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DIGEST 

The work group is an important part of every 

organization. These groups are important in that they 

have a definite impact on both the organization and the 

employees. Every employee is a member of a work group. 

The employee that is a part of a supervisory unit or an 

employee in a department is a member of the formal work 

group. Those employees that share their time on the job 

with those individuals that they care to be with for 

reasons other than the organization's design, are 

members of the informal work group, or clique as it is 

sometimes called. The subject of work groups is an 

important one because managers do manage groups of 

people - divisions, departments, or work units. Groups 

are composed of individuals, but the group influences 

these individuals just as the leader does. The pressure 

exerted by the group can affect the productivity and 

performance of the manager's department positively or 

negatively. The successful manager must understand the 

dynamics of group behavior. 

On the work site, the informal group can benefit 

both the organization and the organization's employees. 

Because the informal group welds such a force, manage-
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ment should give these groups attention. Management 

should also learn to use these groups as an aid 

to attaining the goals and objectives of the or­

ganization. The informal group is that group that 

will provide fulfillment of several types of needs for 

the employee. If these needs are not fulfilled, the 

employee may experience a difficult time on the job. 

This difficulty could lead to poor performance. 

Before management can attempt to use the work 

group, there should be a thorough understanding of the 

processes that occur within these groups. Researchers 

have studied groups for years. The results can be seen 

in such studies as the Hawthorne Studies, and others. 

These studies serve to give insight into the ·workings of 

the group. At least three functions of groups are 

important to an organization's success; namely, the 

socialization of the new employee, getting the job done, 

and helping in the decision-making process. 

This paper will explore the classification of the 

different types of work groups, some explanations of 

methods utilized to study work groups , some knowledge 

about the reasons for the development and formation of 

the work group, an understanding of some of the 
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characteristics of groups, and some insights into the 

results of group membership. How managers use work 

groups wi ll be shown through research and a brief 

period of observation. 
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CHAPTER I 

INTRODUCTION 

Few managers today question the existence of work 

groups. This paper is concerned with work groups in all 

types of organizations. More specifically, this paper 

deals with the informal work group, also known as 

cliques. These groups are found in all organizations 

and at all levels in the organization. As far back as 

the 1920's, behavioral scientists have paid special 

attention to the processes that affect both individuals 

and organizations. 

The primary purpose is to explain how work groups, 

E:;,s..pecially the informal group, can be used by management 

as an aid to helping the organization achieve its goals 

and objectives. Some management theorists believe that 

work groups are a detriment to any organization, and 

should be discouraged. Those theorists belong to the 

traditional school of thought, and view the work of the 

organization as being completed not by groups of people, 

bu t by individuals. The behavioral school of thought 

takes the opposite view and considers the work of the 

organization as being completed by groups of individ­

uals. These groups have characteristics that are 

uniquely their own. They have a very powerful influence 
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on individuals in the organization who in turn can have 

an effect on the organization. These groups can alter 

the behavior of the employees while they are on the job, 

and often alter the organization. 

Work groups fall into two main classifications, 

formal and informal. The formal group is that set of 

employees that are put together by the organization's 

design. The informal group, or cliques, is that set of 

employees that are together in response to a social 

need. These groups do not arise as a result of 

deliberate design by the organization, but they evolve 

naturally. These groups, in contrast to the formal 

groups, are not controlled by the organization, yet they 

have a definite impact on the organization. (Donnelly, 

1981, p. 254) 

This paper will explore work groups in regard to 

five main areas: the classification of the different 

types of work groups, a brief explanation of methods 

utilized to study these groups, the reasons for the 

formation and development of work groups, and an 

understanding of some of the characteristics of groups 

and insight into the results of group membership. These 

areas are broad and will be dealt with in more detail 

in the body of this paper. 



3 

Methods of research have not changed much since the 

early studies were conducted. The most famous research 

involved the Hawthorne studies. These experiments were 

conducted in a bank wiring room, which resembled, 

somewhat, a factory setting. Other methods involve 

controlled observations. Here again most of these were 

conducted in factories. Not much research, if any, has 

been conducted in an office setting. However, the 

results of these studies can be applied to both 

settings. The behavior of groups tend to be the same, 

regardless of the type of organization and the number of 

employees. Lab studies have been conducted to study the 

behavior of groups as well. (Donnelly, 1981, p. 252) 

In addition to what the literature has to offer, 

there are a few personal observations included. These 

observations were done over a fourteen-week period. 

Controlled observations were conducted in a local office 

of American Telephone and Telegraph (AT&T) and an 

office of the Missouri Division of Family Services, a 

state social service agency. The AT&T office is an 

experimental office. Here the employees are allowed 

freedoms that the other offices across the country are 

not al l owed to enjoy. In setting up the study, only one 

manager i n the office was aware of my purpose there , and 
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the employees did not know what I was doing or who I was 

doing it for. The methods employed at this office were 

the personal interview and close observations. The 

Missouri Division of Family Services office is a regular 

state agency. It was chosen because it is a government 

office and usually in government offices, the behavior 

is controlled closely. The methods of study used in 

this o f fice involved observation only, and I was not 

allowed to intervi ew any of the employees. Both of 

these offices deal in a service to the public. The 

results of these two studies is interesting in that the 

behavior of the groups in these two offices, one from 

the private sector and the other from the public sector , 

was essentially the same. 

The hypothesis to examine deals with the as s umption 

that the informal work group can be used as an aid to 

management. The traditional school of management 

thought believes the informal work group is undesirable 

in a business setting. My hypothesis is the opposite of 

the traditiona l school of thought. The informal groups 

are not a detr iment, a nd the s e group s can be utilized t o 

a i d t he organization i n a chie ving i t s goals and o b j ec ­

t ive s. Th i s i s wha t I s hall a ttempt to suppor t . 
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Before management can attempt to utilize the 

informal work group, managers need to be well informed 

of the nature and characteristics of the informal work 

group. An understanding here is essential if management 

is to make maximum use of these groups. Included in 

this paper will be discussions of what needs are 

fulfilled by the informal group, what these groups 

provide to management, the development and formation of 

these groups, the development of the group's objectives, 

the structure of the group, the development of group 

leaders, and the types of groups. These are all aspects 

of work groups that are more specially related to 

individuals. Also there are discussions on how these 

groups are related to the organization and the 

organization's objectives. Special groups, such as 

committees and task forces, will be briefly discussed. 

Conflict will be discussed with all of its implications. 

Included here is a discussion of how conflict can be 

created and used as a benefit to the organization. 

There are things that work groups do for the organi­

zation, also there are things the work groups can 

do for its members. The discussion of what the group 

can do for its members is the last topic to be 
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discussed. It may not seem that this topic has much 

meaning for how the informal group can be an aid to 

management, but in actuality, it is the basis for 

achieving the goals and objectives of the organiza­

tion. 



CHAPTER II 

The effective operation of any organization is 

contingent upon how well the organization's leaders can 

effectively manipulate its employees. These employees 

are viewed as both individuals and as part of a group. 

The very nature of management implies that more than one 

individual is involved. These individuals then, are a 

part of a group, regardless of the size. Management 

must be concerned with the group as well as the 

individual. It is the group that has a definite impact 

on the behavior of the individual and ultimately on the 

organization. Each member of the group has a 

personality that is unique, but the group will dictate 

their basic behavior while they are a member of the 

group. Management has to recognize that subtle change 

in personality in order to effect a successful and 

productive organization. Management then, must realize 

the importance of the groups and the influence they 

exert on the total organization. When taken into 

consideration, work groups are throughout the 

organization and almost every employee is a part of a 

group. (A member of several groups within the 

organization.) 

Work groups are social organizations as they 
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provide social and psychological needs for the or­

ganization and the individual . We must remember that 

the work in the organization is not completed by the 

individual , but by groups of individuals. When used 

effectively , the work group can be used as an aid to 

management. Conversely , when they are not utilized 

effectively, they work to the detriment of the or­

ganization . 

It is important that management understand the 

psychological aspects of the work group as well . The 

work group does not have a defined personality of its 

own , but displays the combined personalities of those 

individuals that comprise the group. These combined 

personalities must be treated as one personality . 

Management must then endeavor to understand the psy­

chological make-up of each group under their span of 

control . 

Each individual in the group comes from a differ­

ent cultural background , and will provide a different 

cultural opinion to the group . These cultural atti ­

tudes will have a definite impact on the activities and 

the decision- making processes that the group engages 

in. 

The intent of this paper is to examine work group s 
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and support the theory that when these groups are used 

effectively, they can be an aid to management. To 

accomplish this goal, it will be necessary to examine 

work groups from the very basics to the more complex 

interworkings of the group. It is advantageous from the 

outset to understand the needs provided by the group to 

the individual as well as management. Group formation 

and development is important because management would 

then be better able to recognize the group and become 

familiar with the leader or leaders of the groups. A 

major discussion will be conducted in the area of group 

conflict. This factor alone accounts for a large 

percentage of group effectiveness. It is important to 

have an understanding of why groups form and how they 

solve problems. 

In recent years the two main schools of management 

theory, traditional and behavioral, have split because 

of their views regarding individuals and groups. The 

traditional management theory has been strongly 

individualistic. It has cultivated ideas and assump-

tions with the individual as the basis. Groups were 

recognized, but only as official committees whose 

use should be kept to a minimum. The behavioral 

management theorists have suggested that the natural 
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organizational unit, rather than the individual should 

be the primary concern. The primary belief of the 

behavioral school of thought is that an organizat i on 

will work best when its personnel function not as 

individuals, but as members of highly effective work 

groups. This implies that this school of thought takes 

the view that the structure of the organization is a 

series of interlocking groups . The manager is a link 

between two or more of these groups, and at the same 

time he is the leader of his own group and a partici -

pating member of his superior's group . (Flippo, 1970 , 

pg. 366). The main focus will be from the behavorist 

view of management, since that school of thought has 

concerned itself with the group rather than the individ-

ual. It is important for management to study and under-

stand work groups because this is essential to formation 

of laws that will influence and govern the operation of 

groups. 

"Just as one must define the dimensions of an 
individual personality in order to understand 
a person and predict his behavior, so must o ne 
define the dimensions of group syntality in 
order to understand it and predict its behavior." 
(Flippo, 1970, pg. 368) 

In terms of an organizational setting, there are 

many definitions of a work group. One such definition 
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"A collection of employees (managerial or non­
managerial) sharing certain norms who are 
striving toward member need satisfaction 
through the attainment of a group goal." 
(Donnelly, 1981, p. 252) 

Glueck, another management theorist has a slightly 

different definition for work groups. He defines them 

as: 

"A group whose members function as a team and 
participate fully in group discussions; whose 
objectives are clearly developed, and whose re­
sources are adequate to accomplish its objec­
tives." (Glueck, 1980, p. 534) 

Although these definitions are the same, the former 

has one factor more than the latter. Donnelly, in his 

definition, has considered the social aspect and the 

feeling of belonging. This feeling allows for, and 

causes the necessary cohesiveness that is so very 

important and necessary if the group is to be effective. 

To illustrate the complexity of work groups, it must be 

pointed out that the aforementioned definitions are both 

very basic. Within these definitions is also a sub­

division or sub-classification of work groups. These 

groups can be subdivided into formal and informal 

groups. Each of these have definitions and each of them 

can exert a definite impact and influence on both the 

organization and the individual. 
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Every organization has technical requirements which 

stem from its objectives. The accomplishment of these 

objectives requires certain tasks to be performed and 

employees are assigned to perform these tasks. These 

employees become members of these groups because of 

their position in the organization. These groups are 

formal in nature, and form the departments, units, and 

so forth, that management creates by design to do the 

work of the organization. A formal work group is one 

that is, 

"a set of two or more people who see themselves 
as a group, are interdependent with one another 
for a purpose, and communicate and interact with 
one another on a more or less continuing basis." 
(Glueck, 1980, p. 534) 

In many cases, but not always, the members of these 

formal groups work closely together physically. Formal 

groups are created to fulfill specific tasks clearly 

related to the organization's purposes. They can be 

permanent, like departments or temporary like 

committees. The demands and processes of the 

organization leads to the formation of these groups. 

On the opposite end of the spectrum, whenever 

employees associate on a fairly continuous basis, there 

is a tendency for groups to form whose activities may 

be different from those required by the organization. 
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These groups are informal in nature, and are natural 

groupings of people in the work situation in response 

to social needs. The informal group then is, 

"a set of two or more people formed by mutual 
attraction of its members." (Glueck, 1980, 
p. 534) 

These groups do not arise as a result of deliberate de­

sign, but rather evolve naturally, and are not created 

by the organization. The informal group, also known as 

a clique usually supplements the formal group in 

achieving the organization's objectives. Basically, 

these groups are just as important as the formal groups, 

but they play the important part of or role of 

satisfying the needs of the individual members of the 

group. 

