of the group,
(Viz. Sherpas, Professionals, etc.)!

This enumeration of the group’s rewards corresponds to the
analysis of the kind of behaviour that is irrelevant to the task and
expressive of friendliness, in the group. Now let us look at dis-
incentives.

The disadvantages of group membership are also manifold. First,
freedom of action is restricted; one is subject to the decisions of other
members; other members have a right to a certain amount of con-

1 For this suggestion I am indebted to my former colleague, G. Duncan Mitchell.
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sideration and may have to be cajoled and kept sweet to induce
them to co-operate. The member has to give time and effort; demands
may be made on him at inconvenient moments. Second, there may be
disadvantages to belonging to a particular group, a group that does
not give the member the appreciation to which he feels entitled or
does not give him sufficient scope or recognition for his talents,
whose members may irritate him, and other such discomforts.

In discussing disincentives we must also consider certain effects
of the division of labour. Some of the disadvantages of such organ-
isation have been discussed in Chapter Five. It is a disincentive to
have to perform routine tasks at a lower level of responsibility than
one’s ability entitles one to; there is the danger of boredom and of
overwork, and so on. Two other considerations must now be
sketched in.

There are structures peculiarly suitable for the performance of
certain kinds of tasks. These structures necessitate more interaction
with some members, and less with others. Suppose a division of
labour makes it necessary for a recruit to interact largely with those
he likes less well, the ones whose previous level of interaction with
him he felt to be quite appropriate. If that level of interaction was
due to his ignorance of their good qualities, he may now come to like
them better. If, however, it was due to the fact that he knew them
and yet did not like them, he will now be unhappy. At the same time
the task may necessitate his cutting down his interactions with those
he did like and for the sake of whose company he may initially have
joined the group. This will increase his dissatisfaction.

Moreover, a division of labour requires the control of some
members by others. Although we cannot fully discuss the circum-
stances in which control is resented until Chapter Ten, we must
mention that this may be so and that this will then operate as a
disincentive.

If a man is emotionally involved in the task and anxious to see it
accomplished, such effects may not be serious. He will content him-
self with the thought that this state of affairs will not last for ever.
But if he only performs the task for the sake of his friends, he will be
discontented, and he will either put pressure on the group to dis-
continue the task (and seck to be in a position where his pressure
counts) or he will become discouraged and leave. This is a very
unstable situation. If he does not like the group and they need him
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more than he needs them, they have to reward him in order to induce
him to stay in the group. He will need additional inducements in the
form of material rewards to compensate him for the control to which
he is now subject, or in the form of status and control to compensate
him for lending his skill to a group he does not care about.

Any distribution of rewards has to take into account that some
members are more indispensable than others. Indispensable mem-
bers have to be rewarded more highly than others, since their loss
would be more serious. Lack of material reward is obviously a dis-
incentive. Only slightly less obviously, great differences in rewards
are a disincentive. One cannot indefinitely increase the rewards of
some members even when it is not directly at the expense of others—
as the disputes on differentials in wages may show. Morale is lowered
when differences in reward are too great.!

That hostility results from such disincentives and that the un-
rewarding conditions described above have a disruptive effect is clear
from the evidence produced in the previous chapter. It need not be
recapitulated here.?

To sum up, then, the schematic representation of interaction in the
expressive dimension is as follows: N

positive when indicative of satisfaction,
when rewarding, when cohesive.
social-emotional behaviour,
interaction in the internal system,
irrelevance to task.

negative when indicative_ of dissatisfac-
tion, when unrewarding, when dis-
ruptive.

1 See Bales (1950), pages 153 ff.

% It is important to realise that expressive behaviour is not an inducement; induce-
ments are either material or spring from a shared frame of reference. They are only
expressed in behaviour. The distinction is important and amusing. Quite often in
theory there is a confusion between tension expression and tension reduction, and not
infrequently in practice people want a show of appreciation morc than they want
aﬂ'ccuo.n. It is sometimes obliquely suggested that a ‘tension reducer’, someone who
nl;akes Jokes and praises others when tension rises to make other members happy, js
:ess?g'!lu:u:jn Lo problems of dissatisfaction in the group. In the author’s opinion the
tanelon ; ucer 1s a pain in the neck. Unless his behaviour has an effect on the struc
by tho tt ¢ group, he serves no uscful function. If there is tension in the group, a fault
obli z t5 fucture is responsible and only a structural alteration, one which redistributes

gations or rewards or changes the frame of reference of some members, will lower
tension successfully and permanently. Tension reduction is a concept of a higher

order; we shall discyss j i i i i
good or bad. n Chapter 11. Here we are discussing the expression of feeling,
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The feeling of the group is manifested by expressive behaviour. From
it, we may infer the sentiments of members towards one another, for
instance, by the ratio:

friendly irrelevant behaviour

hostile irrelevant and task related behaviour (i.e. all other)

We have, moreover, assumed that behind the feelings of members
toward one another lies a frame of reference. To the extent that it
is shared, members will like one another. Chapter Ten will expand
on this assumption. '

We have also shown that a shared value system is rewarding in a
number of ways and that rewards may be endangered by certain
types of organisation.

Finally we have asserted that rewards have a cohesive function,
disincentives a disruptive one.

Rewards are either material or, like friendship or a shared task,
they may spring from a shared frame of reference.

This argument enables us to construct certain formulae.

E+- is the total positive expressive behaviour given in the group.

E- is the total negative expressive behaviour given in the group.

E+ and E - represent expressive behaviour received in the group.

The equivalents for a single member are e+, e-, €+, é-, respec-
tively.

A popular member will be recognised by the large number of
positive contributions he receives compared to the number of nega-
tive contributions he receives, but this must be considered in relation
to the total expressive behaviour in the group.

Popularity of the ith member:

(+) y E-
(¢+) + €-) E+

A friendly man will be recognised by the proportion of positive
contributions he makes out of his total expressive behaviour, but this
must be considered in relation to the total expressive behaviour
received in the group.

Friendliness of the ith member:

(e+) E-
—_— X —— X 100
(e+)+(-) E+
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A man important in the cohesive dimension must be a man who is
both popular himself and friendly with all other members. Obviously
popularity and friendliness have to be combined in some way to
indicate this role.
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CHAPTER NINE

Communication as Adaptive Behaviour

ment if it is to survive. When the environment changes, the

group has to change also and such changes have themselves
to be regulated by further changes in the environment. Adaptation
does for the group what cognition does for the individual. It entails
the acquisition, storage and combination of the resources of in-
formation on which the group may draw when it considers the
problem of its survival. It consists of the two observation categories
of communication and evaluation. By communication we mean the
transmission of information, just as Bales does. Bales has dis-
tinguished between communication and evaluation, but this is not
necessary for the present purpose. In evaluation a communication is
placed in a setting, either the setting of members’ goals or the setting
which relates a previous communication to other pieces of informa-
tion. Basically, it is just a special type of information. Since we build
up adaptation from communication and evaluation, we shall when
we talk of these two categories together, call them A.

A good deal has necessarily already been said on the subject of
the adaptive phase. All that has been said on the transmission of
information’ becomes relevant again. Although the next chapter will
show that restricted communication in certain circumstances may
speed up the decision-making process, free communication is
essential for good adaptation. If a group is to adapt speedily, it must
have a communication structure which allows the most rapid trans-
mission of information.

Let us sum up briefly. All the consequences that may conceivably
be relevant to the change which the group faces if it is to avert the
danger to its survival must be brought into the open, and their like-

g GROUP has to make continual adjustments to the environ-

! Sce pages 40-75.
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lihood and relative priority evaluated. The more information is
available and the more freely it travels in the group, the better the
task can be performed. The more links there are between members,
the shorter the diameter is likely to be and the more efficient the
spread of information. Moreover, the more links there are, the less
likely the group is to suffer from the consequences of differentiation
between members. Such freedom of interaction also corrects dis-
tortions in judgement and aids the correction of errors in the
group.

We have seen in how many ways free communication in the group
is threatened. When, for instance, the pressure of the environment is
suddenly so great that the problem of survival becomes most urgent,
there may not be an opportunity to canvass opinion in this free way.
We have seen how consciousness of status operates against free
communication. The lower-status members speak less and tend to
make fewer suggestions; they influence the action process passively,
by approval and disapproval rather than by positive advocacy of a
policy. Peripheral or lower-status members are less likely to learn.
They tend to sit back and let the central members do their thinking
for them. (This is what made it so difficult for the highly organised
star group to adjust to changing conditions when the pure colour
marbles were exchanged for cloudy ones.)!

Not only differences in status but any kind of routinisation which
influences members to delay in communicating information will
have a bad effect. We know that groups with a leader show less
equal participation than groups without a leader. The less differenti-
ation between members therefore the better, but if differentiation is
necessary or inevitable, it is important to stick to a routine, for peri-
pheral members have been trained not to use their initiative. Where
the organisation of the group is rigid, changes in the routine of the
group endanger its survival. Lastly, when there are sub-groups
loosely connected with the main group, the spread of information in
the network is delayed. In fact, the less differentiation in the group
the better. If there are leaders in the group they must see to it that
they are sure that they are followed by the members. They must
ensure some kind of feedback. But totally connected networks, with-
out leadership, are the ideal at this stage.

We shall single out two group roles which are likely to be par-

1 See page 69.
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ticularly useful in the adaptive phase: direct access to the resources
of information and indirect access to the same.

DIRECT ACCESS: THE OPEN CELL AND THE EXPERT

Because the group has to adjust to changes in the environment
it is important to have adequate information concerning it and
liaison with it. The group needs open cells for this purpose. These
bring information from outside to the group, so that members may
be well informed about the demands of the environment (and also
about the techniques current in other groups which might usefully
be adopted). Homans points out that often leaders are in the best
position to know what is happening outside the group; they are in
contact with leaders of other groups by virtue of their recognised
position; they may be leaders just because they are the only ones
that can give information about the environment.

Another type of open cell is the expert, the man who has a skill,
usually acquired elsewhere, which he puts at the disposal of the
group. For instance, a lecturer is assumed to have certain kinds of
information which he must impart to the student in order that the
student may achieve his goal and remain a member of his group.
Another example may be drawn from the larger organisation. Some-
times there are members who have been allotted the special function
of finding out about the environment, like the research section of an
industrial firm. Their problem, like that of the lecturer, is often not
one of being heard but of being understood or obeyed. What they
think to be important may not be appreciated by the rest of the group.
The problem of understanding and accepting information belongs to
the next chapter; it depends not only on the existence of efficient
communication channels, but also on the norms of the giver and of
the recipient of the information. Where members do not share norms
they may fail to appreciate the importance of a communication. If
we assume, as we do here, that this difficulty does not arise, the
problem is reduced to that of the efficiency of group networks. All
that then needs to be added is that the open cell must be in a position
to know whether he has been sufficiently well understood: there must
thercfore be a feedback from members to the information giver.
There must be interaction: communication must not be a one-way
process.?

_ 1See the experiment by Heisc and Miller outlined on page 66. We shall see later
in the chapter that such feedback may bring a valuable sense of participation.
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Even when the open cell is not one which is particularly related to
an important part of the environment, and could not correctly be
called an expert, the group gains much from easy interaction with the
environment. A group may become too cohesive, so cohesive that it
becomes incapable of adjusting to the environment. For in such a
group there is a great uniformity of norms. Everyone has the same
frame of reference, and these determine to a serious extent the
group’s expectations about what is going to happen next. They
therefore routinise the behaviour of members toward one another
and toward the environment. The establishment of such a routine is
not necessarily a good thing for the group, although it saves effort
and planning. The greater the routine of the group the more the
ability to change tends to disappear. Routine behaviour of members
toward the environment includes not only what is to be done to the
environment (the task) but also the interpretation of the effect the
environment is having on the group, i.e. the feedback from environ-
ment to the group. Part of such evaluations are, for instance, implied
judgements about what is the most pressing problem that the en-
vironment is presenting to the group at a particular moment. If the
group is one in which members have spent much of their time agd
have therefore been relatively isolated from other groups, not many
new ideas will be forthcoming about the way the group should adapt
to the changing environment, even though there may be complete
agreement about what is to be done. Paradoxically, a new recruit,
although he may imperil the equilibrium of the group,’ may also
may also bring the group such information as they need in order to
survive.

All such open cells and experts are in the position of having direct
access to resources. Bales suggests that they may be recognised by
the number of questions a particular member is asked in the cate-
gories of communication, evaluation and control as compared to
the total number asked by all members. Bales includes the asking
for suggestions (the category of control). In our view (and perhaps
in his later view) this cuts across the distinction of adaptation and
goal achievement that we are anxious to preserve. It does not scem to
involve any great theoretical wrench to change the concept of direct
access to resources in such a way that the formula for any member i

1 Sce page 152.
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(@-2
X 100. ‘A’ stands for the problem of adaptation

should read

in the group, a for that of the individual, the minus sign shows
that we are concerned with the negative aspect of adaptation, i.e.
asking questions rather than giving answers, the bar over a
indicates questions received as distinct from questions asked. In
words, the dircct access to resources of the jth member is indi-
cated by the number of questions of communication and evaluation
asked by the group, expressed as a percentage of those asked of the

ith member.

INDIRECT ACCESS TO RESOURCES

Restraints on free communication in the adaptive phase are in-
effective and inefficient, that is to say, they make the process of com-
munication and therefore of problem solving more difficult and they
make it less enjoyable.

Hare (1952) studied groups of five and of twelve boys who dis-
cussed what was the best list of things to take camping. It will be
remembered that the boys who were in the larger group were dis-
satisfied with the outcome of the discussion. One reason for this has
already been stated: they felt they had not been given a sufficient
chance to put their own views. We may now suggest a second reason.
Larger groups need some organisation to give everyone a fair chance
to contribute without getting in the way of someone else. They need
someone to draw them out. In Hare’s groups, the discussion leader
was himself one of the boys, appointed, not elected, because he was a
good Boy Scout, and thus an ‘expert’. But he was young and in-
experienccd and he had not the skill, so necessary in larger groups, to
organise the members so as to avoid confusion. Only a half-hearted
allegiance was accorded to whatever plan finally emerged from this
collection of members all too inhibited to say what they preferred.
The encouragement of definite proposals is therefore an important
function performed in the group.

Some confirmation of this supposition is provided by Hemphill
(1950). Hemphill asked subjects to describe the groups to which they
belonged. His findings show that in the larger groups the leader was
expected to do a number of things which in the smaller groups were
perceived as membership roles. He must know his job, work harder
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then the rest, and have certain organising skills such as giving in-
formation to the members, allowing no exceptions to the rules,
telling them what to do, etc. Thus members deal with their own
inadequacy by welcoming a more directive type of leadership
behaviour. A leader who ‘gives the group a lead’ allows members to
sit back and make fewer contributions and still feel satisfied with the
performance of the group. But this can only come about when the
mempbers feel that the leader has more to contribute than they have.
Similarly, Hurwitz shows that at a social worker conference certain
members were recognised by the groups as experts and the other
members inhibited their own contributions to hear what the expert
had to say.! It is worth while for our purpose to quote Carl Rogers
(1951) at length at this point:

‘Some counselors—usually those with little specific training—
have supposed that the counsellor’s role was merely to be passive
and to adopt a laissez-faire policy. . . . He is more inclined to listen
than to guide. He tries to avoid imposing his own evaluations upon
the client. He finds that a number of his clients gain help for them-
selves. He feels that his faith in his client’s capacity is best ex-
hibited by a passivity which involves 2 minimum of activity and of
emotional reaction on his part. He tries *‘to stay out of his client’s
way”.

‘This misconception of the approach has led to considerable
failure in counseling—and for good reasons. In the first place, the
passivity and seeming lack of interest or involvement is experienced
by the client as a rejection, since indifference is in no real way the
same as acceptance. In the second place a laissez-faire attitude does
not in any way indicate to the client that he is regarded as a person
of worth. . . . Many clients will leave both disappointed in their
failure to receive help and disgusted with the counselor for having
nothing to offer’ (p. 27).

This is one of the many fields in which Kurt Lewin was a pioneer.
Because of the nature of group influence, one man finds it difficult to
stand out against the group. If it is possible to make a group under-
stand the need for a change, then the group will discuss the situation
and propose suitable changes, without resentment. To share in the
adaptive phase brings about a unity of norms with the happy effect

1 See page 31.
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noted in the previous chapter.! Lewin (1952) provides many examples
of this process. He has demonstrated how the discussion of food
values, of work practices, and of group prejudice allows culturally
approved decisions to be taken by the members and is a much more
effective agent of change than are policies handed down from above.
The members feel personally involved; the information they are
given makes them desire a change. Often the ad hoc discussion
groups turn into more permanent friendly groups. The increased
interaction between the members brings about a closer unity of
norms than would otherwise have been the case, and this makes
possible the evolution of an informal system of control in which all
members reinforce for one another the decision they took together.

There are special techniques to elicit from members the opinions
and suggestions which they might otherwise withhold. The effect of
Maier’s technique, which we discussed at length in Chapter One is to
ensure participation in adaptation and decision-making. It is not
really important whether the leader is appointed or has emerged
from the group, provided this function is fulfilled. He will be charac-
terised by the great number of requests he makes for opinions or
expressions of feeling (in particular Bales’ three categories, 7, 8 and
9 may all be much used) and the amount of encouragement and
agreement he shows (i.e. Bales’ categories I, 2 and 3).

It is interesting to note that Fromm (1942) differentiates between
‘inhibiting authorities’, leaders who, as interaction continues, sharpen
the distinction between other members and themselves, and ‘rational
authorities’, leaders who with continued interaction seek to mini-
mise that distinction. The adaptive relationship should be of this
latter kind. As Fromm characterises the former as authoritarian and
the latter as democratic, we may note the correspondence of his
terminology to that of Lippitt, Lewin and White.?

If a leader builds up a hierarchy culminating in himself, he will,
with an increase in the size of the group, have to exercise more direct
control. His other choice is to delegate some work and devise a
division of labour, thereby encouraging communication between
members. A picture will show that this inevitably makes the leader
less central and therefore tends to obliterate the leader-follower
distinction.

The issue here is really that of making the group perform at its

1 See page 115. 2 See page 101.
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best level, encouraging the members to give out all the information
they have at their disposal, pooling the resources of the group. The
member who can produce this effect in the group has what Bales

ieader

leader

other
members

other members

calls indirect access to resources—he has access to the resources of
others. Once again Bales includes in his formula the giving of and
asking for suggestions; we exclude it for the same reasons as before.
The indirect access to resources of the ith member is indicated by

the following formula:
- a4
@+) X @ty x 100

@+y)+@-) A+ .

In words, the indirect access to resources of the ith member is indi-
cated by the number of answers he receives in the categories of com-
munication and evaluation plus the number of questions he asks in
these categories, expressed as a fraction of the number of answers he
receives (i.e. what proportion of his questions are answered),
weighted by the total number of answers the group has given (ie.
how rhany answers were directed at others and not at j), the whole
expressed as a percentage.!

1 For this bricf chapter no summary has been thought necessary.
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CHAPTER TEN

Decision-making as Instrumental Behaviour:
The Dimension of Control

E have now discussed expressive behaviour and adaptive

\/ ‘/ behaviour. In expressive behaviour the underlying values

of the members are made manifest; during adaptive
behaviour information is accumulated. "Values and knowledge
together form the frame of reference in terms of which an action or a
person is preferred to another in a given set of circumstances. Often
the values are thought of as goals; goals are values seen from the
standpoint of what is to be achicved. But the decision to work for a
goal is affected not only by its goodness in an absolute sense—by its
value—but also by the knowledge of its feasibility; more simply, the
decision to work for a goal is affected both by the system of know-
ledge and by the value system. The frame of reference may be
regarded more concretely as a system of goals. These goals stand in a
relationship to one another which enables one to see some goals as
means, sub-goals or steps to other goals; goals determine what means
shall be used. Thus an action is evaluated not only in terms of leading
to ‘the’ goal, but also in terms of its effect, favourable or adverse, on
other goals in the whole organised frame of reference.

The kind of behaviour now to be discussed has been variously
called instrumental, conative, and goal-oriented. What are the com-
mon elements of these terms? According to the Concise Oxford Dic-
tionary, instrumental—serving as an instrument or means, conation—
the exertion of willing that desire or aversion may issue in action,
(goal) oriented—figuratively bring into a clearly understood relation
(with goal). From this semantic examination it is as clear as from the
logical analysis in the previous paragraph that a means-end rela-
tionship is under consideration: that aspect of behaviour in which
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knowledge (gained in the adaptive phase) is used to achieve a value
(controlled by the expressive phase).!

The two relevant categories in Bales’ observation schedule are
‘control’ (the making of and asking for suggestion) and ‘decision’
(agreeing or disagreeing with the suggestion). Here we differ very
slightly from Bales. In the category of ‘control’ we put all suggestions
and directions as to what shall be done and who shall do it. Unlike
Bales we include the giving of definite orders. Whether such sug-
gestions are followed up and whether the commands are obeyed is
shown in the category of ‘decision’. Thus the phase of ‘control’
involves only a proposal to act in a certain way. For this reason, and
because we shall use the word control for a different kind of be-
haviour, we shall call Bales’ category of ‘control’ that of ‘proposal’.
A proposal to act will only be acted upon if it is followed by positive
reactions in the category of ‘decision’, which we shall call the cate-
gory of ‘agreement’, for it shows that the group has agreed to a
proposal. Control is exercised to bring such agreement about.

It is clear that we are not concerned with knowing whether a goal
has been achieved and indeed Bales’ observation scheme is not
designed to describe whether an action has been carried out or not,
nor whether the goals are good or bad, nor whether the means are
efficient or inefficient. It can only show how often proposals have
been made and how much agreement they could secure. What we
are measuring is measurable only up to the point where the group
acts, it cannot tell us about the action itself. Clearly then, the im-
portant aspects of this kind of behaviour lie in the making of pro-
posals and the securing of agreement, with steps toward goals, with
plans of action. For that reason we propose to describe it by the term
‘decision-making’ rather than by the terms previously suggested.

In analysing the decision-making process the structural character-
istics of the group come out very clearly, especially as they relate to
a shared frame of reference and to the distribution of power. Since
action is taken with reference to goals, the important question to ask
is, are the goals of all members taken into account or only the goals

1 We may say at this point that cxpressive behaviour is goal-related and only
remotely task-related, that adaptive behaviour is task-related and only remotcly goal-
related, and that the two categories of ‘control’ (making and asking for suggestions)
and ‘decision’ (agreeing or disagreeing) which form the subject of the present chapter
are cqually goal-rclated and task-related. The further away the observation categories
from the category of adaptation the more goal-related and the less task-related they

become; see also page 146.
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of some, or more simply, who controls? The decision-making pro-
cess comes to an end, not when the best means to the best goals have
been chosen, but when the group agrees on a course of action. This
will depend on two sets of variables which we shall combine and re-
combine : whether all members share in decision-making or not (i.e.
who controls) and whether they share a frame of reference or not.
Between them, these define progress towards goals.!

ASSUMPTION ONE

Let all members participate in decision-making and let them share
a frame of reference.

Let us recall a distinction between two types of tasks that we made
in the first chapter of this book. The task may be such that when a
course of action is proposed it is so obviously the correct procedure
that members cannot but agree. The problem is solved as soon as
communication and evaluation have led to'a full understanding.* The
major phase has been that of adaptation. The first proposal of action
is at once followed by agreement. Decision-making is not difficult in
those circumstances. This may happen in such tasks as mechanical
puzzles—how can we make the bell ring, in crossword puzzles, and
in other problems with demonstrably correct solutions. Where there
is no demonstrable solution, it will take longer to come to a con-
clusion unless members share a frame of reference to such an extent
that certain things seem more or less self-evident to them. Although
there is no demonstrable proof of the existence of God, a group of
Christians would at once agree that He does exist. The more similar
the members’ frames of reference are, the less time it will take for a
group to come to a decision, even when problems with no demon-
strable solution are in question. Thus the length of time devoted to
decision-making is a fair indication of the degree to which a group
shares a frame of reference, provided that all members share in the
decision-making process. In a group that has existed for some time

1 It may b; noted that the group may face two different kinds of task. It may be
a task which is ended when all members are agreed. Such a task would be the appoint-
ment of a Jeader or the equitable distribution of reward. In this case the problem is to
get agreement—agreement js the solution of the problem—it /s the goal. The other
kind of task involves the actual handling of materials, the modification of the environ-
ment. In that case the group’s problem is twofold. (1) To get agreement on a plan of
action which will bring about a solution of the problem; and (2) to carry out the plan.

3 Notc that this is not a ‘fully-fledged’ problem in Bales’ scnse of the word; see

page 17.
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and in which interaction has been general, this condition is likely to
come about.

ASSUMPTION TWO

Let all members participate in decision-making and let the group
not share a frame of reference.

In many circumstances, groups are faced with the problem of
making a decision—committing themselves to a course of action—
when norms in the group are less uniformly shared than we supposed
under the previous assumption.

When different members have different norms, they will not be
able to agree on what is the best way to cope with a problem because
each sees the problem in a different context according to his indi-
vidual frame of reference. It is at the point of decision that differences
show up and prolong the period of decision-making. A proposal will
be rejected because it does not fit into what a man believes to be the
correct perspective. At this point control comes into play. Some-
how the members must induce one another to co-operate in the
execution of a task. The process of control aims at getting the mem-
bers to co-operate even when they are not very anxious to do so. In
a group which operates under functional authority, the discussion
will at this point revert to the adaptive phase. This reversion has the
function of making explicit the frames of reference of members,
showing up the sources of disagreement and enabling matters of
context to be thrashed out. This may suffice.

It may suffice, but adaptive behaviour presupposes a degree of
rationality in the group members which is often little short of the
Utopian. Fortunately, the group in which there is much interaction
and in which all members participate in making the decision—a
group in which there is functional authority, in short—has a second
means of control. Members who might not be amenable to influence
on the adaptive level may change their norms, consciously or not, for
friendship’s sake. If neither reversion to the adaptive phase nor the
friendly influence of other members brings a deviant into agreement
with a proposed course of action, withdrawal of friendship and of
interaction may have the desired effect.

In Chapter Six we showed that the group does influence the indi-
vidual; we will now show how it does so. We need not spend much
time on this because Homans (1950) has a chapter on social control
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to which we can add nothing further. According to him: ‘The mem-
bers of a group are obedient to its norms not only because they have
actually disobeyed and been punished in the past, but also because
they see what would happen if they did disobey. They may not
think of the relationships of the social system in the same way as we
do, but they are ncvertheless cffectively aware of the relationships
and are therefore able to anticipate the consequences of breaking a
rule’ (pp- 292-3). Thus either the first signs of a withdrawal of
friendship or of interaction (we may call them, with Homans, virtual
changes), or the anticipation of such a withdrawal, controls the
behaviour of members. Of course, one cannot demonstrate this; one
can only see the evidence of successful control in such behaviour as
was described in Chapter Six. If control is unsuccessful, one can see
the withdrawal of friendship and interaction. This aspect is very
beautifully demonstrated in an experiment by Schachter (1950), in
which three people were instructed to behave to a fourth, naive, sub-
ject in the following ways. One, the deviate, was instructed to take a
position in the discussion that was markedly different from that of
the naive subject, and to maintain this position throughout the dis-
cussion. A second, the slider, was instructed to start in the same way
as the deviate, but to allow himself to be persuaded to change his
position and to come to agree with the naive subject. The third, the
mode, was instructed to agree with the naive subject from the begin-
ning. After a period of intense interaction with the deviate, to be
interpreted as an attempt to change the other’s mind, the naive sub-
ject ceased to talk with him; to all intents and purposes the deviate
ceased to be a member of the group. A sociometric questionnaire
at the end of the discussion showed that the deviate was least liked
by the naive subject. (N.B. In spite of the period of intense inter-
action.) As interaction with the deviate decreased interaction between
the naive subject, the slider and the mode became more general.
Still, the mode was preferred to the slider in the sociometric test.!

1 We have discussed the case where norms are similar and intcraction general, and
the case where norms are different and the group splits. Let us now consider an inter-
mediate case. Members A, B and C are related in the following way. A has a set of
norms some of which he shares with B. Communication between them, though diffi-
cult at timcs, is possible. B and C also sharc certain norms and can communicate. But
A and C share no norms. They arc incomprehensible to one another. In this casc
B serves a very uscful function. He can transmit between A and C, ‘translating’ as he
goes along. In this way he makes it possible for A and C to co-operate in the per-
formance of a task. Without him the group would split. A situation of this kind was
experimentally produced by Festinger, Gerard, er al. (1952). It is thercfore possible
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If deviance is displayed not by one member, but a set of members
sharing a set of norms, control by group pressure is less possible.
Conversely, persons who are unwilling to be controlled by one
another, because they cannot agree that the others’ proposals are
the best ones, will try to form schismatic sub-groups. We showed in
Chapters Seven and Eight how conformity to a particular norm
brings popularity from others who also subscribe to this norm.
Where there is more than one set of norms in the group there will be
more than one popularity cluster. And since these members will
tend to interact more among themselves than with members of other
sub-groups, even interaction in the adaptive dimension is likely to
prove ineffective.