There are three types of informal groups, they are: 

1. horizontal; 2. vertical; and, 3. mixed 

The horizontal groups are those whose composition are 

mainly those individuals who work in the same area and 

are of the same rank and status. The vertical clique 

are those members of the group that have different rank 

and status within the same department; and the mixed 

group is one that is a group of people of different rank 

and status from different departments in different 

locations. The latter of these three types of groups 
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may form because their members have known each other in 

the past or know each other off the job. (Glueck, 1980, 

p. 534) Even though the formal work group is important, 

it is the informal work group that has the more defined 

impact. These groups usually shape and form the 

behavior of the individual while they are on the job. 

From the standpoint of management it is this behavior 

that the manager has to consider when he/she is trying 

to influence employees, and this is the rationale for 

studying work groups in the field of management. 

The formation of work groups is i nevitable and 

ubiquitous. Consequently, no matter how rewarding or 

satisfying it is to work in a particular organization, 

it is also certain that work groups are going to form. 

Thus it is in management's best interest to understand 

what happens within work groups because they are found 

throughout the organization. Work groups, have a strong 

influence on the overall behavior and performance of 

members of the organization. To understand the focus of 

influence exerted by the group requires a systematic 

analysis. Group membership can have both a positive and 

negative impact as far as the organization is concerned. 

If managers are to avoid the negative consequences 

generated by groups it is vitally important and 
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necessary that they learn about work groups. The 

aforementioned statements can be used to best explain 

why there is a need by management to study work groups. 

The common, or basic assumption that can be found in 

these three statements can be found in all answers to 

the question, why should management concern itself with 

work groups. That common assumption is that work groups 

definitely exist and are forces which affect the 

attitudes and behaviors of employees. This is the most 

obvious and pragmatic reason for management's concern 

and study of work groups. 

Kurt Lewin, a recognized scholar, best captured the 

reason groups needed to be studied and understood in a 

speech he made in 1942. He stated: 

"Although the scientific investigation of group 
work are but a few years old, I don't hesitate 
to predict that group work, that is, the hand­
ling of human beings not as isolated individuals, 
but in the social setting of groups, will soon 
be one of the most important theoretical prac­
tical fields. It is easier to affect the per­
sonality of ten people if they can be melted 
into a group than to affect the personality of 
any one individual separately." (Zander, 1979, 
p. 418) 

An explanation of the reason for group formation 

can be found in a number of factors, which include 

physical, economic, sociopsychological, and need 

fulfillment. All of these can be considered as 
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categories of determinants of group formation. 

When the work site is designed in such a manner 

that causes people to be placed in close proximity to 

each other, there is a tendency for them to interact and 

communicate with each other. If there is any obstacle 

to this interaction on a fairly regular basis, there is 

less of a tendency to form the group. This does not 

mean that workers must constantly communicate before a 

work group forms. It should be obvious that some degree 

of interaction and communication is necessary. 

(Cartwright, 1976, p. 171) 

In most organizations, it is a typical practice to 

locate workers in similar occupations together. This 

placement of workers, by the organization, lends itself 

to the possibility that communication and social 

interaction will take place. Usually, in any setting, 

this communication and social interaction will help 

shape and form each employee's attitude and behavior 

that is included in the physical setting. Thus it 

should be expected that those more experienced workers 

will help those with less experience to learn the job. 

This will occur only if t here is acceptance by the 

group. This will have the ultimate effect of making the 

supervisor's job a little easier. Management should 
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recognize this and aid the employees in their accept­

ance by the group. 

In some cases work groups form because individuals 

believe that they can derive more economic benefits on 

their jobs if they form into groups . For example, 

individuals (strangers) working at different stations on 

an assembly line may be paid on a group incentive basis. 

Whatever the group produces determines the wages for 

each member. Because of the interest of the workers, in 

their wages, these employees will interact and 

communicate with each other. These employees will soon 

realize that by working as a group they may perceive and 

actually obtain higher economic benefits. The case of a 

nonunion work site can be used as another example of 

economics as a motive for group formation. Here the 

workers might join together to bring pressure against 

management for more economic benefits. The members of 

the group would have a common interest, increased wages, 

which would lead to group affiliation. (Donnelly, 1981, 

pp. 258-259) 

Employees in an organization are also motivated to 

form work groups so that certain needs can be more 

adequately satisfied. Safety , social-affiliation, 

esteem, and self-actualization needs can be satisfied to 
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some degree by work groups. 

Work groups provide members with safety in the form 

of protection from the outside pressures such as the 

demands placed on them by management for better quality 

and increased production. By becoming members of a 

group, employees can discuss their concerns with other 

members of the group who may often share the same 

attitude towards management. If the group is not there 

for the employee to lean on when management imposes 

demands, the employee may feel t ha t t hey are standing 

alone and thereby causing a feeling of insecurity. 

The communication and interaction existing between 

members of a work group serve as a buffer to the demands 

of management. Another form of safety need satisfaction 

occurs in instances when an employee is new and required 

to perform a task that is difficult over an extended 

period of time. The employe may not want to continually 

contact the supervisor for instruction, and therefore 

this employee will depend largely upon the group for 

needed instruction. This reliance upon the group can be 

interpreted as providing this employee with a form of 

security need satisfaction. New employees are often 

concerned about performing their tasks well so that they 

c an b e r etained by the organization. Thus, continually 
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requesting help from the supervisor is thought by some 

as indicating that the new employee is not performing 

the job well. Consequently, these employees turn to the 

group for help so there will be little chance of their 

position being threatened. Whether or not the 

supervisor believes that continual requests for help are 

a sign of an inability to perform the job is not the 

main issue. The main point of importance is how the new 

worker perceives his/her situation and job security. 

(Donnelly, 1981, p. 289) 

Of the reasons for the individual's need to join 

groups, is that each of them have need as a base. Maslow 

has identified one of these reasons as social need. 

These needs have been identified as learned needs which 

include the need for friendship, affection, and inter­

action and acceptance by peers. From management's 

view, this need by the subordinate, when recognized as 

such, can be an aid. Likewise, if the employee has 

aligned themselves with the wrong group of employees, 

their association can cause management particular 

concern. Through the friendship and support that they 

offer, groups serve as the primary mechanism for 

satisfying these needs. The work group is the most 

likely place to find companionship, understanding, and 
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comradeship on the work site. Both problems that are 

personal in nature, and most certainly those related to 

the job, can be discussed with the members of the group. 

It is the members of the work group that we spend more 

time with than anyone else. 

Acceptance by others at the work place is just as 

important as acceptance anywhere else. Employees will 

go to any length to obtain acceptance and avoid 

rejection. It is the work group that usually provides 

the source of acceptance at work. If for any reason it 

becomes a source of rejection, an alternative source of 

acceptance is sought, and often it is a task that is 

extremely difficult. The main cause behind why 

employees join work groups, then, is the need for 

affiliation or the fulfillment of the social need of 

belonging and acceptance. In regard to the need factor, 

there are certainly those employees that prefer to be 

alone, and appear to produce more at a better quality. 

However , these individuals are more the exception than 

the rule, and usually do not fit the norm when the 

total work force is used as the medium of measurement. 

We must realize also that there are some employees that 

have a greater need for affiliation than others and that 

some jobs provide this need better than others. (Glueck, 
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1980, p. 536) 

Another reason people become involved in work 

groups is that the group satisfies the recognition-ego/ 

esteem needs as identified and described by Maslow . 

These needs can make a significant contribution to the 

development of a person ' s identity. The work group is 

the chief source o f recognition and esteem for most , if 

not all employees. Those employees that are not engaged 

in the same profession, may not have a clear perception 

of what the job or profession is all about but the 

members of the profession or work group knows and 

provides the necessary feedback . Groups, then, help us 

train ourselves in psychological adjustment, maintain 

our self-esteem and confirm our identity. (Glueck, 

1980, p. 537) 

The satisfaction of the needs for power and 

security can also be provided by the group . If a group 

supports a group member against demands by outsiders 

(other groups, clients, managers, etc.) it provides for 

that employee more control over their destiny, a sense 

of power, and ultimate destiny. The evidence is fairly 

strong that most employees join unions to provide 

protection for themselves against what they perceive to 

be capricious or arbitrary acts by supervisors. Groups 

provide the employee with similar feelings of security. 
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By joining groups, employes hope to protect themselves 

against outside pressures. (Glueck, 1980, p. 538) 

Groups serve a number of other purposes in addition 

to those previously discussed. Among these other 

purposes are: they help to establish and stabilize 

employee perceptions of the work place, they serve as a 

source of information, they provide help when members of 

the group are sick or absent, and they also provide 

relief from boredom through mutual interaction. 

(Glueck, 1980, p. 538) 

There are certain benefits that work groups provide 

to the organization. The previous discussion has 

provided insight into what work groups provide the 

employees of the organization. Likewise, work groups 

provide definite benefits to the organization. If 

management is to derive any benefit from work groups, 

there must be a concrete understanding of all aspects of 

these groups. With the understanding will come the 

ability of management to utilize these groups to their 

benefit. In a broad sense, there are three main 

functions or benefits that work groups provide to the 

organization. Glueck has identified these benefits as: 

(1) socialization of new employees; (2) an aid to 

getting the job done; and (3) help in the decision-
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making process. (Glueck, 1980, p. 538) 

Sociologists term the process of orienting new 

employees socialization. The meaning here is that the 

new employee is taught the work norms, that is, how to 

behave at work. In some cases work groups tend to slow 

down those employees that are "ratebusters" and showing 

up the members of the group. These groups can also have 

the opposite effect. They can control employees that 

are too slow by pressuring them to increase their out­

put. Likewise the work group can pressure the members 

that are deficient in other areas, such as attitude, 

attendance, personal appearance. In this manner, 

the group orients and integrates the new employee into 

the organization's work rules and norms and keeps the 

employee under control. The supervisor cannot be 

expected to watch the employees all the time, but the 

group can. (Glueck, 1980, p. 538) The process of 

socialization of new employees is one that is definitely 

can be an aid to management. But we must keep in mind 

also, that this same process can be just as detrimental 

to the organization as beneficial. Management then, 

must have an understanding and knowledge of the 

socialization process. Not only can this process 

make the manager's job easier, it can also help the 
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manager increase his production and ultimately the 

efficiency of the o ~ganization. 

An aid to getting the job done is also a benefit to 

the organization provided by the work group. Every 

organization has a program whereby new employees are 

given training on how to perform their task. As in all 

organizations this training is usually not completely 

adequate. The first line supervisor adds to the 

training the new employee receives initially. However, 

this too can fall short of everyone's expectations. 

There are certain aspects of every job where management 

and training staff cannot provide adequate instruction. 

Usually it is the work group that provides the new 

employee with the ability to cope with the job, and how 

to deal with and handle the many variations on the 

techniques taught in the training programs that are 

needed to get the job done. Those employes that have 

experience on the job have devised ways to perform their 

duties in a more expedient manner and with more ease. 

These same employees can teach these same methods to 

other members of the group. For example, many jobs 

require that more than one person work on the same task, 

but in different locations at different times. One 

employee may need to receive what another has completed 
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before his task can be completed. If for any reason one 

is not providing what the other needs, help can be 

offered with the deficiency to be more productive. Both 

of these employees could work separately, but coopera­

tion helps them both. Thus work groups facilitate both 

training and operations and therefore are beneficial to 

the organization. 

The decision-making process is another area where 

the work group can be beneficial to the organization. 

This area will be discussed later in greater detail, but 

the point to be stressed here is that some decisions 

turn out better when several people with different back­

grounds and training make them jointly, than if one 

person makes them alone. Well established groups that 

are operating effectively can make better decisions. In 

view of this and previous discussions it becomes clear 

that it makes sense for a manager to learn to work with 

and through groups instead of trying to prevent their 

formation. To do this effectively, the manager should 

have some knowledge of how groups form and develop. 

(Glueck, 1980, p. 539) 

It is just as important for management to 

understand how work groups form as it is to know why 

they form. A knowledge of how groups form is a key to 
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the effective use of these groups as a management tool. 

These groups don't just spring up from nothingness. 

Their formation and development appears to take place in 

stages. Glueck has identified these stages: 

1 . initial formation 

2 . development of structure 

3 . elaboration of structure and 

4 . development of leaders. 

Stage one involves assemblying a number of people 

with the abilities needed to achieve an organizational 

objective. The important thing to remember here is that 

each of the individuals recognizes the social need to 

belong to the group and that they are willing to give 

and receive friendship and other affiliation needs. 

(Glueck, 1980, p. 539) 

The second stage of the group formation process is 

characterized by the need to establish common task 

objectives. During the third stage the formal leaders 

are appointed by ma nagement. The fourth and final stage 

of development is actually there to supplement and 

strengthen the third stage . It is during this stage 

that informal leaders are developed . This is the 

emergence of the informal work group. These l eaders are 

the people whom group members turn to when they 
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encounter problems. The informal leaders, in a sense, 

provide social maintenance to the other members of the 

group. (Glueck, 1980, p. 540) 

Formation of the informal group has attracted the 

attention of noted management writers such as Kadushin, 

Burns, and Tichy. Tichy has alluded to the fact that 

literature does not give certain aspects of informal 

group formation the attention it deserves. Tichy 

contends that there is a need for an examination of 

specific organizational variables and their effects on 

informal clique structure. Most studies have acknowl­

edged that contextual variables, formal structure 

and organizational structure, affect the informal 

structure. 

The effects have not been studied thereby giving 

the impression that they are random assumptions that 

are highly improbable. This concept is the focal point 

of an article by Tichy. He examines the variables of 

compliance, mobility, and size in the light of their 

probable effects on informal clique structure of 

organizations. These key variables were selected 

because each of them plays a role in an important phase 

of either sociological or social -psychol ogica l research. 

The compliance variable has its roots in the Weberian 
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approach which is based primarily from a structuralist 

view. The mobility factor was taken from the formation 

and assumptions of Thibault and Kelley , who based their 

assumptions on group and social relations and from 

reference group theory in social psychology . The 

variable is related to the work by Simmuel , a management 

theorist . Tichy ' s view and examination of these three 

variables is with the intent o f relating them to the 

informal clique structure . The analysis focuses on the 

effect they have on the motivational base for clique 

formation and the structure c onstraints related to 

clique formation . Each of the variables affects the 

individual and group motivation for clique formation and 

each creates constraints within which the cliques of 

various structural characteristics emerge . Tichy took 

the research a nd assumptions of management writers such 

as Blauner , Woodward, Litterer , Ingham , Blau, Etzioni, 

Hornstein , and others, and developed empirical 

propositions using the three variables of compliance , 

mobility, and size, and relating them to the motivation 

for clique formation and the constraints within which 

cliques can form. (Tichy , 1973 , p. 194) 

Despite the fact that management studies have 

i ncluded work groups for years , the literature has dealt 
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with the affects of organizational variables on the 

formal structure at varying levels, only a few 

systematic relationships have been formulated and 

presented. Tichy ' s review of the literature found that 

propositions relating organizational variables to the 

informal structure were also lacking in the literature. 

It was found also that there was little written con­

cerning the emergence of informal structures and that 

their subsequent structural characteristics have been 

empirically tested and found stable . (Tichy, 1973, p. 

15) This is an illustration of the varying nature of 

work groups, and subtly tells management t hat each 

informal work group has to be dealt with differently 

and governed also by forces other than just the peopl e 

involved. 

It was found also that 

"discussions of the effects of formal structure 
on informal structure has been a part of the 
literature since Barnard's The Functions of the 
Executive (1938). More recently, Etzioni has 
posited that different compl i ance types create 
different motivations for the emergence of in­
formal structure, as well as provide different 
constraints for emergent characteristics of the 
informal structure. Etzioni's formulations 
lead to the following propositions: normative 
systems tend to develop informal structures 
that are integrated and that overlap with the 
formal structure; coercive systems tend t o 
develop segregated informal structures tha t are 
i n tegrated and that overlap with the formal 
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structures that control a large sphere of 
activities, and utilitarian organizations 
tend to fall between the normative and co­
ercive, with informal structures emerging 
to fulfill expressive needs. Dalton (1959) 
discussed informal cliques in terms of their 
motivational base and relationships to the 
informal structure. His typology included 
vertical ambiotic, vertical parasitic, hor­
izontal aggressive, and random cliques. 
Hornstein discussed the relationship of or­
ganizational culture to variables at other 
levels in the organization by applying a 
framework (Katz and Kahn, 166) which viewed 
the effects of culture on the organization's 
work process, physical layout, modes of 
communication, and exercise of authority." 
(Tichy, 1973, 195) 

In analyzing the structure of informal work groups, 

Tichy developed empirically testable propositions using 

the key variables mentioned earlier. In doing so, it is 

necessary to relate these variables to the mot i vation 

for clique formation and the constraints within which 

cliques can form. 

Each of the aforementioned variables are 

significant to the study of the informal work group. 

Mobility is one such variable that is unique because it 

could be the basic motivating factor behind the 

formation of an informal work group. Mobility is the 

upward vertical movement within an organization. 

Gumpert and Smith defined three kinds of mobility 

systems: (1) the high-mobility system in which vertical 
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movement is based primarily upon merit and where 

moveme nt is fairly rapid, (2) the seniority system where 

promotion is due to length of time on the job; and (3) 

the no-mobility system where there is no chance or desire 

for vertical movement. These systems are important 

because each of them tends to develop different clique 

structures that serve as reference groups. A key factor 

in the formation of cliques or informal work groups is 

the social comparison need. This social need has lead 

to three assumptions that offer somewhat of an 

understanding of how the mobility variable fits into 

clique formation. The assumptions that follow are the 

result of a joint study conducted by Thibult and Kelly 

in 1959. These assumptions take into consideration (1) 

the type of mobility system that exists; (2) the members 

r e la t ive status in the system; and (3) the proper 

identif i cation of the components of the task. The 

need to use different comparison people is dictated by 

the t ype of system that is in existence. For example, 

it has been found that a no-mobility system, outcome 

comparisons wi th people who are at higher levels, tend 

to cause dissatisfaction because of the fact their 

b e tter r ewards are never attainable. It would appear 

then t hat t h e better strategy is to compare one self with 
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those at the same level or below. (Tichy, 1973, p. 195) 

In a mobility system, one of the primary moti­

vations for good performance is the anticipation of 

better rewards. It is necessary then, to have 

comparisons with others with higher status for 

satisfactory adaptation. Management commonly views 

individuals as members of groups o r classes of 

individuals and often refers to them as reference 

groups. These reference groups serve as standards to 

evaluate attitudes, abilities, or current situations. 

Kelley discusses these in some of his writ ings , and 

classified them into two distinct types, normative, 

and comparative. According to Kell ey , the normative 

reference group sets and maintains standards for the 

individual, while the comparative group provides a 

standard of comparison by which the indivudal evaluates 

himself and others. It is likely that reference groups 

most often and frequently become membership groups. 

Both the normative and comparative needs of an indi­

vidual are most easily fulfilled by the group to which 

they belong. If what Kelley has found is true, it 

is safe to assume that these reference groups are then 

effects on the membership groups. Some of these groups 

are classed as informal cliques. (Tichy, 1973, p . 196) 
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Compliance is another of the key variables selected 

by Tichy. Tichy bases his assumptions regarding this 

variable on the views of Etzioni. Compliance was 

categorized by Etizioni into three types: coercive, 

utilitarian, and normative. Each of these are further 

subdivided into two components, power and degree of 

involvement. Etzioni classifies power into three types 

which differe according to the means employed to make 

those involved comply. Coercive is the first type and 

is characterized by the use of physical threat. The 

second type is remunerative, which makes use of material 

resources. The third type of power is normative and 

uses allocation and manipulation of rewards that are 

symbolic in nature. What Etzioni has hypothesized does 

not deal directly with clique {informal work group) 

formation , it does offer however, both a motivational 

basis for their formation and influences on their 

structures. (Tichy, 1973, p. 196) 

The size variable refers to the number of members 

in the organization. Here Tichy bases his theory on 

size to the writings of Simmel. According to Simmel, 

size affects both the characteristics of the 

organization and the informal structure. In this 

respect, size becomes one of the main organizational 
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influences on the informal structure (Tichy, 1973, p. 

196) 

Blau based his assumptions regarding size in 

respect to the classification of organizations. They 

are classed as large, those with more than 1,000 

employees, and small, those with fewer than 500 em­

ployees. Blau found that large organizations tend to 

be more structurally differentiated than those that are 

classified as small. Those organizations considered as 

large have a number of official positions, employees in 

each of these positions, levels of authority, sections 

per division, and a large administration. Because of 

this, the effects of size on clique formation and 

structure are more complex than the other variables 

previously discussed. Size includes the characteristics 

listed above. These characteristics are actually a set 

of intervening variables. Many of the e ffects of size 

are indirect. Differences in size are not proposed to 

lead to special clique types, but rather to modify types 

determined by compliance and mobility variations. 

(Tichy, 1973, p. 197) 

Tichy limited his analysis of clique formation to 

those within an organization. He defines clique as: 
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"A subset of members who are more closely 
identified with one another than with the 
remaining members of the group and who ex­
change something among themselves this ex­
change can be referred to as the content 
of the relationships and may be informa­
tion, affection, friendship." (Tichy, 1973, 
p. 197) 

The definition of clique used here is further restricted 

to face to face groups. 

There are seven characteristics of cliques that are 

important because they aid in gaining an understanding 

of clique formation. If management is going to use the 

informal clique, or work group, the following charac­

teristics hold a particular importance. Organiza­

tional clique density is the first characteristic, and 

has been defined as the proportion of people who belong 

to cliques over the total number of people within the 

organization. The second is openness, the number of 

reciprocal relationships people within a given clique 

have with people outside of the clique. Two slightly 

different indicators of openness are: (1) the pro-

portion of isolates in a clique, these are individuals 

with no relations outside of the clique, and (2) the 

total number of relationships they have outside of the 

work group. The third characteristic has been 

identified as interclique membership, the degree of 
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inclusion of members from different status levels of the 

formal status levels present in the intraclique 

hierachy. This is the number of status levels existing 

within a given clique; the status structure of the 

clique, regardless of the formal s t atus of the clique 

structure involves interhorizontal status memberships, 

the numbe r of occupational categories found with a given 

clique; operationally, the number of informal occu­

pational categories present in any given clique over 

the formal occupations present in any given clique over 

the number of formal occupations and categories in the 

organization. Size is the sixth characteristic, and 

simply deals with the number of members in the clique. 

Goals and motivational base is the seventh and final 

characteristic. This is basically the reason for the 

clique 's formation, to provide social support t o aid in 

more effe ctively getting work done. (Tichy, 1973, p. 

197) 

There are essentially five types of cliques: 

(1) coercive, (2) normative, (3) high-mobility utili­

tarian, (4) seniority utilitarian, and (5) no - mobility 

utilitar i an. Each of the clique types will be explained 

in terms of the motivational base for formation and the 

emergen t structure, including organizational clique 
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density, clique size, interrank hierarchy, openness, and 

interhorizontal membership. An understanding in this 

area can be an aid in the development of a framework for 

understanding the relationship among a broad range of 

organizational variables. 

The coercive clique is listed as one of the five 

types of cliques, however, it is normally not found in 

business organizations. Cliques of this nature are 

usually confined to such institutions as prisons, unless 

we consider situations where unions have called a strike 

against management and the employees are following the 

union. Despite the fact that the coercive clique i s not 

business oriented, the motivational basis for formation 

and the other key variables can be used to emphasize 

and illustrate the power cliques have in regard to 

the operational activities of an organization. In a 

coercive system, the members are usually alienated and 

often in open conflict with the formal organization . A 

clique of this type will exist when a union calls an 

organization's employee s out on strike. In such 

situations, the same basis for formation applies here 

as well as in prison. The formal organization must 

threate n harm (physical or financial) in order to 

control i t s members. Coercion cannot be effe ctively 
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used to control a large number of employees because of 

the close supervision and observation that is required. 

To support the counter-organizational norms, attitudes, 

and activities not directly controlled by the coercive 

formal organization, an informal system of control tends 

to develop . Cliques make up one of the units within 

this informal subcollectivity. Members of coercive 

organizations usually form cliques for power gains or 

counter-power, and to aid in coping with their 

alienation and with the hostile environment . (Tichy , 

1973, p . 199) 

The structure of the coercive clique is 

characterized by having a high organizational clique 

density. This is due to the importance of clique 

membership as an almost necessary means for coping with 

the social environment. These systems are usually total 

institutions in which the scope of control of the formal 

system is limite d by the resources of the organization. 

The indivduals in the coercive system are strongly 

pressured to belong to a clique and the result is a high 

organizational clique density. Only the lowe st 

partic i pant s in the coercive organizations who are part 

of the subcollectivity tend to be members of cliques; 

therefore , the inte rrank membership is low. The inter-
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horizontal membership; however , is high. The tendency 

for cliques in coercive organizations to be formed with 

a motivational base , which is large in scope of control 

and which also tends to fulfill defensive needs , looks 

to the need for a fairly varied authority structure . 

The pressure to form large cliques , which tend to exist 

in coercive systems , comes primarily from the large 

scope of activities under the c ontrol of the informal 

subcollectivity and from the inherent conflict between 

the informal organization and those being coerced . 