Whether we discuss deviant individuals or deviant sub-groups, the
result is inevitably a reduction in interaction with those members of
the group who hold other norms. In the case of the deviant individual
this reduction in interaction may be painful to him and he may cor-
rect his norms in order to regain the group’s good graces. In the
case of a deviant sub-group this is less likely to happen because the
deviant members will support one another; the fear of isolation does
not operate so strongly here. Thus norms define cliques and sepacate
one group from another.

Since deviance from the norms of others may cause these others
to withdraw their friendship and/or to interact with them less fre-
quently, the more cohesive the group is, the greater the control that
can be exercised this way. The less friendly groups, in which inter-
action is in any case less frequent, cannot exert the same pressure on
its members because they communicate less often. This will lead to
individualistic actions by the members which would in turn cut them
off still further from group influence. In the course of this process
the individual will be less susceptible to informal influence and con-
trol, and if other members do seek to influence him he will feel this
as an external constraint and resent it. He is also more likely to have

to be told what to do if his co-operation is needed for group pur-
poses as he is not sufficiently well well-informed to see for himself

for members with very diflcrent points of view to communicate with one another pro-
vided that they are in a group with members whose norms range between the two
extremes. Possibly this situation is a very unstable one, with both extremes recruiting
adhcrents from the middle pool, or with the extremes gradually conforming more to
the group norms. In the former case groups would evolve who were unwilling to
communicate with one another.
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what needs doing. Formal control is therefore likely to be applied to
him more frequently than to those ‘more in the know’. The less
attached a member is, the sooner control is likely to be exerted on
him and the sooner he will leave if he comes under such a pressure.
At the very extreme, communication between him and other mem-
bers may be so inadequate that he is even unaware of the pressure to
change.

When the whole group shares in decision-making and there is an
adequate period of discussion, control tends to work through
making the norms of members more similar rather than through the
manipulation of definite rewards. Since a learning process is in-
volved, however, we may say that there is a kind of reward, namely,

acceptance by the group.

ASSUMPTION THREE

Let members share a frame of reference in a group in which not all
members participate in making the decision.

The fact that the group shares a frame of reference should tell us
who will be the leader, the man who makes the decisions. Whenever
members share a common frame of reference they will be friendly.
We have noted that tightly-knit groups of friends can make demands
upon one another that would be resented in other kinds of small
groups.! This is because the control exercised in such groups is not
experienced as an external constraint. It is an imperceptible control,
operating through internalised standards, and it brings high status
for that member who best exemplifies those standards. He is able to
elicit the response he desires from others because they respect him
for what he is. In groups of this kind, no hostility will be generated
by the control that keeps the group in being.

At this point we may continue a discussion which we left off at the
end of Chapter Three. If members share a frame of reference, there
may be differences in status, but these will be willingly acknow-
ledged and maintained by the members themselves. Because they
admire their leader they will be gladly under his authority. Status
differences and all that they imply are therefore not always resented.

! For one thing, as Bovard has shown, they know which are the norms which are so
valuable to other members that they must not deviate from them, and in which areas
of bchaviour greater divergences are permitted. In this sense the members of a very
close group feel more free from group pressures than members of less intensely inter-

acting groups.
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Members are content with their low status and consequent lack of
control if their position is congruent with their own evaluation of
relative worth. Hurwitz and his fellow workers, for instance, in the
study mentioned on page 31, report no expression of resentment
from low-status members at the social worker conference. Mary
Parker Follett made it clear that the division of labour and conse-
quent restriction on freedom of action need not create resentment
although it involves the process of control.! This will be so when
there is a general agreement about the status of every member and a
belief in the right of other members to set about the task in their
own way.

Where the values of the group are subscribed to by all the mem-
bers, those members will have high status—i.e. the ability to elicit the
response they desire—who best exemplify those values. There is
therefore a kind of leadership in which the leader, by representing
most fully the values of the members, is able to control them because
they recognise the justice of his demands. Such a man will be identi-
fiable by the large number of acceptable suggestions he makes. The
formula for a member x would be:

proposals made by x agreement received by x
total proposals made and total agreement and dis-
asked for in the group agreement in the group

It may be noted as a matter of interest that what we are saying here

is not so far removed from Freud’s analysis of the leader as the
. super-ego of the group.?

1 Sce page 19.

2 Control cannot be exercised if thosc who wish to control are too difTerent from
those who are to be controlled. Early studies on lcadership qualities have accordingly
and quite rightly stressed that whercas the lcader would be superior in some ways to
his followers, a man who was too greatly superior to his fellow-members would not
be a lecader. He has no way of making himself casily understood by them. In this way,
we may say, the leader is himself controlled by the group. He cannot afTord to be too
different and to depart too radically from the norms of the group.

Once again wc repeat it. People are willing to be controlled without question only
by thosc to whom they attribute their personality-ideal. Such men must be better than
they are, but still within the same range. They must be better, but not too different,
because then they will not correspond to what the members have hopes of becoming.
Thus Festinger (1954):

‘Given a range of possible persons for comparison, some one close to onc’s own
ability or opinion will be chosen for comparison.’ ‘If the only comparison available
is a very divergent one, the person will not be able to make a subjectively precise
evaluation of his opinion or ability,” and *When a discrepancy cxists with respect to
opinions or abilities there will be tendencies to ccase comparing oneself with those in
the group who are very different from oncself.’
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Clearly, therefore, when norms are shared and the leaders are
known to exemplify those norms better than others do, the leaders
will be seen as ‘knowing best’ in a very real sense. They will be
trusted whether or not the others understood the reason for which
the decision from which they were excluded was made. This trust
may also be created from past interaction in the adaptive dimension.
It will be remembered that some tasks bring about a distinction
between central and peripheral positions. The peripheral members
communicate with one another through the central members. Even
when initially all members are assumed to have equivalent bits of
information, the central members possess more information than the
others in the middle stages of the problem-solving process, since
what they are transmitting has not yet reached its final destination.
If the central members are also in the position of important open
cells, information about the environment will reach them before it
reaches the others and the decision they take on the strength of their
information may be puzzling to other members until the relevant
information has been relayed to them.

When decisions have to be made in a hurry, the decisions of the
central members are more likely to be right than those of other mem-
bers, since they possessed more.information at the time when the
decision had to be taken. They thus create a trust in themselves on
the strength of previous successes. They are privileged by what
Barnard (1938) calls a ‘zone of indifference’, which enables them to
make decisions which will be accepted even though other members
do not understand the reason for the decision.

Moreover, members in central positions gain experience in their
function as co-ordinators, which is not open to other members.!
Where a group is relatively short-lived such structural consequences
are not likely to be very important, but in a group that has existed
for some time the recurrence of these middle phases is likely to
endow the central members with influence at other times than when
the peculiarities of the network justify it, or on occasions when the
possession of information would not eo ipse be a determinant of
influence. Group members get into the habit of obedience.?

1 See page 48.
3 Disagreement as to what shall be done may be the result of ignorance rather than

a lack of desirg to please. A member may transmit information at his disposal and
make a suggestion on the basis of what he knows, only to find that it is not acceptable
to the group. The reason for this may be in the fact that other members do not suffi-
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ASSUMPTION FOUR

Let the decision-making function be restricted to certain members
of the group in a group where there is no shared frame of reference.

In many circumstances the leader or the ruling élite may have
norms different from those of other members of the group. In such
circumstances differences in status will obviously lead to misunder-
standing because the leaders’ perspective is not understood by the
members. Whether a giver of information is understood by his
recipient depends therefore on the frames of reference of both
parties. It is not purely a matter of good patterns of communica-
tion. Moreover, if there is disagreement about norms, there will be
disagreement about the proper course of action. Control will be
resented because the restriction on one’s freedom of action is felt to
have been imposed from the outside. In such situations, communica-
tion is likely to be inefficient; and at the same time commands and
proposals will be felt to spring from the arbitrary authority of the
leader and not from the logic of the situation—although in the
leader’s eye of course they may do so. Control is often distributed in
such a way that not all members are satisfied. Then we get hostile
reactions from low-status members. In this way, Thibaut accounts
for the hostility that his low-status groups manifest toward those
who perform the more attractive tasks.?

Let us now consider Homans’ generalisation that ‘when two per-
sons interact with one another, the more frequently one originates
interaction for the other, the stronger the latter’s attitude of respect
or hostility towards him.’? Can we know in what circumstances the
origination of interaction is accompanied by respect and when by
hostility? It should be clear now that it will evoke hostility when
members are not agreed about the status of him who originates the
action or when the tasks they are given are felt to be both dis-
agreeable and arbitrary. When the members lack information, or

ciently understand the frame of reference by which the proposal was regulated. Highly
active members tend in any case to support one another and they may be genuincly
unaware that the more remote or more silent members do not understand or approve.
It is therefore important for the expert to carry other members with him through the
process of adaptation and to allow them to make their own proposals and secure their
own agreement, if a decision acceptable to all is to be reached. But with this subject
we have already dealt fairly fully; see pages 125-128,

1 See page 101, and also Sherif (1951).

t Homans would now prefer to use the phrase ‘originating action’. (private com-
munication.)

138



DECISION-MAKING AS INSTRUMENTAL BEHAVIOUR

when they do not share the norms of the originator of action to a
sufficient extent to feel that the proposed course of action is a neces-
sary one, they will feel that the control over their actions has been
arbitrarily imposed.! When, on the other hand, the members do
share a set of norms to which the originator of the action corre-
sponds most closely and when the members have sufficient informa-
tion to understand at least to some extent why the action is necessary,
he will naturally be respected.

If the leader is the chief agent of decision he may find himself in a
difficult position. We have shown in a previous chapter how a
popular man may find himself in a position of leadership. But once
he starts making decisions for other members he grows apart from
them; they may no longer see eye to eye with him and they will resent
his control accordingly. In this way we may account for the fact,
previously noted in Chapter Seven, that it is not the man who
makes the most suggestions and is recognised as having good ideas
who is the most popular.

The leader’s position may be made easier in a number of ways.

1. Heinecke and Bales have shown that once the struggle for status
is won, the leader may exercise control through his lieutenants. By
this means he is able to preserve both his power and his popularity.?

2. Where there is no shared frame of reference, decisions are most
quickly reached in a highly centralised group, where central members
have sufficient knowledge, influence or trust to carry out their
decisions regardless of the state of opinion in the group. Restricted
interaction patterns may be deliberately created or they may come
about by accident. Bad communication often goes together with the
exclusion of some members from the decision-making process and
with differences in the norms of members. Whether such restriction
will be resented depends on whether the norms are generally shared
although the members do not realise it, or whether the leading sub-
group has norms of its own. Even where it is resented, the interaction
pattern will tend to inhibit the expression of resentment. Where
there are great differences in centrality, the peripheral members can-
not communicate, or can only communicate with great difficulty.
They cannot therefore find out the strength of their numbers, and

1 One may suspecl that a number of joint-consultation ventures fail for precisely

this reason.
3 See pages 105-106.
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they cannot conspire to overthrow or disobey the edicts from on
high, because they can only communicate through the central mem-
bers.

3. Members of groups are all too prone to turn apathetic and they
may not sufficiently resist the attempts of others to gain control of
the group. The leader will serve as a scapegoat. He can be blamed if
things go wrong. Their own attitude to responsibility is therefore
likely to be apathetic. They may resent it in others but they fear to
take it up for themselves. This tendency is likely to be accelerated in
times of crisis. ‘As crisis continues, dominant power increases both
in scope and in weight’ (Lasswell and Kaplan, 1951, p. 224). The
demand for urgent action tends to put the weight of decision-
making on the shoulders of those highly thought of in the group.
Lasswell and Kaplan go on to say:

‘The demand for resolution of the crisis acts on the predisposi-
tions set up by these identifications (with the leader) to strengthen,
initially at least, faith in the leadership. An element of charisma
may come into play to offset insecurity: there is no limit to what
the leader can accomplish with the weight of power in his hands.
This pressure is reinforced by the demands made by the self on the
self: to relinquish the share of power is to acquit the self of re-
sponsibility. There are involved also expectations of expediency.
Crisis is taken to impose restrictions on the process of decision-
making which necessitate more and more participation in the

- process by fewer and fewer power-holders.’

Thus restriction of the decision-making function is accentuated by
environmental pressure. At the same time the more urgent the prob-
lem the less likely it is that the whole elaborate process of informa-
tion-seeking, evaluation and decision by all members of the group
will be gone through. The division of labour will become rather
rigid. Control will become more important, and therefore status
differentiation alsp. The structure will become more centralised so
that high-status members can take upon themselves the task of
evaluation and decision. In this way the number of members that
have to be persuaded of the correctness of a value-judgement will be
reduced and this aspect of the task will take less time. The more
urgent the problem the more likely it is that the group will restrict
its communication pattern.
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4. The effects of an urgent survival problem are also induced by
an increase in the size of the group. We have seen that when the
group is large there are members who are diffident in expressing
themselves. The influence of the leader is much more marked in
these circumstances. The larger group carries within it the seeds of
organisation. Members themselves seem to sense that leadership is
different in the larger group—they expect the leader to be more
autocratic and, even, more arbitrary.! Thus the fact that agreement
is more difficult in the larger group is offset by the fact that an oli-
garchy tends to develop in any case and this reduces the number of
members who have to be consulted when proposals for action are

being considered.

SUMMARY

(1) ‘Instrumental’, ‘conative’, ‘goal-oriented’ behaviour is con-
cerned with decision-making.

(2) Decision-making involves making proposals and securing
agreement.

(3) In some cases agreement is the goal of the group; in other cases
agreement leads to action which is designed to secure the goal.

(4) Decision-making involves a power-dimension because it may
have to be secured by means of controlling other members.

(5) If all members share a set of norms, decisions are held up only
by lack of information.

(6) If all members share in decision-making but differ in norms,
decision making is prolonged and group pressure is exerted to
secure uniformity of norms.

(7) If sub-groups differ in norms, group pressure on the deviant
sub-groups is less likely to be successful and astruggle for suprem-
acy may take place. 8

(8) If decision-making is restricted to some members of the group:

(a) other members will respond with respect if the group
shares norms; differences in status and control will not be
resented because the values are internalised;

(b) other members will respond with hostility when norms are

" 1See page 127.
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not shared or, in groups with restricted communication,
not known to be shared.