Large cliques also help individuals achieve more 

counterpower to defend themselves against one another 

and/or the formal organization . (Tichy , 1973 , p . 201) 



TYPES OF CLIQUES AND THEIR CHARACTERISTICS 

In organizations where the normative compliance 

system prevails , many of the participants needs tend to 

be met within the formal work setting, thus there is a 

very high degree of overlap for relationships and groups 

which satisfy both expressive and instrumental needs. 

The tendency here is for informal groups to be identical 

to the formal. Thus leading to the assumption that 

there is little pressure in a normative compliance 

system for clique formation outside of formally defined 

relationships. As a result, there is a high degree of 

friendship and work group overlap. These organizations 

where the normative system prevails , tend to be highly 

integrated; i.e. interrank, and instrumental and 

expressive. The clique density is moderate and the 

overlap between the friendship group and the work group 

is evident. The size of the clique is usually small. 

The reason for this is the general lack of motivation 

for clique formation . The overlap of the work groups 

and cliques in normative organizations is visible in the 

clique's high interrank membership and low interhorizon­

tal membership. The interhorizontal status membership 

40 
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is low because normative work groups are general ly found 

around single occupational categories . Even though the 

interhorizontal membership is low, the cliques that form 

tend to be open , so that more relationships exist out­

side of the cliques than in other type s of organiza­

tions . In normative organizations , most of the employees 

are integrated into the organization and usually they 

are categorized by possessing high levels of commitment . 

Thus it becomes easier for functional relationships to 

become friendship relationships . The relative size of 

the organization has little effect on the motivational 

base of the structure of the normative clique. (Tichy , 

1973 , pp . 201 - 20 2 ) 

The high mobility utilitarian clique is character ­

ized by a strong internal pressure . The entire or­

ganization is oriented towards getting ahead, thus rela ­

tionships become the means to an end . In organizations 

of this type , the individual becomes extremely sensitive 

to the opinions of his immediate superiors . I n most 

cases these superiors will control the employee ' s life 

choices. Cliques play a key role in helping organiza­

tions and their members facilitate upward mobility . 

Cliques also provide a means for reference groups needs 
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to be fulfilled. In order to become properly social-

ized and to move upward in the system , lower status mem­

bers must be visible and able to view the norms and out­

comes of higher status members . Due to the system's 

dependence upon having lower status members strive for 

and achieve mobility , the higher status members are 

pressured to facilitate this process by associating 

with the lower status members , both to socialize them 

properly and to evaluate them in an informal manner . 

Therefore, relationships , including informal clique 

relationships , become instrumental for both high and 

low status members and the interrank membership is 

high. Because these relationships are related to 

success in the system, members of such systems 

are urged to maintain continual informal relations, 

and organizational clique density therefore tends 

to be high. In the high mobility organization, size 

affects the clique density. As a result of this , small 

organizations tend to have a higher density than the 

larger organizations. In those organizations that are 

classified as large, the employees tend to refrain from 

joining cliques . In larger organizations , it is easier 

for isolated individuals to go unnoticed and 
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uninfluenced by cliques. In smaller organizations 

isolated people become more visible, employees become 

less alienated and more involved, and therefore 

pressured to join a clique. (Tichy, 1973, p. 202) 

The size of the organization also has an affect on 

interrank membership. The increased occupational posi­

tion's and authority level's differentiation in large 

organizations makes it possible to view clique formation 

as forming a square configuration, created by a criss­

cross pattern of vertical and horizontal dimensions of 

differentiation. Within these organizations are many 

hierarchial levels with each of these levels containing 

many occupational positions. Each of these positions is 

composed of many individuals. Cliques tend to form among 

people of the same occupation and on the same level. A 

good deal of interaction among members is needed in 

order for the clique to fulfill the socialization and 

evaluation needs of both higher and lower status 

employees. The low status member must be in a clique 

with members of a higher clique if he wants to learn or 

acquire the patterns of higher status social relations, 

expected behavior and attitudes. This is necessary if 

the lower status member is going to become upwardly 
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mobile. (Tichy, 1983, p. 203) 

High mobility utilitarian organizations tend to 

exert a pressure on the degree of clique openness. High 

mobility members are urged to develop relationships 

outside of their immediate clique. These employees tend 

to be on the lookout for useful friendships, especially 

among those higher status employees. These cliques tend 

to be more open. The degree of clique openness tends to 

be influenced by the size of the organization. Those 

that are in small organizations are more open than those 

in large ones. In small organizations, interaction 

outside of the clique has a greater tendency to develop 

into more personal and friendly relationships, thus 

leading to more open cliques. (Tichy, 1973, p . 203) 

The fourth type of clique is the seniority util­

itarian clique. Cliques of this type are character-

ized by the individuals sharing the same interest. There 

is little competition in these systems since promotion 

tends to be dependent upon the members length of service 

with the organization, and these systems tend to have 

low mobility. However, there does e xis t the possibility 

of upper mobility. Since this possibility does exist, 
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some instrumental reference group needs exist , along 

with the need for their fulfillment. In these systems, 

interrank clique membership and intraclique hierarchy 

are moderate . The main cause contributing to this 

condition is the slight mobility factor. There are two 

opposing forces that affect clique size in seniority 

organizations. One of these is the pressure that is 

exerted by the members' anticipatory socialization 

needs, which causes, and allows for, the inclusion of 

clique members from more than one status level. The 

other pressure is the need for socio-emotional rewards 

from coworkers. Even though there are different formal 

statuses present in a seniority organization clique, 

they tend to be less important than in a system such as 

the high mobility system. There are two main causes 

behind this condition: (1) the criteria for higher 

status has more to do with how long an employee has been 

with the organization, rather than how competent the 

employee is, and (2) the members are not pressured to 

participate in instrumental grooming activities and 

those activities designed to impress them. These two 

factors make the intrastatus hierarchy moderate. 

Likewise, in these systems, the interhorizontal status 
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membership is moderate. This is attributed to the 

unique condition that exists in seniority organizations. 

It appears that on one hand, position categories are 

ir r elevant to fulfillment of socio-emotional friendship 

needs, thereby leading to some interhorizontal mem­

berships. On the other hand, they are relevant to 

fulfillment of the anticipatory socialization needs 

which leads to less interhorizontal memberships . It is 

assumed that both of these needs are found in at least 

some of the members, the result of this coexistence is a 

structure that reflects both sets of needs . Size also 

has an influence on the interhorizontal clique 

membership. Those organizations classified as large 

will naturally have more individuals in the same 

horizontal status thereby increasing the possibility 

that cliques will form within one horizontal sta t us . In 

small organizations, due to their structure, cliques of 

this type may be i mpossible to form. The leve l of 

cl ique openne s s in thos e organizations is moderate. 

This i s due ma i nly to the l ow mobi li t y fac t or that 

domi nate s s e niority organ i zations . In the seniori t y 

organizations , there i s l i ttl e pressure placed on 
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employees to develop instrumental relationships outside 

of the clique . (Tichy, 19 73, p. 204) 

Non-mobility Utilitarian Organizations 

In no mobility utilitarian organizations , the 

motivational base is influenced by two factors: (1) 

reference group needs diminish as the members become 

satisfactorily adjusted to their positions , and (2) the 

remaining reference group needs tend to put pressure on 

inclusion of members of the same status level only. 

Usually when cliques form , that fulfills reference group 

needs , these groups run counter to the goals and needs 

of the organization . Acc o rding to the literature , there 

has been a lot written about this condition which is 

counted as a phenomenon . Roethlisberger and Dickson 

conducted an experiment in 1939 regarding the work 

restruction phenomenon. " An examination is made here of 

the pressures which are normally present in a system to 

develop certain adoptive informal structures . Adoptive 

behavior is behavior on the part of system members that 

is generally congruent with organizational goals . 

Theoretical support for the affective motivational bas e 

of no-mobility cliques proposed earlier is found in 
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Homans (1950). His supposition that people who interact 

frequently tend to deve lop positive sentiments towards 

each other, supports the notion that, due to a lack of 

any instrumental mobility needs or defensive needs, no­

mobility system members form cliques based on affective 

needs or, in Homan's terms, positive sentiments ." 

(Tichy, 1973, p . 205) 

In the no-mobility system, there is little pressure 

applied to members to have overlapping informal clique 

and reference group memberships. The needs of the 

reference group tends to play a minor role in clique 

formation. Because of the differing motivational base, 

the no-mobility cliques are usually under pressure to be 

widely inclusive. The size of the clique is influenced 

greatly by the need of the members to increase the 

results of an interpersonal or social nature, and the 

fact that low-status members without any chance for 

promotion tend to form fairly large friendship groups. 

The no-mobility utilitarian cliques tend to be less 

hierarchially structured internally than the mobility 

system and seniority system. (Tichy, 1973, p . 205) 

"Members of no-mobil ity organizations tend not to be 

interested in instrumental relationships, since they 

offer very little possibility of changing the 
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individual's status in any way; once a member is 

satisfactorily adopted to a clique he is under no pres­

sure to look for other relationships. This tends to 

create cliques which are closed, thus having propor­

tionately a large number of isolated individuals." 

(Tichy, 1973, p. 205) 

Coalitions 

The discussion on work group formation is vital if 

management is to understand them and begin to use them 

to their advantage. Not only is work group formation 

influenced by the work situation, they are equally 

influenced by the size and structure of the organiza­

tion. There is a time when more than one work group (or 

clique) will join together as one social unit. When 

this happens, the resulting group is termed a coalition. 

A social unit is defined as any individual or group, 

which for the duration of a particular situation, 

follows the same coalition strategy. A coalition is 

defined as the joint use of resources by two or more 

social units. Once formed a coalition will often meet 

the definition of a social unit from the point that it 

is formed to the point that t he allegiance is no longe r 

necessary. Coalitions are characterized as being 
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temporary in nature, means oriented, and composed of 

members or groups that differ in goals. There is 

usually l i ttle value consensus in a coalition and the 

stability of a coalition requires "tacit neutrality" of 

the coalition on matters which go beyond the immediate 

prerogatives. (Gamson, 1961, p. 374) 

According to Gamson, there are certain conditions 

that must exist if any coalition is going to be counted 

as full-fledged. (1) There must be a decision to be 

made or a problem to be solved, and there must be more 

than two social units attempting to maximize their share 

of the results. (2) No one alternative will maximize 

the payoff to all participants. (3) No one has initia l 

resources sufficient to control the decisions by 

himself, and (4) No participant must have veto powe r. 

(Gamson , 1961, p. 374) 

To predict who will join a coalition there are 

certain var i ables that must be known. It must be known 

what the rel e vant resources are for any given decision, 

and at what starting point, how much of these resources 

each participant controls. Also we must know the pay-

off for each coalition. There must also be a known 

rank ordering of each participant's inclination t o 
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join with every other player excluding that player ' s 

control of the r esources . Finally, we must know the 

effective decision point . (Gamson , 1961 , p. 375) 

The basis for coalition formation is essentially 

the same as that for the informal work group/clique, and 

will not be recounted here. The most significant thing 

about coalition formation is the fact that a coalition 

will form if , and only if, there are " reciprocal 

strategy choices between two participants " (Gamson, 

1961, p. 376) Coalition formation is important to 

management only if management has an understanding of 

work groups and recognizes when an informal group or 

groups have formed. Just the recognition of group 

formation is not enough , there must also be an identi­

fication of the leader of the group. 

Group Leaders 

The leaders of the work group may not be easily 

identified. Usually a period of observation is required 

by an informed and knowledgeable manager before the 

leader of the informal group can be identified . The 

leader of the work group is classified as two types: 

(1) the task leader, usually the supervisor of the 

formal group , appointed by the organization, and (2) the 

social leader, or the informal group leader . The former 
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type of leader is task oriented and has the responsi­

bility of making sure the organizational objectives 

are achieved . The social leader, on the other hand , 

provides social maintenance and can be just as effec­

tive as the formal leader. The informal leaders are 

usually those that have the most status both on and off 

the job . They usually possess the " right " education, 

skill , the right sex, the right age, ethnic background, 

and more seniority than the other members of the group. 

(Glueck , 1980, p. 540) 

The informal leader emerges from within and serves 

a number of facilitating functions. One such function 

is that of initiating action and providing direction. 

If the members of the group are not directed towards the 

accomplishment of objectives, there will be a breakdown 

in the group 's effectiveness. If there develops a 

difference of opinion, on a group related matter , the 

leader has the responsibility of attempting to settle 

the matter and moving the group towards accomplishing 

its objectives . The informal leader has also the re­

sponsibility of communicating the values to the group, 

and to nonmembers of the group, supervisory personnel 

and to the union. (Donnelly, 1981, p . 266) 
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Scott and Mitchell summarizes the characteristics 

of group leaders as : 

1. The lea dership ro l e is filled by an indi ­
vidual who possesses the attributes which 
the members perceive a s being critical f o r 
satisfying their needs . 

2 . The l eader embodies the values of the 
g roup and is able t o perc eive these 
va l ues , organize them into an intelli ­
gib l e philosophy , and ve r balize them t o 
nonmembers . 

3 . The l eader is able to r eceive and de ­
ciphe r c ommunications r elevant to the 
group and effectively communicate im­
po rtant i n formation t o g roup members . 
(Scott, 1976 , pp . 1 79 - 1 82) 

Group Characteristics 

The definition of work groups , mentioned earlier , 

gives two basic types of groups, the formal and the 

informal . There is still a further classification in 

that they can be ineffective or effective. The ineffec ­

tive work group needs no explanation , the name is self ­

explanatory . The effective work group is one that 

carries the greatest impact and will be the foca l point 

of the discussion to follow . An effective work group is 

one in which the individuals in the group behave o r 

function as a team and fully participates in group 

discussions and whose objectives are clearly developed; 

and whose resources adequate to accomplish its 



objectives. 

54 

(Glueck, 180, p. 540) The re are certain 

factors that influence group effectiveness. The size of 

the group, number of members , the location and whether 

or not the members can make eye contact or not, 

cohesiveness, group norms, and the nature of the task, 

have all been identified as factors that affect the 

effectiveness of any group. (Glueck, 1980, p. 540) 

Size 

The effective group is relatively small in size. 

Some researchers have gone so far as to affix numbers to 

the various effective groups. Seven has been found to 

be the ideal maximum for a decision-making group, and 

fourteen members for the fact-finding group. It is 

assumed by some that the larger the group gets, the more 

effective it becomes. The larger group offers a greater 

potential for higher talents. The larger group offers 

the members a better choice of finding someone they 

would like to work with. However, the larger group also 

offers some disadvantages. 

Research has also shown that the disadvantages more 

than offset the advantages. The larger the group gets, 

the more effort it takes to get the group to function. 

The larger group takes longer to function and may ne ver 
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become functionable . The larger group gives the me mber s 

a greater opportunity to form smaller groups . When the 

group gets larger , the members then have less of a 

chance to participate . Being able to fully partic ipate 

is one of the factors in the definition of an effective 

group . (Glueck , 198 0 , pp. 540 - 541) Size , then , is an 

important variable in group effectiveness . 

Research has shown, also that the number of members 

in a group and their location , (physical placement) have 

an effect on the group. It has been found that an even 

number of members make more accurate decisions than an 

odd number , but a group with an odd number works faster. 

Groups whose members are located closer together 

physically have a greater advantage to interact , thus 

facilitating frequent interaction , than those members 

that are separated. This may be due to the ability of 

the members to maintain eye contact . Eye movement , 

direction of gaze , and mutual eye contact have been 

found to be important nonverbal interactions that have 

an influence on group effectiveness . The easier it is 

to communicate in person , the more likely the group is 

to be cohesive , which is another fa c tor that aids in a 

work group being effective . (Glueck , 1980 , p . 540) 
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Cohesiveness 

A simplistic definition of cohesiveness is the 

stick togetherness of a group. A more refined defi ­

nition of the cohesiveness concept is the attraction 

of members to the group in terms of the strength of 

forces on each member to remain active in the group , and 

to resist the urge to leave it . All of the character­

istics of the effective group are inf l uenced in some 

degree by the cohesiveness of the group . The greater 

the attraction within the group , the more likely it 

is that the membership will adhere closely to a group 

norm . (Donnelly , 1981, p . 272) Cohesiveness , then 

results from h omogeneity of membership , stability of 

membership over time , and the satisfaction of group 

members ' needs . (Glueck, 1980 , p . 541 ) 

Group Norm 

Group norm is another factor that contributes to 

the effectiveness of a group . A norm has been defined 

as an agreement among the members of the group as to 

behavior the members will exhibit. The more a group 

member complies with the group ' s norms, the more that 

person accepts the groups standard of behavior . 

(Litterer , 1973, p. 96) Work groups also utilize norms 

to bring about job performance that is acceptable to the 
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group. Three specific social processes bring about 

compliance with group norms, these are: group 

pressures, group review and enforcement, and the 

personalization of norms. (Litterer, 1973, pp. 245-47) 

The process of group pressure was clearly illu­

strated by Asch in a series of experiments. These 

experiments were concerned with how social forces 

constrain opinions and attitudes. The experiment 

illustrated also, how group pressure and support for 

one's viewpoint are related. If an individual stands 

alone, they are inclined to succumb to group pressure. 

But when they find their attitude supported by even one 

group menmber, they resist pressure to change. (Asch, 

1955, pp. 31-35) Group members who value their group 

membership highly and who derive some satisfaction of 

personal needs from the group, allow group pressures to 

influence their behavior and performance. This 

assumption leads to another group process that has been 

termed group review and enforcement. (Donnelly, 1981, 

p. 269) 

When an individual becomes a member of a group, 

they are quickly made aware of group norms. The other 
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group members will then observe the actions and language 

of the new member to determine whether or not the new 

member is adhering to the group 's norms. If the members 

of the group are not complying with the generally 

accepted norms, a number of different approaches may be 

applied to get the member to comply. One such approach 

is the soft approach. This approach entails a dis­

cussion between respected leaders and those persons 

deviating from the norm. If this does not provide 

effective , more rigid corrective ac tion, such as the 

members of the group scolding the individual both 

privately and publicly. The ultimate type of enforce­

ment would be to ostracize the nonconforming member and 

not communicate with him at all. These are just a few 

of the many strategies which may be used to bring non­

conforming members into compliance. Other more severe 

methods may be employed also, such as sabotaging the 

noncomformers performance . It should be pointed out 

that review and enforcement occurs at the mangerial 

levels in a form similar to that in the subordinate 

ranks . (Donnelly, 1981 , p . 269) 

The last of the three social processes that bring 

about compliance with group norms has been identified as 
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personalization of norms. Research has shown that 

behavioral patterns of individuals are significantly 

influenced by their value systems. These values are 

influenced by the events that occur around them , thus 

we can safely assume that values are learned, and can 

be personalized. For example , an individual may enter 

a work group where the norm dictates fair and equal 

treatment for all. This norm may be accepted as morally 

and ethically correct. Prior to becoming a member of 

this group , the ind i vidual may have displayed little 

interest in the fair treatment for all philosophy. 

Because of a latent feeling of fairness, the member 

persona li zes this group-learned norm, it becomes a 

standard of conduct which is correct from the vantage 

point of both the group and society. 

p. 9 6) 

Nature of the Task 

(Litterer, 1973, 

The nature of the task is the final factor that 

influences the group ' s effectiveness. Homogeneous 

groups a re better when the task or goal requires mutual 

cooperation and conflict free behavior , and when the 

task is simple. Heterogeneous groups are more effective 
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when the task is complex. The ideal group is one which 

is effective from the group's point of view and one in 

which the group ' s norms coincide with the norms or 

objectives of the organization. A group of this kind 

comes from a combination of group process, effective 

leadership, and managerial processes . 

542) 

Type of Groups 

(Glueck, 1980, p . 

Earlier, a general distinction was made between 

formal and informal groups . Another more specific and 

descriptive classification system used to describe 

groups is the command, t ask , interest, and friendship 

framework. The groups identified as task and command, 

belong to the formal classifications of groups because 

they are prescribed by the organizational structure. 

The interest group and the friendship group are not 

designed by the organization and belong to the informal 

classification. (Donnelly, 1981 , p. 260) 

The Command Group 

The command group is spe cif ied by the organiza-

tional chart and the subordinates report directly to 

a specified supervisor . As the span of control of a 

manager increases, so does the command group size 
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increase. A task group is composed of a number of 

employees working together to complete a project or job . 

Even though the activities of each member of the group 

is different , if they are working for the achievement of 

the same goal or objective , their combined activities 

will make the group a task group . 

Interest/Friendship Group 

An interest group is one in which the members have 

come together for a common cause that usually has little 

to do with achieving the organization ' s objectives, but 

to achieve an objective that is solely for their own 

benefit . These members may or may not be from the same 

command or task group . This group will usually disband 

after the desired objective has been achieved . This 

type of group does not last as long as the other 

aforementioned groups. The friendship group arises 

because of some common characteristic such as age , 

ethnic background , political affiliation or sentiment, 

interest in sports, or just a desire to spend their 

break times together. These groups often extend their 

interaction and communications to off the job activities. 

(Sayles, 1957, pp . 131-145) 

Just as groups can form to achieve the 

organization ' s objectives, they can also resist or 
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sabbotage them, especially if the leaders fail to 

interpret these objectives effectively to the group. 

Groups that resist organizational objectives do not 

always develop randomly. Sometimes management can cause 

a resistance group to form. For example , management may 

attempt to raise the standards of output, and thereby 

cause the fear that jobs will be eliminated . A group 

may then try to protect less competent employees who 

cannot meet the new standards through a program of 

unified resistance. Some research indicates that group 

problems do not develop as often in some groups as in 

others. Glueck cites the work of Leonard Sayles as an 

aid to explaining the concept regarding problems within 

groups. According to Glueck, Sayles describes how 

groups differ from each othe r but stresses that there is 

regularity in group behavior . 

Sayles classifies groups into four types: 

apathetic 

e rratic 

s t rategic 

conservative. 

Apathetic groups are those whose members are 

r e lative ly low-paid and low-skilled workers who a r e 
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interdependent . He found that the leaders of these 

groups were very difficult to identify . Erratic groups 

are those that are made up of semiskilled workers who 

worked together in smaller groups doing jobs that 

required interaction . They all did the same job and 

were homogeneous . The leaders of these groups tend to 

be strong individuals who were autocratic . Strategic 

groups are tho se groups whose members are skilled 

employees , and whose jobs were the better or key jobs 

in the organization . The leaders of these groups were 

those employees that did their jobs well and repre ­

sented the employees quietly . The conservative groups 

consisted of the most highly skilled workers . They 

worked on their own . They chose leaders from among the 

most competent workers , who led quietly and stayed in 

the background. (Glueck, 1980 , p . 543) 

Sayles rated the groups on a series of dimensions 

that are important to managers ranging from how active 

they were in unions and the number of grievances they 

filed , to how contented or frustrated they were at work. 

He found that the group that caused mana gement the most 

trouble were the erratic groups . His research disclosed 
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that these groups were unpr edic tab l e ; an ac t i o n by ma n ­

agement may lead t o nothing one time, but may provoke 

a strike the next time . Say l es concluded from hi s 

research with the apatheti c group tha t the worker s i n 

this group were c o nt i nu a l ly frustrated , but they made no 

outward signs . Sayles found also , t hat the strategic 

group was q u ite unique in its dealings with management . 

They make demands on management , but they also let 

ma nagement know where they stand with the group . The 

conservatives , he found , are the elder statesmen and 

usua l ly go about their business without any trouble . 

Generally , management spends most of its time deali ng 

with strategic groups a nd trying to keep erratic g roups 

in line . (Glueck , 198 0, pp . 543-544 ) 

Committees 

Committees are ano ther kind of group that mana ge ­

ment is likely to dea l with . It can be said that 

committees belong to two differe nt classif i c at i ons a t 

the same t ime . They are classed as spcial g roup s be­

caus e they are called together for one spec i f ic pur­

pose , and they are classified as task group s because 

management calls them together , a nd d i cta t e s t he prob­

lem the y are to solve . They work f or ma na gement , and 

solve problems that usually benefit the organi z ation . 
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The use of committees is very common in 

organizations. These are actually task groups that are 

established for such purposes as: 

1. Exchanging views and information 

2. Recommending action 

3. Generating ideas 

4. Making decisions 

Committees can achieve each of these purposes. 

However, a group of individuals may have difficulty in 

making decisions. Thus, the fourth purpose, making 

decisions, is hard to achieve in a committee. 

Behavioral scientists recommend that a committee be kept 

relatively small, since size affects the quality of a 

group's decision. Increasing a committee's size tends 

to limit the extent to which members want to com­

municate. As size increases, a growing number of 

members seem to feel threatened and less will partic­

ipate actively. This perceived threat can lead to 

increased stress and conflict. In most committees a 

chairperson is expected to provide proper direction. 

Ordinarily successful committees have chairpersons who 

understand group processes. The group's objectives 

and purposes are clear, the members are encouraged to 

participate , he or she knows how to keep the committee 
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moving towards the objectives without becoming con­

strained by endless debates , conflict, and personality 

clashes. (Donnelly, 1981, p . 262) 

Just as there are different types of groups, there 

are different types of committees. There are three 

basic types of committees that are given recognition : 

1. board or commission 

2. standing committees 

3. adhoc committees 

A board or commission is a group of people 

appointed or elected to help manage an organization. 