(9) Marked differences in centrality and peripherality are likely
to occur when the pressure of the environment produces a rigid
organisation.

(I0)Ina group with marked differences between central and peri-
pheral members, the peripheral members are likely to have little
power and little information. A relationship of trust from them
to the central members may develop when norms are shared or
the central members’ proposals have been successful in the past.
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CHAPTER ELEVEN

The Self-defeating Process:
Latent Pattern Maintenance

factors which affect the behaviour of members of small groups.

Whenever attempts at such statements are made, two methodo-
logical problems have ultimately to be faced, and these two problems
in a well-organised science, should come to the same thing. The first
question is: ‘What relationships exist between those elements used
for analysis whose relationship has not been explicitly stated?” The
second question is: ‘Why don’t two directly varying factors, such as,
for instance, increasing friendship and increasing interaction, go on
for ever? The answer to both questions is the same. Variables A and
B do not mutually encourage one another to infinity, because a
relationship exists between A and X, and B and X, which inhibits
the mutual influence of A and B beyond a particular point. Any
ambitious sociologist would wish to put forward a system in which
relationships can be as clearly stated as this, and the time may be
very near when it can be done in the limited field of small group
studies. In this chapter we attempt to carry this ambition a little
further.

The question we ask ourselves in this chapter is: how does the
group survive? Before we can answer this question we must ask
ourselves another. What does it mean to say: ‘a group survives’?

Survival means at least the following two things: the group
remains distinct from its environment—it can be rccognised by
others as a separate unit—and the group maintains some kind of
continuity in the qualities by virtue of which it is recognised as
separate. More concretely this means, first, that members interact
with one another more than any outsider does, and second, that the
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norms of the group change relatively slowly—it is by virtue of its
particular norms that the group is recognisable as being the same at
two points of time.

A group has to make efforts in order to survive: it has to change
the environment when necessary, to adapt itself to the environment
when it cannot change it, to distribute rewards so that members will
remain in the group and so on. Such efforts at survival can be
described in more general terms than we have so far employed; they
can be described in terms of the survival of a system. A set of units
is a system when each unit affects every other unit in the set to an
extent greater than some arbitrarily established lower limit.?

We have been careful throughout this book to define a group in
such a way that it is a system. A man is a member of a group if he
interacts more within the group in question than with the other
groups which form the environment, and he must interact with all
members so that his behaviour affects theirs and theirs affects his.
We shall now go further and assume that the group is a system in
some kind of equilibrium, that is to say, we assume that the group is
a system of such a kind that it is able to minimise the effect of dis-
ruptive forces which might change the group. The assumption of
general equilibrium is no more than an assumption, there is not
sufficient evidence in the literature to take it as established. There is,
however, no doubt that there are what we may call equilibrating
mechanisms, processes which operate in such a way as to limit other
processes which might, if unchecked, radically change the nature of
the group, or even destroy the group altogether.

There are many group processes whose function, either main or
incidental, is to keep the group as far as possible in its present state.
In order to describe such equilibrating mechanisms we shall often
assume that, of the large number of factors which between them
determine the nature of group processes, only two are changing,
while all the others remain constant and unaffected by the temporary
state of the two on which we fix our attention. This is perhaps a
rather unrealistic assumption to make, but it is as much as we are
entitled to do. We shall also find that it is not always useful to think
in terms of an equilibrium point. We shall very often find that,
instead, control operates in such a way that when the dangerous
trend is checked, the group process is deflected into the ‘opposite

1 See also the discussion in Chapter Four, page 49 and page 51.
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direction’ until it in turn becomes dangerous and is once more
reversed.!

We are supposing that there are a number of trends in the group
which, if they were allowed to continue unchecked, would eventually
disrupt the group, and that there are other group processes which
operate in such a way that they limit the dangerous operation of
such trends and bring the group back to a safer state.

The general principle on which this oscillation operates—it is a
kind of feedback—we will call the self-defeating process. An analogy
will make our meaning clear. Yeast grows when put into a sugar-
solution. Whilst it grows, it produces alcohol as a by-product.
Eventually it produces so much alcohol that it cannot survive. The
alcohol kills the yeast. Our argument is that a group, in performing
a certain activity, inevitably produces side-effects which hinder the
performance of that activity to such an extent that, if the group is to
survive, it must switch its attention and its activity to deal with the
side-effects. In doing so, further effects are produced which in turn
will ultimately present problems so pressing that the group’s atten-
tion must now switch to activity that will deal with them.

We have already become familiar with such sequences in earlier
chapters without using our new concept of the self-defeating process
specifically. It will be remembered, for instance, that a popular man
will find that he is able to control the group. If he exercises that con-
trol for some time, he will tend to lose his popularity. Or again, a
group of friends works hard to survive in an environment that has
become uncongenial. By concentrating on the task, the friendship
level of the group will tend to drop.

We must now determine which types of behaviour in the group
are related in such- a way that within a limit they support one
another, and that when they transgress that limit they hinder one
another and disrupt the group. These must be many, but we shall
confine ourselves to three. These three in turn derive from Bales’
categories which we have already used.

We have now completed our modification of Bales’ scheme. The
new scheme is reproduced below.

L A very interesting and valuable contribution along these lines was made by Simon
in 1952. He uses what is for our science a highly sophisticated mathematical technique

!n order to work out how a slight change along one dimension will affect behaviour
in others, on Homans’ basis of the relationships between interaction, friendship and

norms.
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J’ Expressive behaviour: irrelevant friendly, rewarding, co-
hesive behaviour.
positive Decision-making: (2) making proposals for action.
(b) agreeing to proposals.
|_Adaptive behaviour: communication and evaluation.

( Adaptive behaviour:  requests for information (communi-
cation and cvaluation).
negative < Decision-making: (a) asking for proposals for action.
(b) disagreeing with proposals made.
\Expressive behaviour: irrelevant, hostile, unrewarding, dis-
ruptive behaviour.

adaptive behaviour task related.

TS (a) proposals task related.
decision-making (b) agreement goal related.
expressive behaviour goal related.

This chapter derives several of its ideas from the Working Papers
in the Theory of Action, in which Bales combines with Parsons and
Shils in an attempt to enlarge the scope of his theory. Here again
we select only those aspects which are of interest to our argument
and once again we modify and amplify unscrupulously when it suits
us. The reader must not expect to find this chapter a substitute for
reading the Working Papers.?

One of the contributions that that book makes is to define the
three categories of adaptation, goal achievement and expressive
behaviour as dimensions along which the group process may be
evaluated. Any activity in which the group engages may be seen as
progress (or regress) along one or more of the dimensions, which are
therefore measuring-rods indicating changes in the group. Although
the measuring-rods are assumed to be independent, this does not
exclude the possibility that progress along one dimension necessi-
tates changes along other dimensions. In the physical world, inches
measure one thing and pounds another, but after a certain point

1 It will be noticed thay in this chapter we rely very much on the work of Parsons,
Bales and Shils; if we presume to criticisc some of their views we do so with diffidence.
Even if our criticism is ill-conceived, we need not worry too much. ‘If his status is
highest in the group, and he is the source of authority, it is as if he *“‘can do no wrong,
and disagrecments from other members are taken simply as signals that they are con-
fused, in error, or deviant. It is then the lcader’s job to “remain steadfast”, and to
correct the deviance by his own consistent attitude and administration of rewards and
punishments. So long as his status is the highest in the group, his positive and negative
responses function as rewards and punishments to the other members, but not vice
versa’ (Parsons, Bales and Shils (1953), p. 139).
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taller people will tend to be heavier than short ones. Parsons, Bales
and Shils seem to suggest in several places that the group-processes
themselves are also independent of one another. Not only would it
be very uninteresting if this were true, but their assumption is based
on a confusion. Thus, e.g. on page 166 in the Working Papers:

‘We have noted that a given amount of motivational energy
cannot, at the same time, be both cxpended on an instrumental
process (i.e. on decision-making) and “stored up” for later use:
these are independent directions of its flow.”

But on page 167 they say: ‘Every change of state of one unit . . . will
affect all the other units in the system and in turn the effect of these
effects on the other units will “‘feed back’ to the original unit.” And
again, page 190:

‘Goal gratification and latency (a state in which the tensions
which produce group processes are absent) then designate anti-
thetical, i.e. independent directions of the disposal of the inflow of
motivational energy into the system.”?

Plainly, however, a very firm although negatively related depend-
ency is established between two variables which can on no account
be found together. Such dependencies have very great value for pre-
diction and deduction.

We shall assume that activity along one dimension may affect
activity along other dimensions. We shall hope to find that progress
along one dimension may create a situation in which that progress
becomes self-defeating and comes to a standstill. It will be interesting
and legitimate, therefore, to see exactly what happens to group
processes when one of them is maximised at the expense of others.

ASSUMPTION ONE

Let progress in the adaptive dimension be maximised.

In the adaptive phase, the store of information at the disposal of
the group is increased and improved. A group is in process of adap-
tation when information is being communicated and evaluated.
Clearly, the process we are describing would in the individual be

1 The brackets are ins;ned for explanatory purposes, since Parsons, Bales and Shils
usc a rather more detailed but for our purposes irrelevant classification. The italics,
however, are by Parsons, Bales and Shils.
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called ‘learning’. To measure progress along this dimension would
involve counting the amount of information possessed by the group
(often only in so far as it relates to the immediate chances of survival,
which is easy enough in experimental conditions at least) before and
after any group act.

Adaptation is essentially a passive process. It does not change the
environment and it changes the group only in so far as the acquisition
of information may be called a change of state. But decisions depend
on the available information and therefore adaptation affects
decision-making. In a different way, decision-making affects adapta-
tion. When a plan is being carried out, further information is fed
back to the group about the results that are being achieved.

In the normal course of events the maximisation of adaptation
comes to an end when someone, feeling that all relevant information
is now in hand, makes a proposal for action and the group moves
into the decision-making phase. If for one reason or another this
does not occur, the maximisation in this phase still comes to an end.
The dissatisfaction of the group with the present situation will mani-
fest itself in expressive behaviour. When other activities have been
neglected in the pursuit of learning, the tension rises to such an
extent that the group must move to another phase of the sequence in
order to reduce it.

ASSUMPTION TWO

Let decision-making be maximised.

The group is faced- with successive problems which have to be
solved if it is to survive. Decisions have to be taken as to how to deal
with dangers. If we were to measure progress in this dimension we
should analyse such a problem in terms of the succession of steps
needed to reach a solution. The number of steps needed to reach the
goal, before and after any group act, would indicate progress along
this dimension.

Progress in decision-making is very simply and directly related to
progress along the adaptlve dimension. As each further step toward
the goal is taken, more information about the effect of acting in this
particular way is gained. That is to say, progress in the decision-
making area brings progress in the adaptive dimension also. (Though
not necessarily all that would have been learned, if learning had been
the maximised activity.)
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Success in decision-making is followed by positive reactions in the
expressive category. The task would not have been selected by the
group if the present situation had not been creating dissatisfaction.
The fact that something is being done will in itself be satisfying to the
members, and if the group achieves its goal, that will certainly be
rewarding. In this way the cohesiveness of the group is strengthened.
Failure in decision-making will either lead back to a search for
further information, i.e. to the adaptive dimension, or to negative
expressive behaviour, since decision-making may involve the mem-
bers in more control than they like; and failure itself is often dis-
ruptive.

Behaviour in this dimension comes to an end, then, when success
or failure leads naturally to one of the other two dimensions.

ASSUMPTION THREE

Let expressive behaviour be maximised.

The expressive dimension throws light on the cohesion of the
group. When the emotion expressed is friendly, it provides satis-
faction for the members; when it is hostile, it shows the dissatisfac-
tion of members with the present activity of the group and tends to
disrupt it. If the group satisfies the members, they will be less anxious
to seek satisfactions (and to offer their services) elsewhere. Expressive
behaviour manifests the extent to which the group is thought to hold
out inducements for the individual. Two aspects have to be con-
sidered: intensity of interrelations inside the group, and the pro-
portion of links within the group to those between the group and its
environment. For this reason the traditional measure of cohes-
iveness—the ratio of ingroup to outgroup choices—may be
used.

Expressive behaviour, though irrelevant to the task on the mani-
fest level, shows the extent to which the group in its present activity
is satisfying the members. All this was discussed in detail in Chapter
Eight. Only one additional remark need be made. A goal may be far
ahead, and when the energies of members flag and they become dis-
couraged, friendly behaviour, reassurance, praise, jokes, will have
an integrative function. It is mildly, though not permanently,
tension-reductive.

We have shown how progress both in the adaptive and the
decision-making directions may come to an end with expressive
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behaviour. Tension expression is therefore a limiting condition for
these two other activities. There are levels below which activity in
other areas may not fall even when activity in one area is maximised,
lest that activity defeat its own object. If it does fall below this level,
the expression of dissatisfaction abruptly brings the maximisation
of the current activity to a stop.

Expressive behaviour itself is limited in the same way. In the course
of such behaviour, whether friendly or hostile, no progress is made
in the task, nor is anything learned. It is therefore again a self-
defeating process. It comes to a stop when the environment becomes
so disagreeable that the group must either break up or switch its
activity into more profitable channels. If too much time is spent on
group morale the task won’t get done or the group will become
isolated from its surroundings and have no interaction in any but
the expressive areas.

LATENT PATTERN MAINTENANCE

We may now draw some conclusions about the way in which
interaction operates in the group.

‘As we shall think of the matter, when the articulation of any“of
these aspects fails for any reason to be adequate to maintain or
support the ongoing process as a total stream or where affect is
sufficiently strong, there is a sudden modification of the cognitive-
affective-conative stream or process directed toward a mending or
further development of the deficient aspects or an expression of the
surplus affect. The deficiency or surplus removed, the stream
modifies to mend another deficiency or to overcome another
barrier to its free flow. The acts which we conceptually isolate and
observe are these sudden modifications of the total stream, and our
classification of them is in terms of the deficiency or surplus we
judge to be present, or the kind of support to the ongomg process
which they offer, or the kind of barrier they remove (not in terms
of what they ‘are’) (Bales, 1951, pp. 52, 53).