Standing committees are those that are usually found at 

the lower levels of organization, and is defined as a 

group of individuals appointed for a rather lengthy time 

to serve a specific purpose. Safety committees in a 

business and promotions and tenure committees are 

examp les of standing committees. A committee appointed 

for a specific or short-term purpose to make a par­

ticular decision or recommendation, is called an ad 

hoc committee . A committee created to review whether a 

merger offer for the corporation should be accepted, 

rejected, or counter-offered is an adhoc committee. An 

adhoc committee is also known as a task forc e . (Glueck, 

1980 , p . 548) 

------------------- --- - -
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The definition of a committee is a group of two or 

more individuals created to serve a specific purpose , or 

make a recommendation . (Glueck , 1980 , p . 548 ) There 

are specific reasons for using committees , among them 

are the following: 

1. Since committees are composed of more people 

that actually participate , there is likely to 

be a greater acceptance by participants and 

their work units . 

2 . With committees composed of representatives 

of units that might be affected by the out­

come of a committee ' s efforts , potential 

coordination problems can be worked out be­

fore decisions are made . 

3 . Committees usually defuse power , thus not 

giving one person all the authority . 

4 . If the committee members are chosen properly 

more experience and different backgrounds can 

be brought to bear on the issue or problem it 

is supposed to resolve. 

5 . Committees can serve as fast and ful l y accu­

rate communication and information processing 

mediums . 
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6. Committees can serve to provide new managers 

with additional experience and training . 

7. Committees can be used to avoid putting the 

blame for hard or unpleasant decisions on one 

person . (Glueck , 1980 , pp 549 - 550) 

Even though committees are widely used , there is 

still a dislike for them . Committees are just like 

other groups , they can be effective or ineffective . It 

is the manager ' s responsibility to make them effective . 

Therefore , it is important that management understand , 

know how to make or call a committee together , and then 

know how to make them work . The following are a few 

things about committees that are considered as dislikes 

or disadvantages: 

1 . They are considered as very costly to the or­

ganization . This is not always true , unless a 

committee is used to do the work a single per ­

son can do . 

2 . Committees are said to be time consuming . 

Those committees that are poorly structured 

will be a waste of time . 

3. At t i me s , and when used improperly , committe es 

can be poor decision makers . 
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4. Committees are said to be indecisive at times. 

5 . Committees can lead to serious differences and 

conflict among members. (Glueck , 1980 , p . 550) 

All of the aforementioned disadvantages can be 

overcome by the abilities of management , or the 

chairperson . Committees are called together by 

management , so if problems arise , then , at the base of 

the problem is management . 

Just as there are some good reasons for using 

committees , there are some equally good procedures that 

can be followed before , during , and after committee 

meetings to aid in making them more effective , and 

increasing their productivity . From the very beginning 

care should be taken when the individuals are being 

selected to serve on a committee . The chairperson 

should be chosen carefully , with emphasis placed on that 

person ' s abilities and personality and how the chosen 

individuals will suit the leadership role and relate to 

the committee ' s duties and responsibilities. The date 

when the work of the committee should be completed 

should be set early and the chairperson should be re­

minded shortly before the date arrives . (Glueck , 1980 , 

pp 550-551) 
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Glueck has outlined a set of guidelines for making 

committees more effective . He arranges these into what 

the chairperson should do prior to the meeting , during 

the meeting , and after the meeting . The same is done 

for the members of the committee . The discussion to 

follow summarizes Glueck's gu idelines : 

What The Chairperson Should Do Prior To The Meeting : 

1. limit the size of the committee 

2 . choose members who are informed and can act in 

a conscientious and reasonable manner 

3 . get a clear definition of the committee ' s 

responsibilities and authority 

4 . disseminate this definition along with the 

agenda and supporting documents to members so 

they can prepare for the meeting 

5. contact the committee members to remind them of 

the time and place of the meeting , and provide 

answers to any questions the members might have 

before the meeting 

6 . choose a secretary to take notes and distribute 

them to members after each meeting 

7. make sure each meeting starts on time (Glueck, 

1980 , p . 550) 
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During The Meeting The Chairperson Should: 

1. encourage participation by all committee mem­

bers and generally set the tone 

2. avoid dominating the meeting 

3. avoid getting into competition with other 

committee members for equal time 

4. from time to time , summarize the discussion 

that has already taken place 

5 . keep the discussion on the right subject 

6. be alert and interested 

7. end the meeting on time 

After The Meeting The Chairperson Should: 

1. make sure the secretary distributed the notes 

promptly 

2 . make the same preparations for any follow-up 

just as for the first meeting 

3. schedule meetings so that the committee ' s work 

conforms to the prescribed time table 

4. after the final meeting, personally thank the 

members in writing (Glueck, 1980, p. 550) 

Glueck has also set forth guidelines for those in­

dividuals selected to be a part of a committee. To be 

effective, both the chairperson and the members of the 
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committee should do certain things to prepare for par­

ticipation. Accord ing to Glueck , those persons selected 

for a committee should do the f o llowing things before 

the first meeting: 

1 . read the materials and develop preliminary 

ideas 

2. consult with those you are representing on the 

committee a nd solicit their ideas 

3 . be on time for the meeting 

During The Meeting , The Committee Members Should : 

1 . be active and participate and make sure all 

ideas are stated clearly 

2 . be encouraging t o the other members , be 

rational and avoid being domineering 

After The Meeting The Committee Members Should : 

1 . rec onsider their initial position and review 

the notes from the meeting 

2 . consu l t with those you represented for re ­

sponses and suggestions (Glueck , 1980 , p . 540 ) 

According to Glueck , if the above guidelines are 

followed , the committee will be more effective a nd each 

of the committee members will be left with a feeling of 

some sort of satisfaction. No matter what guidelines or 
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methods are employed, there is the possibility of 

conflict. 

Conflict and Conflict Management 

Conflict among members of a group can arise in a 

variety of ways. In the mutual acceptance and decision­

making stages of group development, there is likely to 

be disagreement over member roles, schedules, stand­

ards, and plans. These disagreements can cause the 

group to be ineffective and fragmented. There can also 

be a deve lopment of coalitions and power centers within 

the group that will cause the group to be ineffective, 

and create anxiety for the members. Conflict is one 

aspect of the group process that management must be on 

the alert for, especially when dealing with certain 

kinds of groups. When there are two or more individuals 

working together, and there must be to have a group, 

interpersonal conflict is always present. Differences 

in opinion, attitudes, values, and beliefs create 

tension. There is a tendency for individuals to align 

themselves with o t her persons that share the same be-

liefs, values , and opinion s. Individuals who are in a 

state of conflict with other members are likely to 

become dissatisfied with the interpersonal features of 

the group. Those members that are experiencing conflict 
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are likely to withdraw from actively participating in 

the group activities . If the performance of the group 

is affected by conflict , it becomes management ' s 

responsibility to determine the cause of the prob l ems 

and/or the underlying reasons . Before management can 

undertake any steps to solve conflict, its definition, 

causes , and the kinds of conflict . 

Conflict is one of the major problems that can 

develop within or between groups . "Conflict is said to 

exist between two or more individuals when they disagree 

on a significant issue, or issues , and clash over the 

issues ." (Glueck , 1980 , p. 545 ) There are two key 

words: "significant" and "clash" , that are important. 

If the disagreement is over something minor , there will 

be no conflict to develop . If there is a disagreement 

over a major issue and there is no clash, still the 

situation is not termed conflict. For a disagreement to 

be called conflict , there must be a significant or major 

issue involved and there must be a clash . There is no 

simple explanation for this assumption , other than minor 

issues will trigger the psychological and social re­

sponses to cause conflict. In his study , (according to 

Glueck) Pondy discovered that conflict is not a series 
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of isolated incidents, but a set of incidents , thus it 

is considered as part of a process. When dealing with 

conflict , the present situation (conflict) is partly in­

fluenced by preceeding situations. The present situa­

tion comes about because of conditions in the environ­

ment and other forces leading to latent conflict , or 

conflict that is less obvious . These conditions are 

perceived differently by people, and then the actual in­

cident occurs. After the conflict becomes manifest , the 

aftermath includes hurt feelings on the part of the 

loser , and good feelings on the part of the winner. 

Before management can begin to deal with conflict , there 

must be an investigation into the causes of conflict. 

(Glueck, 1980, p. 545) 

The discussion so far has been in regard to 

conflict among the members of a group. The technical 

term for this is intra-group conflict . Another form of 

conflict is inter-group conflict. This is a major 

disagreement between two or more groups or departments. 

It is the management's desire that groups work together, 

and work towards the accomplishment of organizational 

and individual goals. However , conflicts can and do 

arise between groups . When organizations are structured 

in such a manner that what is done by department A flows 
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to department Band department B ' s output flows to 

department C -- that is the departments are interde-

pendent it is crucial that there is cooperation 

between the departments . Then cooperation should be one 

of the main concerns of management. The relationship 

between these departments can become disruptive and so 

antagonistic that the entire flow of work is slowed off, 

stopped completely . Even though management wants 

cooperation , there are times when cooperation is not 

desirable . Two groups or departments may cooperate 

because they both oppose something that management is 

trying to do . If the groups perceive that management's 

actions are going to be detrimental , these groups may 

cooperate to sabotage management ' s plans . Cooperation 

is what would exist if there is no conflict . The brief 

discussion of cooperation interjected here is used only 

to stress the importance of management ' s concern and 

knowledge of intergroup conflict . 

275) 

(Donnelly, 1981 , p . 

There are many reasons why conflict develops be­

tween groups . Some of the more important reasons re­

lated to intergroup conflict are : differences in group 

objectives, differences between individuals , limited 

resources , differences in interests and goals , problems 
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with communication, lack of clarity . 

Group Objectives 

When two or more groups have different or opposing 

objectives , conflict is usually the result . For 

example, management may have one objective , while the 

union or a group of employees may have another objective 

that is not compatible with management ' s objective . 

Also , when there is a strugg l e for power between the 

leaders of two groups , there is usually conflict . Here , 

reference is to management and the union . (Glueck , 

1980 , p . 5 45 ) 

Group Indiv idua ls 

There are times when there is a differenc e between 

individuals . Personal dislikes act as a filter to 

information , causing conflicts that are really per­

s onality conflicts, though on the s u rface they may 

appear to be the result of differences in perception . 

Conflict can also result when individuals have d if fer ­

ent perceptions and attitudes towards the s a me p r o b l em . 

(Glueck , 1980 , p . 546) 

Resources 

Usually when groups have an abundance of money , 

materials , and time , they are effective . However , when 

groups are competing for limited resources , there is a 

-------------------·-- - - -
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good chance that conflict will re s ult. The competition 

for limited equipment money , or money for merit 

increases can become heated . Thus , when resources are 

limited , people become competitive , and the result can 

be conflict . (Donnelly, 1981, p . 276 ) 

Interests and Goals 

Differences in interest and goals can be a cause 

for conflict . This is best explained through an 

exa mple . One group of workers may be dissatisfied with 

the way promotions are given and may request that 

management formulate plans to change and improve the 

system . At the same time , another group of workers may 

request that management do something about the pens i on 

plan . 

Management recognizes the two different goals , but 

has the belief that the pension issue has the greatest 

importance and addresses it . The groups may want 

management to solve both problems , but this is not 

currently possible . Thus , one group becomes hostil e 

because manageme nt appears to be ignoring thei r request . 

(Donnelly , 1981 , p . 276) 

Communication 

Conflict can also arise out of communication 

probl e ms . Groups often become involved with their own 
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areas of responsibility, with each developing their own 

vocabulary. Paying attention to one area of responsi­

bility is an important and worthy endeavor, but it can 

cause problems in communication. The receiver of in­

formation must be considered when a group communicates 

an idea, proposal or decision. This is often not the 

case, and in consequence there are misinformed receivers 

who become irritated and then hostile . (Donnelly, 1981, 

p. 276) 

Job Clarity 

Job clarity involves knowing what others expect in 

terms of accomplishing a task . In some instances it is 

difficult to tell who has the responsibility for a 

particular task. Researchers have found that this 

difficulty e x ists in most organizations . For example, 

is an increased interest in a product line due to, or 

because of advertising, marketing, or research and 

deve lopment. Or who is responsible for losing a 

talented manage me nt traine r, the human resources de­

partment or the training de partment? This inability 

to pinpoint positive and ne gative contributions causes 

group s to compete for control over those activities that 

are r e cognized. The causes of conflict just cite d are 

some of the more common ones. Each of them exists and 
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needs to be managed . The management of intergroup 

conflict involves determining strategies and minimize 

these problems. (Donnelly , 1981, p . 276) 

Although a conflict is viewed in a negative light, 

it can be of some value to the enterprise . It provides 

the opportunity for new leaders to arise and for the 

organization to examine and possibly alter its objec­

tives to respond to changing environments. President 

Franklin Roosevelt felt that conflict was necessary for 

effective policy making by appointing advisers who 

advisers who would clash and then assuming the role of 

arbitrator in their disagreements. Roosevelt believed 

by doing so he was able to weed the bias out of the 

opinions they offered . (Glueck, 1980, p. 547 ) 

William Evan a contingency theorist , claims that 

conflict is to be avoided in crises organizations such 

as armies and in stable organizations, but desirable in 

volatile companies such as Research and Development 

organizations (Evan, 1965 , p . 32) On the other hand , 

Claggett Smith found that conflict is not desirable in 

most businesses that are effective , but useful in 

effective unions and voluntary organizations . (Smi th , 

1966, p . 527) Unfortunately, there is not a lot of 

literature about this subject , but what is available 
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tends to support Evan's assumption. To summarize Evan ' s 

position, conflict is sometimes good and sometimes bad, 

and management should design a control and conflict 

resolution system to fit the amount of conflict that is 

desirable in their organization. (Glueck, 1980, p. 547) 

What is done about conflict is often determined by 

the attitudes of management and employees regarding 

conflict. Managerial attitudes toward conflict are 

closely related to leadership styles. In the tradi­

tional school of thought, management believes that 

conflict refers to a failure of managerial planning 

and control and therefore it should be suppressed and 

severely dealt with . Those from the participative 

school of thought contend that conflict is normal, 

sometimes desirable, and can be managed so that an 

equilibrium state is attained. Still consultative 

leaders take the position that conflict arises, and 

that it is more likely in some departments than in 

others, and that it should be both minimized and man-

aged. (Glueck, 1980, p . 548 ) 

Glueck contends " there are three functional 

approaches to managing conflict: 

----------------- - - - - --- -
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1 . Discuss the conflict fully with the par t ies in­
vo l ved a nd work it out . 