In our terminology we would say that the period in which any one
of the categories of adaptations, or decision-making, or expressive
behaviour is maximised, comes to an end when the group perceives
the need to switch over to interaction of a different category. If the
group fails to perceive the need to change the kind of interaction
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in which it engages, it meets the problem of survival—either of the
survival of the group or of the survival of the kind of group which it
has hitherto been. The kind of group which it has hitherto been we
shall call the latent pattern of the group. The latent pattern—that
which distinguishes it from its environment and makes it a unique
phenomenon, one might say gives it its integrity—is therefore a
system in equilibrium.

Often the expression of tension is the equilibrating mechanism.
Tension-expression operates in the same way as pain does in the
human body: it gives a warning so that the disease may be corrected
before it has gone too far. When, in the adaptive phase, members
show that they are getting tired of just talking round the problem; or
when, in the period of decision-making, they show their impatience
of those who will not agree or with the fact that they are basing
decisions on guesswork, the expression of tension ushers in a change
in the type of interaction engaged in by the group. In a group with
more sophisticated or experienced members, the advent of tension
may be foreseen, of course, and then the interaction changes before
tension rises high. This foresight may limit the expression of tension
itself. When, in the expressive phase, members get frightened of their
own aggression or begin to feel dissatisfied with doing nothing
except being together, they will seek a task to do.

Thus, although an impairment is often first signalled by expressive
behaviour, any kind of interaction may at times rceduce tension. The
maintenance of the latent pattern involves a particular relationship
between adaptation, decision-making, and expressive behaviour. The
proper balance between them reduces tension and maintains the
latent pattern of the group. (Latent pattern maintenance is therefore
not on the same level of abstraction as the other categories, as is
implied in the Working Papers.)

Thus either the ongoing process flows sweetly from knowledge to
action and satisfaction, in which case no tension need be expressed,
or dissatisfaction with any particular phase compels the group to
alter the direction of its activity. It should also be clear now that
tension, or perhaps one would prefer to call it the expression of dis-
satisfaction, is not the undesirable phenomenon it is so often thought
to be. It, or the threat of it, is a precondition for all activity. The dis-
crepancy between the state of the group and the state of the environ-
ment leads to tension. If this tension did not exist, there would be no
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group goal, no learning, and in fact no group, for the group would
be indistinguishable from its environment.!

1 An improper balance between the dimensions in which the group operates is not
the only threat to equilibrium. A new recruit is likely to precipitate difficulties in the
group. If a man joins a group because he likes certain of its norms, he will prefer good
conformers to others. He is also more susceptible to their influence: he is more likely
to do what they ask him, than what other members whom he does not respect so much,
ask him to do. In order to retain their friendship and not to be cut off from them, he
will accede to their requests. He will value their friendship more highly than that of
members who are less strong in their conformity to his values. By this means he has
changed the balance of power in the group and his faction will be able to exert more
power on the relatively deviant groups. We showed in Chapter Ten that this pressure
may defeat its own object.

There is another way in which a new recruit may change the balance of power in
the group. He may have joined the group because he likes some of the members he
knows. But the norms of the members he knows may be slightly different from those
of others in the group. He is more susceptible to their influence than to the influence
of other members, and he has increased the weight of a ‘deviant’ sub-group. As a result
a struggle for supremacy of control, or rather for a supremacy of values, may take
place, and the group may split into sub-groups. If unity is itsclf one of the norms
shared by both sub-groups great efforts will be made to come to an agrecment (and
during this time much interaction may take place between the sub-groups, which may
itself be a means of patching up the split). If the attempts are unsuccessful the group
will split. There is, of course, a third possibility. The task may be so important that the
group cannot afford to split. That is to say, thc rewards of achievement may be
sufficient to keep the members within the group.

When the balance of power shifts with the advent of a new recruit, other members
may find themselves in a worse position than before. The balance of rewards and.dis-
advantages may shift so that there is no longer a sufficicnt inducement for some
members to stay in the group unless they are given further rewards. But one of the
weightiest rewards which the group creates for its members is the use of the group for
ends important to the self. Group life involves not only the manipulation of the
environment but also the manipulation of other members of the group. A man may
decide that he has the solution to the problems which face the group, but finds him-
self unable to persuade the group of the rightness of his views. Since he needs the
group in order to carry out his plans he cannot leave but must instead endeavour to
gain control over at least some of the members. Then he will find himself involved in
a struggle for status. Many such struggles occur because, although a member has no
plans at the moment, he foresees a situation in which he might need the control over
the group and he therefore sets out to gain it.

He will then find himself in ¢competition with other members in the same {rame of
mind. The conditions of competitiveness have been described in another chapter and
they are hardly conducive to the unity of the group or its stability.
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CHAPTER TWELVE

The Larger Society and Social Change

called ‘the grand manner’. It is hoped to show that the approach

that has proved useful for the study of the small group may be
generalised in such a way as to illuminate the larger problems of
sociology. We shall do this by showing how the concepts outlined
previously in the book may be applied to an analysis of some ele-
ments of social change.

It is the aim of all theoretical writing to use concepts which relate
to each other in a consistent manner. In doing this, one is limited by
the need to check the concepts against reality and so ensure that
when one abstracts phenomena for analysis, they will interrelate in
the same way as the concepts. If the theory is good, the phenomena
selected for study will be significant. When we assume that a good
theory is one where each concept is uniquely defined by its relation-
ship to other elements in the theory, we are compelled to assume
that in the social world also each phenomenon is explained by refer-
ence to its relationship to other phenomena. The theoretical model
should correspond to social reality. When elements are interrelated
in such a way that a change in one element will affect, though not
necessarily in equal degree, all other elements, we call the whole thus
formed a system. We assume that society is a system in this sense,
just as we have throughout the book discussed small group processes
as systematic phenomena. Systems have certain characteristics such
as size, isolation and rigidity which, as we have seen, are interesting
for deductive purposes.

IN this last chapter we may indulge ourselves in what has been

SOCIETY AS A SYSTEM

From the vast mass of phenomena which together constitute

‘society’, we are able to obtajn sets of abstractions each of which
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forms a system and each of which mirrors certain relationships in
society. In this chapter we concern ourselves with three such total
systems, which we shall call the value system, the social structure
and the technological system. Between them these systems are ex-
haustive: every social phenomenon is capable of analysis in terms of
them. The three systems are distinguishable in that they abstract in
different ways from society. How they differ may be best shown by
examples.

The technological system is the system of the material culture. It
includes tools, skills, routines, methods of production and distribu-
tion of goods and services, methods of administration, transport and
other such. Together they constitute the resources of the group. In
the previous chapters we have referred to it as adaptive behaviour,
which corresponds to the technological system at the small group

level.
The social structure is composed of persons and groups in inter-

action; these persons and groups may differ in the extent to which
they have access to resources. Therefore we must include the struc-
tural implications of decision-making—who can control or influence
whom? by what means? in what circumstances? The dimension of
power is located here. )

The value system is the system of the collective representations of
the society.! Besides explicit moral and religious values, it includes
all other personal or cultural preferences. It determines choices
between what are objectively equally useful techniques or persons,
and shows itself in preferred ways of speech, preferred approaches
to problems, the ranking of persons, goods, groups, aims. It deter-
mines also what needs shall be inhibited, how needs shall be ex-
pressed and satisfied, what shall be permitted as alternative patterns
of living, who shall control and be controlled in specific circum-
stances. In the small group we have dealt with the value system in
terms of the sentiments of the group, and found it to be manifested
by expressive behaviour.

Each of the systems contains phenomena different in kind from
those in the other two systems. Yet each affects the other. They do so
in men’s minds. We follow common sense in locating the systems as
present, at least partially, in any man. Each man has a value system,
each man perceives and operates in a large number of social relation-

1 From Durkheim, E., Sociology and Philosophy (1898 ; tr. 1953).
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ships, each man knows and uses a large number of the techniques at
the disposal of his society.

A system may be analysed in terms of a number of relatively
independent sub-systems. The elements of a sub-system may be
identified as being more dependent on one another than on elements
thereby defined as outside the sub-system. It would be a mistake to
assume that the sub-systems are immediately recognisable as inde-
pendent. Elements only remotely connected with outside elements
form the nucleus of a sub-system, but the inclusion of quite a number
of elements in one sub-system rather than another must depend on
convenience—these elements show as much interdependence with
elements in one sub-system as with those in another. On the whole,
however, it may be possible to recognise natural sub-divisions.?

We shall be mainly concerned with sub-systems of social structure,
but for other purposes it may be convenient to differentiate the tech-
nological and value systems in similar ways. The sub-systems of the
social structure system we shall call groups. These groups may be
very large and may themselves be capable of further sub-structuring.
It is not easy to identify relatively independent groups unless one dis-
tinguishes between two kinds of interaction. There are interactions
which are immediately important for the survival of the group and
are recognised to be of immediate importance. In this case, only one
response (or at most a very few responses) will be recognised as
legitimate for each initiation of interaction and strong sanctions
operate against failure to respond in the desired manner. There are,
secondly, those interactions which are more remotely connected with
survival, where a large variety of responses is permitted and where
sanctions are milder or absent.?

We have noticed that status distinctions tend to come about when
the problems which the environment sets the groups are very urgent.
In these cases, formal channels of communication (we have tended
to call them restricted channels) tend to come about.? Informal chan-
nels imply 2 freer kind of communication. Associated with the former
type of interaction are power, authority and necessity as psycho-
logical bases for responding in the desired manner. The sentiment of

1 Sec the discussion in Chapter Four, pages 51-54.

2 The commun_lcalion of information may enter into either of these types of inter-
action. Information may determine the behaviour of the recipient but such coercion

is felt to be impersonal and is not necessarily attributed to the giver of the information.
3 Sec pages 97-99 and 111. .
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like and dislike determines conformity in the second type of inter-
action. At this point, it is as yet unnecessary to enquire whether the
power is acquired or maintained by force, prestige or indispensa-
bility of function. In short, persons or groups have this power in
that they are thought to have, or show themselves to have, the ability
to alter men’s destinies. This is true in the most egalitarian as well as
the most authoritarian settings.

In the social structure we identify sub-systems according to two
criteria. A group may be identified as a relatively discreet unit if it is
marked internally by a high degree of friendly interaction, and also
by a certain community of norms, and in relation to other groups by a
high degree of interaction characterised by power or necessity, by
submitting to or dominating other groups, by using the other group
for the satisfaction of its own needs or being so used by the other
group. It will be remembered that interactions determined by neces-
sity or power do not lead to greater friendliness between the two
interacting units.

Groups are therefore to be distinguished from one another by a
certain value of the ratio:

friendly interaction -

enforced interaction
or perhaps
friendly irrelevant interaction

hostile irrelevant and task-related interaction

Two things must be noted about this. Firstly, there may be theoreti-
cal difficulties in the way of finding a criterion to show whether an
interaction is friendly or enforced, although it is not difficult to
recognise this distinction in practice. Bound up with this is a second
difficulty. The ratio has to be used to distinguish large sub-systems
from one another, smaller groupings within a sub-system, and
smaller groups again within these. With each further sub-structuring
one may have to use’different indices of friendly or enforced inter-
action. At the same time, one must presumably use for each sub-
structuring a different critical value of the ratio.

Groups in a society may be organised in a linear dominance-sub-
mission hierarchy, from those with much power to those with little.
But within this hierarchy there may be groups with equal power,
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which are yet distinct from one another because there are relatively
few friendly, informal relations between them. The same is true
within the units of an industrial organisation, between suburbs in a
city, etc.

The fact that we have to distinguish between types of interaction
is evidence of the impossibility of treating any system for long with-
out reference to other systems. We shall have to show once again
how the exercise of power is regulated by the value system and how
the interactions which foster and are fostered by sentiment promote
a characteristic idiom in wnich the group communicates (value
system), a group-consciousness, which may hinder communication
with other groups.

The fact that each of the groups has a slightly different value
system emphasises their relative independence, and facilitates com-
munication within each group. But it is the difference in the degree of
power that ranks the groups in a hierarchy. It must not be assumed,
however, that this implies that the social structure, and power in
particular, is more fundamental than the other systems. We hope to
show, rather, that the three systems reinforce one another, none
being more basic than the other. Analysis, indeed, could break into
this circle at any convenient point and follow it right round until
the starting point itself is seen to depend on its own ‘effect’.

SOCIAL CHANGE

It is useful to distinguish between two kinds of changes, namely
those introduced into the system in response to changes from the out-
side, initially manifested through the adaptive phase in small groups,
and changes through internal logic by the processes involved in
latent pattern maintenance. Both these processes of change must be
seen as going on concurrently. While elements in the system are
being changed by impact from the outside, other elements are
changing through internal logic, and because of adjustments follow-
ing on previous outside impacts.

The three systems enumerated above—value, technological and
social structure—are sufficiently distinct for any two of them to be
regarded for certain purposes as ‘outside’ the third. They are all
three located in the minds of men, and men may wish to keep them
congruent with one another. This may produce a powerful impetus
to change, for instance, if the value system countenances a dis-
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tribution of power different from that perceived to exist in the social
structure. Since all three systems develop through internal logic as
well as in response to external impact, adjustments have constantly
to be made to keep them congruent. Thus the changes which one
system might originate in others may be inhibited or slowed down
because of the inability of the other systems to absorb such a change.
Current ways of thought (i.e. the current value system), for instance,
may either produce or delay innovations (i.e. changes in the tech-
nological system) for which all the technical prerequisites are present
in that society. In order to examine such lags and to predict the
effects of changes in one system on the others, such concepts as
isolation, rigidity, and congruence will need to be refined.

It is very possible that for intrinsic reasons the three systems
change at different rates. Of the three, in our recent history, the tech-
nological system seems most subject to rapid change through in-
ternal logic (viz., for instance, the exponential curve of inventions).!
The social structure and the value system seem to change rather
more slowly. Much work needs to be done on these different cul-
tural lags. If it is desired to locate the origins of change in one par-
ticular system, it may be a convenient convention always to locate
it in the system that is changing most rapidly at that time.

Work on the internal rates of change of the three main systems
may at present be impracticable, but useful results may be obtained
where these concepts are applied to changes in small sub-systems of
the social structure, such as those composed of the members of an
industrial firm, a small town, or a primitive community. When such
groups are relatively isolated, i.e. subject to few outside influences, it
may be entirely possible to determine the rate of change inside the
system in terms of three variables: the number of elements in the
system, for instance, the number of persons or of families; the
diameter of the system, for instance, the social distance between
them (i.e. the shortest distance between the two elements that are
furthest apart within the system) and the unity of the system (i.e. the
total number of relationships between all the elements in the sys-
tem).?

The path of change in a system is perhaps most easily examined by

1 Sce Ogburn in Ogburn, W. F., and Nimkoff, M. T., 4 Handbook of Sociology

(1947), p. 525.
11t is hoped to follow the present book with another in the ficld of sociology in
which these techniques will be used for analysis.
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noting the effect of an externally induced change on a system which
we assume to be only slowly changing internally, as is the case, for
instance, in some primitive societies. For this purpose, we have to
distinguish between central and peripheral elements. Central ele-
ments are those most dependent on other elements in the system;
they have many interconnections with other elements; they are so
placed that in a large number of cases the peripheral elements can
only affect one another via the central elements. Without introduc-
ing the notion of equilibrium, it is yet plausible to argue that a
change in an element which is closely connected with other elements
is subject to a reaction from those others which will minimise the
effects of the change. The larger the number of interconnections, the
greater will be the rectifying reaction and the more rigid the system.?
On the other hand, a peripheral element is by definition less subject
to such a corrective response. An impact from outside, directed at a
central element, will thercfore have less effect on the system than
one aimed at a peripheral element. In a rigid system with a large
number of interconnections and a relatively small difference between
centre and periphery, few changes are likely to be accepted and a
strong outside stimulus will either have no impact or entirely dis-
rupt the system. In a more loosely organised system, weaker stimuli
to change will have effect, and a strong stimulus will produce changes
without disrupting the system.

In the social structure we have identified sub-systems or groups.
In analysing change we must keep in mind not only the rigidity of a
system but also the degree of isolation of the sub-systems. Rigidity
is not the only danger to the survival of a group; isolation between
sub-systems, or even the fragmentation of the group to isolated
human beings is, as Durkheim noted, as likely to be maladaptive.®
Many sub-systems, on the other hand, maintain elements whose
function it is to communicate with other systems.?

Suppose we postulate two social groups relatively isolated from
one another and therefore evolving mainly through internal logic.
The two groups are different to start with, but they share elements in

T A system is rigid when the possibility of change is small: thus, for instance, if sub-
groups in a dxffcrcnu:_ucd group share the same norms and then the environment
forces a change, there is no clement in the group from which adaptation might come.
Nothing makes sense any more. Sce pages 69-70 and pages 123-124.

2 The Division of Labour, Book I11.

3 Sce pages 52-53; cf. also the Public Relation Officer.
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the technological and value systems. Though they may meet much
the same external pressures at much the same time, they will react
to these changes in different ways, selecting different elements from
outside to incorporate or reject. More and more therefore the groups
will develop in different directions, will grow apart. Communica-
tion will become more and more difficult as idiosyncracies in the
value system become more pronounced. This process need not go
far before the behaviour of each group becomes more or less in-
comprehensible to the other. In a social structure with an isolated
bureaucracy, for instance, there is the danger that the bureaucrats
will regard as ‘things’ the people outside their group, who in turn
will regard the bureaucrats in terms of a formless ‘they’. This un-
reality of the other side may lead too easily to a feeling that they
are not human in quite the same way, that their needs are different
and lower, and that they find their highest expression in the service
of the nobler group, or of the ‘good of the whole society’. As the
increased isolation of the groups means that interactions of senti-
ment takes place largely within the groups and those for survival
between the groups, the group that has power, thinking in terms of
its own survival values, may tend to exploit the other group. The
meaning of these new relationships may not be immediately per-
ceived, for the value system may change rather slowly. When, how-
ever, the value system is sufficiently changed for men to be articulate
about their new experience, but unable to change the system, an
explosive social change may occur.

We will now examine more closely the interdependence of the
three systems and how they may affect one another in social change.
We have said that power ranks the groups in a hierarchy. But in a
stable society, power is sanctioned by the value system which
accords to each group the right and proper position which it ought
to take.

This right-and-proper-place concept in its turn is related to the
technological and more particularly the economic system, in that
there may be a limiting factor determined by the replacement value
of the group if its contribution were withdrawn. Each group possesses,
besides the technological elements common to all, some elements
that are peculiar to it. If one set of skills were to develop more
rapidly than another, one group might contribute more to society
than hitherto. This will have effects in the other two systems. When
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the group becomes aware of its own increased contribution, it may
feel that its new importance should be recognised in terms of its rank
in the social structure. Again, as elements in the technological system
become more refined! and especially when such refinement is greater
in one group than in another, it will affect the weight accorded in the
value system to such elements, or to proficiency in the technological
system as a whole. This will facilitate the perception that the position
accorded to a group in the value system is incongruous with its
actual power, and the rightness and propriety of the existing hier-
archy may be questioned. It depends, however, on the value system
whether contribution in the technological system is regarded as a
just criterion of rank in the social structure system. But the value
system is itself susceptible to change, though changes in it may be
slow.

In a stable society, the existing social structure and value system
will tend to be seen as obviously the just ones. If, however, there are
rapid changes in one system, this will produce instability in a society.
In our example, rapid technological change came most aptly to the
mind. Had we started at a different point in our analysis, however,
cause and effect would have been seen as differently distributed
between the systems.

Our final illustration, an analysis of one element of change in our
own society, compels us for a moment to move again to the psycho-
logical level. All three systems originate, and the value system for-
mulates, needs which must be satisfied. According to one political
value system, the democratic-welfare one, one group is split off and
given power on the understanding that the emergent needs of those
who gave the power are satisfied. In a democratic country with a
multi-party system, the wishes of the voters have to be correctly
interpreted if the party is to remain in power. As these wishes may be
incompatible, and are in any case liable to change whenever action
is taken, constant reinterpretation is needed. The competing interests
of the parties—they both want power—makes it expedient for them
to make constant readjustments in the social structure and value
systems. On the one hand, they formulate the criteria according to
which power and other rewards should be distributed in the society
in response to changes in social structure; on the other hand, they

1 By refined, we mean that it is structured so minutely that small distinctions can be
drawn, so that one may know in what ways various elements rclate together,
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make the changes which will bring the social structure nearer to the
ideal advocated in their value system. They are induced to maintain
the status quo or to make changes because their power depends on
the extent to which they can gratify the needs which they themselves
may have evoked.

By associating the groups that have great power—the competing
political parties—with each other and by associating them with the
group of voters, modes of communication are institutionalised
which ensure that the groups shall not grow irreparably apart. One
of the functions of these groups is therefore to facilitate communica-
tion between the systems. By this constant process of interpretation
and reinterpretation the time lag between changes in one system and
the others is shortened and discrepancies between the systems are
brought out and may be corrected.
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APPENDIX

A Study of Relationships in three small Groups

pared with an American one when it comes to experimental
work. There must be many of us who have read with envy of
the large American classes which can be split up into sixty groups of
four or forty groups of six members and for whom the acquisition of
credits is an incentive for submitting to the indignity of being a
guinea-pig. With such resources precise experimental work is
possible. The study of which a short account is given here is not up
to that standard. The findings must all be taken with a careful
scepticism because of the small number of subjects involved.
I take this opportunity to thank the students who made this study
possible.

QN English teacher of social psychology is handicapped com-

METHOD

Two groups of six and one group of seven young men met weekly
for ten weeks. They were composed of first-year University students,
who had volunteered to take part in this study. The groups were
matched as far as possible for age, service experience, and course of
study taken at-the University. No selection according to tempera-
ment or personality was possible, but one criterion was kept in
mind: that members should not be over-anxious under observation.
The members were so selected that those coming to the same group
were unlikely to meet between experimental sessions. Matters of
common interest were discussed for about an hour at a time, after
which the subjects completed a questionnaire. There was no restric-
tion on the topic; any member could change the subject any time he
wished and this was expressly stated by the experimenter.

The method of observation was very simple. The members sat in a
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small room, in a rough circle, with the observer just outside the

circle.
member 2

@ @ member 3

observer @ member | @ @member4

member 6 @ @

member5

‘The observer recorded the interaction in the group by noting
down the number by which the member who was speaking was
identified. The observation sheet thus consisted of a long series of
numbers between 1 and 6. Each speech was called a ‘contribution’ to
the interaction process, or a ‘communication’. In this way one ob-
tained the sequence and the frequency of contributions made by the
members at each meeting.

The unit of verbal interaction is quite clearly the word directed by
one person to another. It is here assumed that this is a willed act, i.e.
that Jack spoke to Bill because he wanted to. There are elements of
doubt about this assumption, (i) because Jack may have wanted fo
express an opinion and have turned to Bill rather than Tom for
reasons unconnected with either, and (ii) because Tom may have
‘caught’ a remark and by answering it have caused it to be observed
as directed to him in spite of Jack’s intention.

Neither of these considerations can affect the basic assumption
seriously because normal directed remarks occur so much more
frequently than these chance events. The speaker and the person
who answers him are therefore taken to be the significant elements
in the interaction process. ‘

The direction of a remark is important regardless of the purpose
or motive of its content, that is to say, regardless of whether it
supports or attacks the person to whom it is made. The important
aspect is that interaction has been initiated, just as in dominance-
submission studies it s a prior consideration which child gets its
way with the others and a secondary one whether he or the others
benefit most by his action. It must also be remembered that it is
difficult to keep going a conversation in which all are of the same
mind, and the members of these groups felt, rightly or wrongly, that
they were there to talk. That being so, Jack, when he wishes to make
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contact with Bill, will be as likely to react to Bill’s contribution to the
conversation with dissent or interrogation as with support.
Moreover, there is a sense in which members speak by permission
of one another. They could be prevented from speaking by being
simply overshouted; in fact, this sometimes happened. The simple
frequency with which a member speaks means that his group expects
him to speak this often and neither more nor less. One may feel
justified, therefore, in the assumption that interaction on the verbal
level is a meaningful concept, in some ways related to the particular
composition of the group and the desire for contacts among its

members.

THE NUMBER OF CONTRIBUTIONS MADE BY MEMBERS OF THE

GROUP

A man’s personality shows not only in what he says but also in
the freedom with which he speaks. Since personality is relatively
stable, one might expect the number of communications made by a
member of a particular group to be stable also. Moreover, since
people differ in personality one would expect them to differ charac-
teristically in the degree to which they take part in conversation.
Table I (app.) shows by percentage the share cach member had in
the total amount of communication.

Table I

PERCENTAGE OF THE TOTAL NUMBER OF COMMUNICATIONS
FOR EACH MEMBER OF THREE GROUPS

Group A. Number of meetings
Member 1 2 3 4 5 6 7 8 9 10
1 17 23 23 17 13 21 22 21 12 —
2 24 19 12 17 13 12 12 14 19 —
3 21 20 17 18 19 16 18 16 15 —
4 17 — 12 18 19 17 14 17 18 —
5 9 18 17 16 19 14 14 12 10 —
6 11 21 19 17 17 20 20 20 26 —

Totals 99 101 100 100 100 100 100 100 100 —
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Group B. Number of Meetings
Member 1 2 3 4 5 6 7 8 95 10
1 12 11 10 14 16 14 5 11 6 10
2 17 24 15 20 17 21 19 17 20 21
3 7 9 6 7 9 9 5 12 15 10
4 18 — 16 — 17 16 23 15 22 23
5 19 26 20 19 20 16 19 18 13 12
6 26 29 33 32 21 25 30 26 24 23
Totals 99 99 100 100 100 101 101 99. 100 99
Group C. Number of meetings
Member 1 2 3 4 5 6 7 8 9 10
1 25 28 26 29 20 27 26 — 37 25
2 14 20 26 25 17 15 26 — 21 25
3 13 17 10 12 18 23 13 — 13 15
4 3 2 0 0 2 0 0 — 0 1
5 2 4 7 1.1 7 4 — 1 5
6 7 4 3 4 4 0 0 — 0 2
7 36 26 28 29 27 27 31 — 28 27
Totals 100 101 100 100 99 99 100 — 100 100

It will be seen that there is a definite regularity in the amount that
each member contributes relative to other members throughout the
ten meetings. He does not speak twice as much at one meeting as
he does at another. This regularity is the more remarkable in that
all have an equal chance of contributing to the topic in hand or of
changing the topic to one more congenial to them.

One word of reservation is needed. Communications may vary not
only in number, but in length. In the groups reported here, the
observer could only record the former of these dimensions so that a
mere grunt of assent carries as much weight in our statistics as does
a three-minute speech. This means that certain regularities of
behaviour of which the observer is convinced are to some extent
masked. /

One of these regularities is that some members of the group speak
frequently but briefly, while others make fewer but more lengthy
contributions. Moreover, it seems as though cach member has in
mind a standard time which he feels entitled to fill, so that when he
feels he has spoken too much, or too little, in the first half-hour of
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the meeting, he will modify his volubility during the second half in
order to average on the whole his self-appointed allowance of com-
munication. Finally, it seems as though the amount of activity
which each member allows himself tends to approximate more nearly
to the group norm as time goes on.

THE IDENTIFICATION OF SUB-GROUPS

When members of loosely organised groups such as the ones
under observation in this study are free to speak, when and to whom
they like, they come to speak more frequently to some than to others.
Conversation is rarely general; more usually it is in the hands of a
few who hand over their verbal dominance to another few who are
in their turn superseded. In this way there is always a minority inter-
acting while the others are passive. More technically, the small
group consists of smaller sub-groups, the whole being kept together
because each person is a member of several sub-groups.

We must now consider methods for identifying these sub-groups.
Since the study was concerned with verbal behaviour only, one
could use a very simple method of recording, taking into account
only the order in which members spoke. A sub-group is defined as a
group whose members speak more frequently with each other than
with those outside that sub-group. Groups were isolated on the
following principle.

From a list of contributions such as:

6343545324356565435 etc.etc,

where each number stands for a member of the experimental group,
onc takes the first three as a sub-group, i.e. 6-3-4, then, dropping
the first of these and .adding the next, one obtains another sub-
group 3-4-3, and so 4-3-5, 3-5-4, 5-4-5, etc. No distinction is
made between sub-groups consisting of the same members in a
different order, i.e. 4-3-5 and 3-5-4, because it was felt that the
method was too crude to allow of valid interpretation of such
refinement. Again, no distinction is drawn between 3-4-3 and 4-3-4;
groups like these are called pairs because only two members are
involved. The experimenter checked up on one session and found
that if these two forms of a pair are counted scparately there is little
difference in the frequency with which ecither occurs. One might
venture the hypothesis, however, that if a group of the 1-2-1 type
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occurs significantly more frequently than one of the 2-1-2 type,
member 1 will be the more dominant member of the pair.