2. Solve c onflict by ma jority r u le , compromise , o r 
hierarchial appeal . 

3. Suppress conflict by use of authority with s ub ­
o r dinates ; by c ompe t itive with peers ; by per­
suasive with superiors ." (Glueck , 1980 , 
p . 548 ) 

Traditional managers re l y on dominance or powe r to 

settl e a conflict; the coalition or person with the most 

power imposes the solution. Sometimes the solution is 

just a matter of suppressing the conflict . The l eaders 

considered as participative , try to work it out through 

bargaining , problem solving , persuasion and confronta­

tion . While the consultative leaders try in- between 

mechanisms ; discussion followed by a vote ; compromise; 

or political mechanisms , changing the structure , or if 

necessary , submitting the dispute to an impartial arbi-

trator . (Glueck , 1980, p . 548) 

To summarize , research evidence on conflict man­

agement shows that conflict has many causes , that it 

does not always reduce productivity , and that there are 

many ways of reducing conflict . It can be conc l uded 

that the right method for dealing with conf l ict depends 

on the nature of the enterprise and the manager . 



CHAPTER THREE 

Work groups are an important part of every or­

ganization . Both the formal group and the informal 

group share importance equally . However , the focal 

point of this section is devoted to the informal work 

group of the c l ique , so to speak . Some management 

theorists feel that these groups should be broken up and 

their formation discouraged . Other management theorist 

feel just the opposite . They view the informal clique 

or work group as somewhat beneficial, and their forma ­

ation should be encouraged . I am in agreement with the 

latter group . My hypothesis is that if these groups are 

effectively managed and c ontrolled, they can be used to 

the benefit of management and u l timately the total or­

ganization . Research and experience has given concrete 

evidence that these groups wield a strong influence on 

both the employment and the organization . The point 

I'm making is simply that the informal work group o r 

clique can be used as an aid to management , rather than 

being a cause for concern. The intent of this section 

is also to take what is provided through literature and 

apply it to an office setting and situations , since most 

of the literature refers to controlled studies of those 

83 
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employees in a factory setting . The hypothesis stated 

above will be proven through the literature that is 

available , personal observation, and some long term 

personal experience . 

The main emphasis wi l l be on h ow the first-line 

manager will use the informal work group , rather than 

the higher levels of management . Even though the same 

principle can be applied to the higher leve l s of 

management , it is the first-line managers that work 

directly with those employees that actually do the 

organization ' s work . The higher one goes in management , 

the more the l ikelihood that the chances for interacting 

with subordinates decreases . Even though cliques are 

found at all levels , the higher levels of management 

tend to show a decrease in the number of employees in 

management at that level . The size of the informal 

group plays a part in the interworkings of the group , 

and the amount of control and power the leaders of the 

group hold . 

The expected results of the research are that the 

reader will have a better understanding of how 

management can use the clique or cliques as an aid to 
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attaining the goals and objectives of the organization . 

Also it is expected that from this brief study that new 

insights will be gained of the functions of the informal 

group in a business setting , rather than a factory ­

assembly-line setting . 

In accomplishing any goal of explaining how man­

agement can use the informal work group to its bene ­

fit , literature will have to be the basis . Due to the 

time involved in undertaking a study of this natur e, 

it would be almost impossible to accomplish this other­

wise. Along with what the literature has to offer will 

be the result of some personal observations . These ob­

servations were conducted in organizations in both the 

public and private secto rs . Both organizations deal 

with the public . The point here is to illustrate that 

the type of organization has no effect on the workings 

of the informal group . 

If this study is to be effective and the hypothesis 

examined , there must be a thorough understanding o f what 

an informal group is . The informal group or c l ique , is 

that group of employees that come togethe r for social 

needs. (Donnelly , 1981 , p . 254 ) Even though their 

objectives are different from those o f the f o rmal work 
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group, when managed effectively these groups can be used 

to help the organization towards achieving its goals and 

objectives. The definition is misleading because it 

appears that this group and its activities have nothing 

to do with the workings of the organization. That is 

precisely the case. They have nothing to do with the 

work of the organization, but they can have a definite 

impact on the organization. They can be an asset, if 

management is able to identify the group and the group 

leaders. 

The key to using cliques effectively lies in how 

well the manager can identify and get along with the 

members of the clique, especially the leader. The 

leaders of cliques are usually those employees that are 

looked up to by the other members of the group. While 

they are usually the ones with more seniority, that 

is not always the case. The leaders usually have out­

going personalities and good-to-excellent job perform­

ance. The first thing a manager should do is observe 

the employees enough to identify the leaders, then 

cultivate a professional working relationship with 

that person. There are some things that the group 

leaders can do for the supervisor/manager that can make 
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their job easier. One such thing is the training of a 

new employee . Most organizations have departments whose 

chief responsibility is to train new employees. After 

this initial training, the employee is sent to the 

department where their immediate supervisor has the 

responsibility of continued training. More than 

likely, the formal training a new employee receives 

is not enough. The little tricks all employees develop 

for getting the job done cannot usually be taught by the 

first line supervisor. This is one area where informal 

work groups can aid the first line supervisor. Before 

this can happen, the manager /supervisor must have 

knowledge of who the leaders of the work groups are. 

there must also be a working of relationship established 

between the leaders of the cliques and management. If 

this has been established , the manager can be reasonably 

assured that physically placing the new employee in that 

particular work group, will yield the desired result, 

namely continued training of the new employee . The job 

is not done at this point . What the manager has done is 

to place the employee in a formal work group. A formal 

work group is one that is a "set of two or more people 

who see themselves as a group, are interdependent with 
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one another for a purpose, and communicate and interact 

with one another on a more or less continuing basis." 

(Glueck, 1980, p. 534) Even though the manager has 

placed the new employee in the formal clique, the 

employee may not be a part of the informal clique. It 

is the informal clique that will teach the new employee 

the tricks of the trade. It is important that the 

manager understand just how the new employee, or any 

employee, becomes a member of the informal clique. 

There are ways the manager can facilitate the employee's 

integration into a work group. 

The Group Integration Process 

Three Part Process. If a "new" employee, new to 

the organization, or new to the work group, is to be 

effectively integrated into a work group, a supervisor 

must be concerned with all the forces which can prevent 

the new employee from becoming a contributing group mem­

ber. Once a person has been hired by an organization, a 

complex process is set in motion . This process, labeled 

the Group Integration Process, has three parts : the 

supervisor, the employee , and the group. The primary 

dimension is the newly hired individual. A new job 

requires the organization of new skills, a different way 



89 

of thinking, the meeting of, and the adjustment to new 

people, and the understanding of a new work setting. 

Likewise, the group, considered the second dimension, 

is being asked to adapt to and integrate the new em­

ployee so that it can successfully accomplish the 

tasks assigned to it. The unit supervisor, the third 

dimension, is responsible for managing the employee's 

entrance into the life of the work group and must be 

assured that the group effectively integrates the new 

employee. (Summers, 1977, p. 394) 

To illustrate this point, a situation will be 

related. The situation occurred in the Missouri 

Division of Family Services, a state social service 

agency. The physical arrangement in this office dic­

tates that all employees in the same supervisory unit 

sit together. In this one occurrence, this did not 

happen. The new employee was located away from the 

formal work group physically, necessitating his/her 

acceptance by a group of employees that were not 

controlled by the same supervisor. This new employee 

was not accepted by the members of the informal group 

that she was forced to sit with. The supervisor 

recognized there was a problem and did all she could to 
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rectify it. Still the employee was not accepted. The 

new employee encountered all kinds of difficulty and 

subsequently quit . From the onset, the new employee 

was less thoroughly indoctrinated into the group than 

the other employees that had entered the group, and she 

appeared to be isolated from the emotional support of 

the formal group, support that had been important to 

new employees in the past. 

The three-dimensional approach as applied to the 

aforementioned situation suggests that the supervisor 

serves as a link to the resource that the new worker 

represents, and the unlocking of that employee's poten­

tial with the group, indicative that the group has ther 

power to encourage or stifle performance. The super­

visor's role is to integrate both organizational and 

human variables into an effective and efficient system. 

The variables must be balanced and blended on a 

continuing basis as they change and conflict. In 

analyzing a problem of the nature that our supervisor 

faced, each of the three dimensions and their inter­

relationships must be taken into accoun t and treated 

care fully. (Summers, 1977, p . 395) 
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The group inte gration process can offer specific 

help to understanding the process by which individuals 

become a part of a work group . The process that a 

person goes through , from the employment interview to 

the point at which they become a full-fledged member of 

a work group, has six distinguishable phases or stages 

that can be abstracted and applied . The six phases -

invitation , induction, orientation , training , rela­

tionship , and integration require a functional accep­

tance by the employee of each stage before the next 

stage can be successfully undertaken. If the first 

stage , or any other stage for that matter , is not 

solidly constructed, then the subsequent phase or phases 

will be weakened . Keep in mind that the employee does 

not know he or she is going through a phase . The group 

integration process is an aid that the supervisor can 

use to facilitate the employee's acceptance into a work 

group . (Summers , 1977 , p . 395 ) 

Invitation. The group integration process 

starts with an invitation by a company to a job appli­

cant to become one of their employees . The process 

begins here because this is the stage where the 

organization gets its first chance to talk to the 
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applicant. Here the interviewer can explain all of the 

necessary qualifications that the new hire must possess 

to be productive and effective. These individuals who 

are handled sensitively, provided a full and accurate 

description of the job , and suitably placed in 

positions that capitalize on their backgrounds and 

potential, are most likely to find a setting in which 

they can work effectively. A change from these 

standards opens the possibility that trouble will 

follow. 

The case of a sales clerk hired at a local chain 

drug store serves as an example of what can happen when 

the invitation stage does not function properly. The 

store had advertised that it needed a new sales clerk. 

The employees already on board were well aware of the 

need as well as what duties were to be performed. When 

the person was hired, the manager hired him/her as a 

cashier only. Those duties were different from the 

duties of sales clerk. The existing e mployees were not 

aware of this change and when the new employee refused 

to do the duties of a clerk, there was animosity towards 

the new hire from the other employees. Because of the 

change in assignment, the new hire began his/her career 
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with this store with negativ e fee l ings , confusion , a 

defensive posture , mistrust and a high degree of 

anxiety . A faulty start of this kind , a weak first 

block so to speak , can serious l y affect the individual ' s 

learning rate and her adjustment to the demands of the 

job . New emp l oyees enter into a relationship with an 

organization with a mixture of tension and optimism . 

Either of these factors can be heightened depending upon 

how the person is treated by the company . Whatever 

turns out to be the predominant perspective will have 

long term implications . Obviously , it is in the best 

inte r est of management and the company to have otpimism 

as the prevailing outlook because such feelings will 

lead to an increased learning rate and a higher level of 

commitment to the group's task . (Summers , 1977 , p . 396) 

Induction . The second stage has been labeled 

induction and involves telling the new employee about 

the desired and official relationship that an employee 

has with the organization . Although the exact f o rmat 

varies from company to company , the goals are similar , 

namely to complete forms, outlining company po l icy , 

benefits explained and a general orientation to the 

company provided . In many organizations that phase is 
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performed by the personnel department and is intended to 

leave a positive impression in the mind of the new hire . 