For this definition of a sub-group to have any meaning, it must be
established that these sub-groupings are not thrown up by chance.
This was our first problem. If Jack and Bill talk three times as often
as Tom and Harry, then the former two are much more likely to
occur in sequence with one another and even with Tom and with
Harry, than Tom and Harry with one another. In this way the sig-
nificance of the groupings formed by the less expressive members
would be masked. A model had therefore to be constructed to give
the frequencies with which one would expect each grouping to occur
on the basis of the number of contributions only, i.e. if no one
directed more remarks to those members whom he preferred than
to those to whom he was indifferent.! The actual frequencies would
either correspond to this expected frequency, or be higher, or lower.
These differences were standardised by finding:

actual frequency

expected frequency

If the result is greater than unity, the sub-group in question appears
more frequently than could be expected from chance alone; if the
result is a fraction of one (1) the sub-group occurs less frequently than
can be accounted for by chance.

In this connection one may mention a to some extent analogous
argument put forward in sociometry. A social group is distinguished
from a collection of individuals by the criterion that in the former
the number of mutual choices is well above chance level. In other
words, a social group must be structured in such a way that smaller
groups stand out with some permanence against an undifferentiated
social background.

This method of analysis clearly has disadvantages. Spurious sub-
groups are likely to be counted in. For example, since the content
of communication was not noted there was no way of knowing
when a new topic of cofiversation was introduced. If Tom then intro-
duces a subject after Jack and Bill have been talking about some-
thing else, and if he addresses himself mainly to Harry, yet sub-
groups Jack-Bill-Tom and Bill-Tom-Harry will be counted in
observation. However, such groups would appear much less fre-

1See Note (a) at end of Appendix.
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quently than genuine ones, though the latter will be masked by them
to some extent.

Another difficulty arises from the fact that the length of the
speeches was not recorded. If one could have weighted the con-
tributions according to their length, this would to some extent have
proved a corrective, and the structure would have appeared more

clearly.
Of all the social contacts, the easiest to initiate and to maintain is

a pair. Here each member has to take into account only the per-
sonality requirements of one other, whereas in a trio each has to
integrate the two contacts desired one with the other as well as with
the self. Also, question and answer is the simplest form of con-
versation and tends to give an impression of such ease that it may
discourage a third party from seeking to enter the group. It is not
surprising, therefore, that a very great number of groups consisted of
pairs.

To obtain an index the actual number of pairs was calculated in
proportion to the expected number, i.e.

actual frequency of pair groups (or trios)

expected frequency of pair groups (or trios)

Table II (app.) shows the data and the results.

It will be seen that the number of pair groups is considerably
greater than can be accounted for by chance. The average over the
whole series of meetings for the ratio actual : expected frequency of
pairs is 19 for Group A; 1-7 for Group B; and 1-5 for Group C.
Trios on the other hand occur less frequently than could have been
expected. The average of ratios for trios is 0-75 for Group A; 0-76
for Group B; and also 0-76 for Group C.

Next we must examine the relative frequencies with which par-
ticular sub-groups of members formed and persisted throughout the
series of meetings. For each sub-group the ratio actual : expected
frequency was calculated; each sub-group was then classified each
week into one of the following classes:

top quartile (most frequently occurring sub-groups)
bottom quartile (least frequently occurring sub-groups)
middle two quartiles.

The aim of this analysis was to show that the communication pat-
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THE STUDY OF GROUPS

terns form a structure—a system of interrelated sub-groups—which
to be meaningful units of analysis must have some stability over time
and are not unique patterns for each encounter. This does not mean,
of course, that the pattern must necessarily be repeated in its exact
form at each meeting. New emerging sub-groups only gradually rise
into the top quartile; other sub-groups may start in the highest
quartile and gradually disappear.

Since a group of six members can be split into fifteen possible
pairs and twenty possible trios, the quartile tables are not given in
detail. A short summary is given instead, founded on the following
basis. At the simplest level, evidence of a stable and therefore system-
atic structure of communication sub-groups is found when over the

series of meetings:

1. Certain sub-groups occur regularly in the top quartile.
2. Certain sub-groups occur regularly in the lowest quartile.
3. Still other sub-groups never occur in either quartile.

Where a structure of communication sub-groups is non-systematic
there are many sub-groups which occur at one time at the top end
of the frequency distribution, at other times near the bottom, and
then perhaps at the top again. But where a sub-group changes in a
consistent way from a phase in which it appears frequently to one in
which it does not appear, or vice versa, this may be called a regular
change: it does not falsify the hypothesis that there is a systematic
structure. Not all changes are random variations. For the analysis

three categories are used:

(i) stable sub-groups containing the cases corresponding to 1, 2, 3
above;

(ii) changing sub-groups containing the cases which change in a
regular manner from more frequent to less, or vice versa;

(iii) unstable sub-groups containing the cases which appear in ran-
dom fashion. ’

To the extent to which there are more cases in the first two cate-
gories than in the last, the hypothesis of a system of communication
sub-groups is proven. Tables III (app.) and IV (app.) show that the

hypothesis is justified by the data.
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Table IIT

THE NUMBER AND PERCENTAGE OF STABLE, CHANGING AND UNSTABLE
TRIOS IN THE THREE GROUPS

stable changing unstable total
Group no. % no. % no. % no. %
A 10 50 4 20 6 30 20 100
B 8 40 5 25 7 35 20 100
C 20 57 6 17 9 26 35 99

Table IV

THE NUMBER AND PERCENTAGE OF STABLE, CHANGING AND UNSTABLE
PAIRS IN THE THREE GROUPS

stable changing unstable toral
Group no. % no. % no. % no. 9%
A 6 40 5 33 4 27 15 100
B 9 60 3 20 3 20 15 100
C 14 66 3 15 4 19 21 100

POPULARITY AND VOLUBILITY

The impression one gains of the personality of other members of
a group depends on the way that person acts, expresses himself. In
the present case, conversation was the only activity, that is, the only
means of expression. It is common sense that the quantity of activity
(even of directed activity—interaction) will not in itself establish a
man’s popularity. Selfish talkers who monopolise the conversation
are not generally popular, while other prolific talkers may have
something to say which the group wants to hear and thus become
popular. But although the amount of activity cannot be the only
determinant of the degree of positive sentiment attracted, there is in
this study a good correlation. Compare the following two lists:

Most popular members:
Group A, 1, 2, 4; Group B, 2, 4, 6; Group C, 2, 3, 7.

Most voluble members:
Group A, 1, 3, 6; Group B, 2, 4, 5, 6; Group C, 1, 2, 7.

Six members occur in both lists.

At the other end of the scale, if a member of the group fails to
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speak at all, the other members lose interest in him and, having no
way of judging him, rank him last. This extreme case is presented
by member C4 who finally never said a word and never came to be
chosen first or second by anyone for anything.

It would appear, therefore, that members of a group need some
information before they make up their minds on whom they like.
Where this information is not forthcoming, as when a member takes
no part in interaction and thus gives no evidence of what he is like,
the other members ignore him. At the beginning of a series of meet-
ings at least, information of this kind is of the highest importance.
Anyone prepared to supply it is better liked, at this early stage
apparently regardless of whether the information he supplies makes
him out to be a pleasant companion or not. It will be shown later
that in Group A, where members tended to be very similar in the
amount they spoke, the members were just beginning to pay atten-
tion to the content of what was being said when the series came to
an end, and to judge on the basis of that the suitability of different
members as associates for different activities.

THE EVOLUTION OF SENTIMENT

Wherever people meet together regularly over a period of time,
emotional ties, either positive or negative, come to be formed. In this
section we will analyse the development of these ties by means of a
study of the popularity scores of the members. It was a methodo-
logical necessity to ask a good number of questions so that the
response of one week would not be remembered the next, as this
might influence members to be more consistent than they might
otherwise have been in their sentiment structures. The fact that we
had in any case to ask a number of sociometric questions, instead of
the customary one or two, induced us to investigate as a side-issue
the relations between structures formed on the basis of psyche-
criteria and those based on sociocriteria.

To select the questions for our questionnaire a crude adaptation
of Thurstone’s attitudestatement selection procedure was used. From
fifteen cards bearing statements which contribute toward the
definition of ‘a friend’, a number of students were asked to separate
those that related more to association based on common interests,
from those that related more to association for the performance of
work. Out of 26 students, 24 grouped together questions 1, 3 and 6
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of the questionnaire below, and 19 of these 24 distinguished between
these questions, which were psychecriteria, and questions 2, 4 and 5,
which were sociocriteria.

The finished questionnaire looked as below:

In the following questions you are required to range other members
of your group according to first choice, second choice, third choice,
and so on till last choice. Please do not leave anyone out. Check up
that there are 5 (6) names in each space. It does not matter if two lists
are the same.

1. If you found you had left your money at home, from whom
would you borrow for the day?

2. Who do you think would be a valuable member on any com-
mittee?

3. If you had a spare ticket for a concert, to whom would you
offer it first?

4. Different people know different sets of facts; whose total
knowledge would you most like to have?

5. If you could read only twenty books for the rest of your life,
whom would you prefer to select them for you?

6. If you had to share rooms with someone, whom would you
choose?

In sociometry it is often stressed that sociometric questions must
always refer to an actual situation which can be brought about as
a result of the answers to the questions. The reason given is that
the choices will then be made on a reality level. But if one had used
the answers to a question to modify the situation in this study, one
would have defeated one’s own ends. Officially formed groups on
a permanent basis develop in-group feelings and the early expressed
preferences are thus confirmed. When one wants the situation to
retain its unstructured character there must be no reality testing,
The subjects did not have to act on their expressed preferences and
they were thus left free to change their minds. The questions used
could easily be translated into everyday experience. The amount of
empathy needed for the subject to feel himself into the situation was
very small. Since the results are consistent with one another and
with a theory, they obviously refer to something, and it is difficult
to see what they could refer to apart from liking.

It is, moreover, doubtful whether it is altogether fair to distinguish
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between realistic and phantasy choices in the manner of socio-
metry. The popularity of the football captain, and in fact the whole
sociodynamic effect, and by definition any unreciprocated choice
implies that reality conditions have for the moment been ignored by
the chooser. Such choices always represent the chooser’s aspirations
to some extent and confuse the group of which he would like to be a
member with the group of which he is likely to be 2 member. If I
could choose Socrates to be my neighbour at dinner I would do so.
I am therefore bound to put him down first on my sociometric list.
But I know that Socrates might prefer many others to sit beside
him before he chose me. I therefore introduce a reality factor into
my choices. I much prefer Socrates to Phaedrus but I know that
when it comes to the point I shall have much more chance of sitting
by Phaedrus than by Socrates. I can therefore either put Socrates
first, knowing I haven’t a hope of sitting beside him, thus offending
against the reality-principle, or I can put Phaedrus first lest worst
befall, but in spite of my preference.

Each week the members of the group ranked each other in order of
preference for association in the six activities presented in the ques-
tionnaire. If one adds the rankings each person received each week
from his fellow members this would give a general index of that
person’s popularity.

Thus in the first week member Al is put first on five criteria and
second on a sixth criterion by member A2 and by member A3.
Member A4 puts him first once, third twice, and fourth three times.
Member A5 puts him fourth three times and fifth three times. Mem-
ber A6 puts him first once, second once, third twice and fourth once
and fifth once.

Group A, Member 1

criterion 1 2 3 4 5 6
from member 23456 23456 23456 23456 23456 23456
week one 21443 11443 11145 11452 12351 11345

/7

Adding his scores for week one, from all members on all criteria,
we arrive at Al’s popularity score which is 73. This score can be
compared to that of other members in the same week, or to his own
score in subsequent weeks. The results cannot be of much interest in
themselves since as one person becomes more popular and is there-
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fore ranked more highly, another must necessarily take a lower rank
and become ‘less popular’.

More important to a study of group sentiments is an investigation
into the generality with which a member’s popularity is established;
that is to say, an investigation into the range within which opinion
about a person’s popularity varied. For this purpose each member's
popularity score was averaged cach week. Al's total score, for
instance, was 73 in the first week; his average that week was 1.2,
(The scale runs from one to six, with one-high and six-low.) The
deviation round this mean, disregarding signs, is obviously an indica-
tion of the degree of disagreement about a person’s popularity that
exists in the group. If the sum of deviation is small, agreement on a
member’s popularity is large. Table IV (app.) gives the sum of
absolute deviations for all members’ evaluations of one another each
week. The greater this sum, the more disagreement exists in the
group on the popularity ranking of the members.

Table V

THE SUM OF ABSOLUTE DEVIATIONS ROUND THE MEAN OF MEMBERS’
EVALUATION OF ONE ANOTHER

(Six criteria)

Week Group A Group B Group C Total
actual scaled!
1 157 262 297 212 531
2 175 197 283 202 574
k} 153 189 254 181 525
4 182 168 256 183 533
5 149 171 232 301 521
6 163 144 220 157 464
7 137 161 233 131 497
8 139 159 241 172 470
9 136 158 251 179 473

1 The actual sum of absolute deviations was multiplied by six-scvenths in order to
be able to compare group C which contains seven members, with groups A and B,
which contains six members each.
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THE SUM OF ABSOLUTE DEVIATIONS AS ABOVE FOR MEMBERS WHOSE
POPULARITY DECREASES

Week Group A Group B Group C
actual scaled?
1 60 k} ] 98 70
2 53 56 109 78
3 54 46 80 57
4 57 41 75 54
5 53 46 85 61
6 65 62 76 54
7 43 39 88 59
8 50 50 74 52
9 50 47 83 53
10 — 43 77 55

THE SUM OF ABSOLUTE DEVIATIONS AS ABOVE FOR MEMBERS WHOSE
POPULARITY INCREASES

Week Group A Group B Group C
actual scaled!

1 66 41 7 51 .
2 4 — 66 47
3 70 52 56 40
4 69 — 62 44
5 66 40 70 50
6 59 45 67 42
7 53 30 62 44
8 55 26 57 4]
9 49 36 55 39

10 — 39 67 48

Unless one can show that the popularity assessments each week
are related to one another in some way, one has no means of know-
ing whether one is dealing with a phenomenon which has a psycho-
logical reality in the minds of the experimental subjects. As before,
one must seek for changes or uniformities from week to week to
reveal that one is not dealing with random figures. Suppose, for
instance, one were to find an increasing agreement within the group
of each member’s popularity and specific merits. This would indicate

1 The actual sum of absolute deviations was multiplicd by six-sevenths in order to

be able to compare group C which contains seven members, with groups A and B,
which contains six membcrs cach.
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that the assessments related to a factor which had meaning for the
members and that they had the same meaning for all of them. The
growing agreement in the group on the popularity status of each
member would show in the fact that the sum of deviations from the
mean of all members’ ranking of each other diminish as the series
of meetings continues. This can be tested by a coefficient of dis-
array.! These coefficients for our groups are: for Group A ~ 0-56
(significance level 0-02), for Group B — 0-78 (significance level 0-001)
and for Group C - 0-44 (significance level 0-06). This growing agree-
ment is not specific to either likes or dislikes. If one takes separately
the three highest and the three lowest rankings in a group each week,
the same trend toward diminishing sums of deviations is discernible,
though at a lower level of significance.

This is a remarkable result. It must be remembered that members
had no opportunity to meet outside the experimental situation to
gossip about the personality of fellow members. Nor did they do so
under observation. Yet a group norm was arrived at and increasingly
conformed to.

SOCIOGROUPS AND PSYCHEGROUPS

In sociometric theory a sociogroup is based on preferences in-
volving work in the group, such as co-operation in a common task.
The psychegroup is based on purely personal preferences such as, for
instance, association in leisure time. When questions relating to both
kinds of criteria are presented to the subject at the same time, the
sentiment structures resulting from these two kinds of criteria tend
to differ in many ways.? When only one criterion has been presented
to the subject he will almost invariably treat it as a psychecriterion:
that is to say, if you cannot choose your friends for a picnic you will
choose them for your football team regardless of their skill as foot-
ballers. It must be noted that most of the data concerning this had
been obtained in circumstances where meetings between persons
were externally controlled, as they were, for instance, in the girls’
reformatory where Jennings did her work.

Three of the questions in the questionnaire used in the study
described above involved psychegroup relationships (questions 1, 3

1 See Note (b) at end of Appendix.

2 Jennings, H. H., L'eader.rhip and Isolation (second edition), Longmans, Green,
New York, 1950; ‘Sociometric Differentiation of the Psychegroup and the Socio-
group', Sociometry, X, 1947,
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and 6) and three involved sociogroup relationships (questions 2, 4
and 5). One would therefore expect members of the experimental
groups to distinguish between these two kinds of question in much
the same way that the subjects in the preliminary testing had done.
They did not do so. There is no real difference between rankings for
criteria 1, 3, 6 and rankings according to criteria 2, 4, 6. One must
therefore conclude that whatever psychological function was ex-
pressed by the rankings of the members, it was not one that dis-
tinguished between psycherelationships and sociorelationships,
however valid that distinction might have seemed intellectually.

It is worth noting in passing that Gibb,! too, found that there was
‘considerable overlap’ between his sociogroups and psychegroups.
As in the present study, his subjects were presented with more than
two questions.

One is inclined to take these results at their face-value. The dis-
tinction commonly drawn in sociometry between these kinds of
groups needs much qualification. One doubt we have already ex-
pressed: that persons free to choose their associates may not need to
distinguish so rigidly as those whose interactions are controlled by
an authority. But may not the whole difference between the two
kinds of structure be no more than an experimental artefact? Oné
obtains a sociogram by asking the subject to name the person with
whom he wants to associate. Such a sociogram will differ from either
of the ones obtained by asking a ‘psyche’ question and a ‘socio’
question on one occasion. Sociometric theory has held that these two
are refinements of the former, i.e. ‘pure types’ of the former confused
response. But it may equally well be that the first response was indi-
cative of a genuine but general desire for association, which could not
be split again into two different feelings.

The insistence of the sociometrist that the two kinds of criterion
must be presented simultaneously now begins to sound suspicious.
The two questions together begged a third. If I have to name a friend
to work with and a friend with whom to spend my leisure time I tend
to interpret these instructions so that I name one friend for work and
another for play. There is a pressure implicit in the phrasing which
induces one to name two persons rather than one. The very fact of
asking two questions produces, according to our argument, two
different responses.

1 Gibb, C. A., 'The Sociometry of Leadership’, Sociometry, VIII, 1950.
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Moreno! himself found that mentally retarded children did not
distinguish so readily between the two kinds of groups. The explana-
tion tentatively presented here is that this was due to the fact that the
subtle distinction implied in asking the two questions simultaneously
was lost to them. They did not feel called upon to differentiate in the
answers because to them there was no difference between the ques-
tions. The mentally adequate person is impressed by the theoretical
distinction although in fact emotionally there is often no conflict
between the kinds of association. In the present study, and in Gibb’s
study, there were several questions all jumbled together; thus one
approximates more closely to the situation of a single ‘who is your
friend’ kind of question than if two questions were asked. As a result,
a single permanent structure not divisible into sociogroups and
psychegroups was obtained.

There is some evidence which is very tentative and needs to be
tested further, that subjects do use a multiple-question sociometric
questionnaire in a systematic way. It seems that our subjects used the
six questions at first as a unified whole, in fact as a single question
might be used, in order to rank their fellow members in a general
order of preference. A man they like will be ranked first on all the
six criteria; one they dislike will be ranked last on all the criteria.
This stage is short in conditions where it is easy for members to
perceive one another’s personality, i.e. where members are able to
express themselves at length in the conversation. In our study these
conditions held in the groups where all members spoke roughly the
same as the others and where they all tended to speak a good deal. In
this way they come to know one another.

As the group members become more familiar with one another, a
second phase sets,in. As sufficient information about each member
accumulates, it becomes possible to recognise the personal charac-
teristics of each member in more detail. It comes to be recognised
that one member might be a better associate for a particular activity
and he is therefore ranked first on the appropriate criterion. Another
member might be more fun for another activity and he will be ranked
first on another criterion. Whereas at first, therefore, the order of
preferences listed by any member is the same for any criterion, they
tend to become less similar as the meetings continue. This process is
greatly delayed and not so clearly observable in the group where all

1 Moreno, J. L., Who Shall Surviva?, Beacon House, Beacon, New York, 1934,
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members tended to speak much less and where there were great
inequalities in the frequency with which various members spoke.

Possibly one could translate this into sociometric terminology and
say that where there are many criteria available the individual uses
them to make clear to himself which members are eligible for his
psychegroup. While he is preoccupied with this he cannot give his
mind to deciding for which activity he would prefer to associate with
particular members.

What seems to happen, therefore, is that both psyche-criteria and
socio-criteria are used first of all to help the group member make up
his mind which people he prefers to others. Whatever the questions
are, they are used to decide what the psychegroup is. When this has
been established with a fair measure of security, a// the questions
take on a more sociogroup significance. In accordance with simple
psychological laws, the meaning of a stimulus, in this case a question,
changes according to the context in which a subject finds himself. His
perception of the questions changes as his perception of the group
becomes more structured. When the structure of his knowledge
about other members of the group is relatively undifferentiated, there
is no way in which he can discriminate between six very similar,
stimuli. When his perception does become refined, he can discrimin-
ate between them all. But at no time does his perception allow him to
distinguish between sociocriteria and psychecriteria and in no
other way.

BION: THE BASIC ASSUMPTIONS OF THE GROUP

Our observation techniques enabled us to test certain hypotheses
which W. R. Bion (1948-50) constructed on the basis of his work
with psychotherapeutic groups. According to Bion, there are two
. different kinds of groups. One is the work or sophisticated group,
which is composed of members with rational personalities who wish
to keep their procedure and their purpose rational. They do this for
fear that the group mentality of members, which disregards individual
welfare and is concerned only with the group as such, should gain the
upper hand. All group members contribute to this mentality and are
unconscious of doing so.

Members preoccupied with the group mentality can see the pur-
pose of the group only in terms of certain basic assumptions. There
are three of these basic assumptions. They may manifest themselves
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either in pairing groups, whose purpose is sexual, or in dependence
groups in which an outside agency (who may in other ways be a
group member) is supposed to be helpful and protective as regards
the group purpose, or the group may take to flight or fight.

When the group is not on a sophisticated level it is always acting
on one of these basic assumptions. It may act on a particular basic
assumption for several sessions or there may be many rapid alter-
nations within an hour. The more rapid the alternations, the more
dangerous, according to Bion, the situation becomes. Bion’s ter-
minology has obvious structural implications, an examination of
which will prove most fruitful.

When one looks at the interaction processes in the groups described
in this Appendix one finds, especially at the beginning of the series,
such communication sequencesas 1213121614 ...16264
6 3 6 5 6. It does not seem fanciful to say that these must be the
structural counterparts of the basic assumption of dependence in
Bion’s groups, with 1 and later 6 cast by the group as the leader
on whom they are dependent for help and protection against the
evil of embarrassing silence. Silence was regarded as an evil by the
members of the groups because they knew that the research worker
was interested in their conversation and therefore they felt they
ought to speak as much as possible. They therefore fed questions
and encouragement to the leader, who fulfilled his function as long
as he could, but, becoming exhausted, finally ceased to respond.
Moreover, group members could not but perceive that conversation
was not very general, and was not becoming general either, and they
interpreted this to mean that their leader was not doing his job
properly. For both these reasons they would then try their luck with
another member of the group and the whole sequence would repeat
itself. The first meeting in all the groups consisted almost entirely of
such sequences punctuated by fairly long silences, which were pre-
sumably the structural counterpart of the ‘flight’ basic assumption.
Silence was the only means of flight short of not turning up at the
meeting.

After this stage, interaction patterns changed to correspond more
tothesequencetype 6 1 6 1 6 161612424242 4. Here
the pairing basic assumption has come uppermost. It seemed to the
observer that the satisfaction which the group as a whole gained from
this phase was not purely derived from the pairing assumption,
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though this might be the satisfaction gained by the two actually in
communication. The rest of the group, however, having now com-
pletely abdicated all its function to the lcadership—which in these
cases consisted of two persons—was still in the dependence situation.
The group as a whole did not cven have to do the feeding and en-
couraging of the leader which was necessary in thc pure dependence
group. As long as conversation was kept up, which is easy in a two-
sided conversation, interaction was going on and it was this which
was perceived by the group to be the purpose for which the research
worker had called the group together.

It is not so easy to fit the ‘flight or fight’ basic assumption with a
structural counterpart. Flight can, of course, be accounted for by
silence, but with the method of analysis used fight cannot be dis-
tinguished from work.

It is interesting to note that these phases were clearly distinguish-
able. Though they alternated, the alternations were not as rapid as
those of Bion’s groups seem to have been. Moreover, they seem to
have been in three main stages. This difference from Bion’s findings
can easily be accounted for. When one considers that the first stage
was one of dependence on a leader, the second of the pairing kind
and the third the sophisticated work kind, it becomes possible to see
these processes as ones in which the members come gradually to
feel more secure. This condition cannot have been so easily attained
by a group of neurotics unwilling to be cured and under Bion’s
forceful care.

Our use of Bion also throws some light on the decline of pair com-
munication groups. Both dependence groups (1 213 14 1 5) and
pairing groups (2 3 2 3 2 3) are obviously counted in terms of pair
communication groups. In the latter stages of the series of meetings
work may have become the purpose of the meeting and larger
structures may be more suitable for this. The groups were un-
doubtedly ‘sophisticated’ in Bion’s sense later in the series. The totals
of the number of communications show in all groups a peculiar rise
and fall during the series of meetings, rising from about 400 at the
beginning to about 750 at the sixth meeting and declining to about
650 at the tenth meeting. These changes may be attributed to the
larger ‘flight’ element present at the outset of the series, which would
obviously reduce the number of communications made. The middle
stage could be accounted for partly by a growing work purpose (this
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would bring it to about 650) and the surplus explained in terms of a
reaction formation to flight or silence, about which the members felt
guilty. There would be at this stage a large number of short com-
munications calculated to fill in any gap of silence which might
occur. This reaction would eventually wear off and the group settle
down to the total characteristic of the last stage. The observer
believes that if it had been possible to allow for the length of com-
munication as well as for frequency, the totals of the second and
third stages would be roughly the same—i.e. the proportion of
silence to speech would be the same—but the hour would in the one
case be filled by many small communications, in the other by slightly
longer ones, but fewer of them.

As group members came to be more accustomed to the set-up they
came to feel more secure. Whenever there was for some reason an
increase in insecurity, there was a regression to a basic assumption.
When, for instance, C1 was absent from the eighth meeting of Group
C, the whole group took refuge in flight or silence. The number of
communications dropped to half; two members never opened their
mouth in that meeting or the next; there were terrible, long silences.
At the ninth meeting C1 came back and was immediately very
strongly re-established in his position as a leader, more strongly
than ever before. As a rule CI accounted for about a quarter of the
total number of communications made, but on this occasion he
came close to 40 per cent.

A great deal of work still remains to be done on the connection of
structure and sentiment.

APPENDIX. NOTE (a)

THE COMPUTATION OF EXPECTED VALUES
Let N = number of contributions made in an hour.

F, = frequency with which r speaks out of the total number of
contributions made in an hour.

P, = the probability that r shall speak next.

F,

Then P, = —

N
G,=N-F,

185



THE STUDY OF GROUPS

Pairs. The probability that s shall speak after r.
P P

5 r

P,,,=P,-—--
o 1-P, 1-P,
P

P,
.\"l= PJ M
' 1-P, 1-P

r

P

Then the probability that r and s will form a group either r, s, r
ors,r,s.

P,
P rs = ° *
1-P, 1-P,
Then the expected value will be:
i ik (NP
rs = L T o r NP:
1-P, 1-P, + )

For the actual computation of expected values an equivalent formula
was used.

F.F(F F
C_i, G, + F)
Trios.
P, P
P, =P ——.
1-P, 1-P,
P 2 ol o al
. = . . 1-P,) + (1-P) + (1-P
. Zp Top, 10p, 0B H(R)+ (P)
NP 2F' kR G, '
=25°G" — (G, + G, + G)

[
-~

APPENDIX. NOTE (b)

The coefficient of disarray used in the study was Kendall’s r.
It was used in the following way. In Table V (Appendix) the sum of
deviations round the mean of members’ evaluations of one another

on six criteria was, for Group A:
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week 1 2 3 4 5 6 7 8 9
157 175 153 182 149 163 137 139 136

We count the number of scores larger than the first and to the right
of it, there are three; then we count the number of scores larger than
the second and to the right of it, there is one; and so on for the
whole series.

3 1 2 — 1 — 1 — — Total8.
The formula reads:
2P
Cae-1)

P is the total (8)
n is the number of items (9)

T

16
36
= -056

Where there is a regular increase in the value of numbers in a series,
e.g 1,3, 4,5, 8, the coefficient of disarray will be + 1, where there
is a decrease, the coefficient will be — 1.

(M. G. Kendall, Rank Correlation Methods, Charles Griffin and
Co., London, 1948.)
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