When this phase is conducted outside the work group , the 

supervisor often continues this phase once the new 

employee arrives on the job , particularly when there is 

an indication that the new employee does not fully 

understand the complexities of the information that has 

been presented . The fact that a new employee usually 

retains only a small part of what is told during the 

first few days is understandable , considering the tre­

mendous anxiety an individua l faces when entering a new 

company . This makes it especially important for the 

supervisor to thoroughly know the content of the induc­

tion program so that he or she can effectively determine 

whether the trainee has grasped the intricasies of this 

stage of the process , and then decide what steps to take 

if the trainee has not . 

Implications arise when the trainee does not 

understand the induction stage . For example , the new 

employee may be confused about benefits , policies , and 

general expectations that the company has of each 

employee . Questions that were not answered prevent 

future phases from maturing. As in the previous phase, 
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if the employee is left with doubts , then the negative 

feelings will adversely affect their personal attitude 

towards the organization . On the other hand, if this 

phase is a success, the trainee gradually begins to 

understand a nd identify with the goals of the organi ­

zation and is eager to contribute to the group ' s 

purpose. (Summers, 1977, p. 396) 

Orientation . The orientation stage builds 

directly onto the induction stage . The supervisor who 

is aware of the importance of the human element of the 

integration process will dig to gain an understanding of 

the new employee's perception of the organization and 

what has been learned to date , correcting false impres­

sions and filling in gaps. The primary purpose of this 

stage is to start building a relationship between the 

new employee and the group. Whereas the induction stage 

concentrated on more general issues , orientation is 

intended to impress the new employee with the import­

ance of accomplishing the goals of the work unit, and 

to help the new employee begin to feel a part of the 

new surroundings . Socialization is an important func­

tion of this phase . Failure to properly and effec­

tively orient a new employee to job responsibilities 
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and new associates can cause alienation and serious 

damage to the trainee ' s view of the o r ganization and 

the unit work . (Summers , 197 7, p. 397 ) 

Training . The fourth stage in the integration 

process is training . Training in a ma nner that is sys­

tematic , encourages efficiency and effectiveness in a 

work group . Thorough and uniform training helps to 

assure that a new employee will understand how to do a 

job and will more quickly become a contributing member 

of a work unit. Conversely, failure to adequately train 

a person fully may result in increased errors , lower 

productivity and strained relationships within and 

outside of the work group . If the new employee is 

placed in a situation where management has fallen short 

of his/her expectations in the integration process , the 

condition under which the employee is working will cause 

the training program to be ineffective . 

p . 397) 

(Summers , 19 7 7 , 

Relationship. The relationship stage refers to 

the type of interaction that takes place between indi­

viduals in the work group . The optimal conditions exist 

when group members operate cohesively , that is are col­

lective ly mo tivated in directions that are in agreement 
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with organizational and group goals. Group cohesiveness 

occurs when members interact, share experiences and 

behave in a cooperative manner . The conclusion is that 

the supervisor should stress the building of inter­

personal relationships. This relationship building 

process begins at the very outset of the employee 's 

entrance into the company . It will pick up speed as the 

new employee has an opportunity to increase their 

interaction with fellow workers and represents the 

qua li ty of the rapport that the group members have as 

they work together. If the relationship stage is 

weakened and the employee is unable to relate to others 

in a group , the indivdual will be prevented from being 

fully integrated into the work unit. (Summers, 1977, p . 

397) 

Integration. The full integration of a new em­

ployee into a work group is the end point of this pro­

cess. Few will argue the point that highly effective 

work groups are important for an organization. There 

are many properties and characteristics that have been 

ascribed to work groups . Likert, in his study of work 

groups , found that some of them are: members and 

leaders have roles that are interchangeable; the members 
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of the group will establish a relaxed working relation­

ship; there is a high degree of trust and confidence 

between all the group members , including the leader ; the 

values and goals of the group are consistent with the 

members values and needs because the group action is 

influenced by the members. Although the list goes on , 

the implication here is that the above conditions will 

not be realized unless the members are fully integrated 

when they feel and are helped to feel a part of the 

whole, and when they are contributing substantially to 

the purpose of the group . This view of integration 

places responsibility on all three dimensions mentioned 

at the beginning of this discussion, the newly hired 

person , the work group members , and the supervisor . 

Undeniably , the group members and the new employee have 

essential responsibilities in the integration process, 

but it is the supervisor that has the greatest oppor ­

tunity to encourage the members to accept and support 

the new person and to structure the entrance of the 

employee so that they can quickly fit into the group ' s 

activities . The supervisor is viewed as the prime in­

tegrator and linker of group dynamics. (Summers , 1977, 

p . 416) 
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The Work Group As A Management Tool 

The integration process is the basis for getting 

the new empl oyee into a work group. This process does 

not mean that the new employee will be accepted. It is 

mere ly a process by which the supervisor can facilitate 

the new employee's acceptance by the work group. After 

the process has been successfully completed, the 

supervisor can make use of the group to then facilitate 

the work process. Training the new employee has been 

mentioned as one aspect in whic h the supervisor can use 

the work group as an aid. Watching and keeping tabs on 

employe es is another are a whe re t h e supe rvisor can use 

the work group as a management tool. 

Watch ing . There times when management cannot 

always keep a watchful eye on employees, however the work 

group can perform this function for the supervisor. This 

is not to imply that the supervisor has spies. What is 

meant here is that so far as adhering to the rules and 

regulations of the organization, the supervisor cannot 

always be in a position to observe the conduct of all 

the employees in their span of control. The members of 

the group can, however , do this function for the 

supervisor. Along with this, the group can teach the 
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new employee the work rules and make sure that the 

employee conforms. I f for any rason , the faulting 

employee does not conform , the members of the group will 

render their own method of discipline. Here again, it 

is important that the supervisor have the support of the 

group leader. How this process works can be seen in an 

incident that occurred at the Missouri Division of 

Family Services. 

Production at this agency is determined by the 

number of case reviews and other case actions that come 

due during a particular calendar month. Production is 

a very important factor here because the Federal 

government requires that case reviews and Food Stamp 

applications and reapplications be completed within 

certain time frames . If these time frames are not met, 

the Federal government has the right to impose financial 

sanctions that will be detrimental to both the Agency 

and the recipients it serves. This particular incident 

involves a caseworker who consistently fell short of the 

case review requirement. This employee was well liked 

by the members of both the formal work group and the 

informal clique. This employee was active in all 

activities of the informal group , both on and off the 
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job . An important point here is the fact that this em­

ployee did not have a personal problem or any other 

problem or physical limitation that c ould have an ad­

verse affect on her productivity . When the monthly re­

ports were published, it was discovered that this em­

ployee ' s production was not what it should be . After the 

supervisor completed an investigation of this employee ' s 

production and training record , it was concluded that 

this employee was simply "goofing off ". The supervisor 

devised methods to help this employee, all to no avail. 

The supervisor then let the members of the informal 

group feel the impact of the nonconforming group member 

by dividing this employee ' s delinquent case actions 

equally among the members of the work group . The 

members accepted the extra work , but in turn gave the 

nonconforming employee a very difficult time . The 

effect was to cause the nonconforming group member t o 

become more responsible . Of course , this was not an 

immediate result. After approximately seven weeks , the 

employee was back on the right track . The supervisor 

in this case could have fired the employee , or taken 

another form of discipline . Because of the work rules 

of this agency, either method would have started a long 
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involved process that would have taken months to 

complete. The supervisor used the work group first. 

Had this method failed, one of the other prescribed 

methods for dealing with a problem of this nature would 

have been utilized. The main point is that the 

supervisor was able to use the work group to keep an 

employee on the job, thereby eliminating the need to 

initiate an adverse personnel action. There are times 

when the members of the group will initiate an action 

to bring an employee in line without the consent or 

knowledge of management. 

Another incident that illustrates the point that 

the work group can be a "watch dog" for management can 

be seen in what occurred in the AT&T office. There was 

a male employee that came to work in attire that was 

objectionable. This employee was well aware of the 

dress code in this office. The members of the informal 

work group, of which this person was a member, talked to 

this employee before management had an opportunity to do 

so. The clique convinced this employee that he should 

not come to work dressed in such a manner. The dress 

code at this office is quite relaxed. However, what this 

young man wore was even more relaxed. The members of 
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the clique f e lt that the manne r in which he was dre s sed 

was too relaxed . The result was this young man went 

h ome and change d into something mor e suitable . The 

members of the informa l clique could have allowed 

management t o talk to the employee . When the person 

that approached the employee was inte rviewed , the 

response indicated that the conversation was not based 

on concern for the employee , but that the concern was 

for the sake of not having management review the dress 

code . 

This is an illustration of the informal work group 

aiding management wi t h management being involved . In 

this instance , the members of the work group enforced 

one of the company ' s policies , thereby releasing 

management of this particular responsibility . If 

management had performed this duty , there could have 

possibly bee n hurt fe e lings on the part o f the employee, 

or the e mployee could have fe lt so intimidate d that h e 

c oul d have f il ed a gri e v a nc e with the union . Th i s 

inc ident brings u s t o another f unction o f management 

that t he i nformal group can pe rform, and that is 

t e ac h ing t he new employee t he rul e s and regulations. 

Te ach i n g . How of ten have we experienced star t -

ing a new j ob and s omewhere d u ring the orienta tion s tage 
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we are handed a book of personnel ru l es and regulations? 

Many times the new hire is given such a book and told to 

read it . Usual l y what we read tends to be most l y forgot­

ten . If the employee is accepted into the work group , 

the members of the group will usually tell the new em­

ployee that they are in violation of some rule before 

management finds out . In the eyes of management , this 

new employee will be viewed as a model employee because 

they (management) have not had to record negative things 

in the emp l oyee ' s performance record. The incident just 

discussed could have just as easily been perpetrated by 

the immediate supervisor . In other words the supervisor 

could have been the cause behind the group members talk­

ing with the nonconforming employee . For those managers 

who are aware of the work group , their job can be made 

easier because they wil l have the ability to manipulate 

their employees to their advantage . In its simp l est 

form , management is just the manipulation of others . 

Socialization . The socialization process is 

just another of the ways the work group can be u sed as 

an aid to management . Here again, it is important to 

stress that management cannot use work groups without a 

we l l-rounded relationship with those designated as lead-
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ers of the clique . When a new employee enters a new em­

ployment setting , they are usually quite lone ly because 

they don ' t know anyone. They would not have had an 

opportunity to find someone to confide in, or someone 

that can show them how to cope with situations 

encountered on the work site . Here again the informal 

clique can prove to be invaluable. The supervisor 

cannot be expected to be available to listen to the woes 

of any emp loyee , especially when the concern is not one 

that is connected with the job . Yet , concerns can be so 

serious in nature that they can affect the employee ' s 

performance on the job . This applie s to any employee 

not just the new employee. From the employee ' s point of 

view , it is not all that desirable for the employee to 

go to the supervisor with every problem or concern . 

This will cause the supervisor to feel that this em­

p loyee is still in the child stages of development , or 

that this e mployee is not mature enough to be left 

alone . The work group can lend the ear these employees 

need . The leader or some group member can offer some 

advice that could possibly give the troubled emp l oyee 

some relief. 

In cases where an emp loyee has moved from another 

city for employment purposes , the group can aid this 
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employee in finding a place of residence. It is not 

expected that this employee will know which part of town 

to settle in , as in the case of a transfer employee in 

Operator Services at the AT&T office . This situation 

involves an employee being transferred from another 

state to this area . The empl oyee did not have any 

relatives here and was total l y alone . To further 

complicate matters , this employee was only given one 

week ' s notice that he was being transferred . Con­

sequently , he was not given the opportunity to come 

here and look for a suitable residence . He arrived in 

town on a Saturday night and out of necessity took up 

residence in a hotel , one that was not too savory , but 

expensive neverthele s s . He was due to report to work 

the very next day , and thus there was no opportunity to 

find a place to live , nor was there adequate trans­

portation . After arriving on the job , and meeting 

his supervisor , he discovered that the supervisor had no 

concern with where he lived . A few days later , he met 

one of the other employees , an older female , who engaged 

him in conversation . The problem he was having soon 

came to light . The other employees of the informal work 

group were informed and shortly thereafter this employee 
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was advised of where to find a suitable apartment. 

The situation above coul d have become such a 

problem that this employee could have missed days from 

work . Scheduling for operators changes weekly, they are 

not always given the same days off . Even though the 

supervisor had nothing to do with what transpired , the 

company experienced a benefit in that this employee was 

facilitated in his stressful adjustment to the new 

environment . Also , through the socialization process , 

this emp loyee was told of benefits offered empl oyees in 

this area that were not offered in his hometown . The 

supervisor , in this case , did not advise this employee 

of the benefits because they were unaware that they 

were not offered at all offices . 

The discussion so far has been centered around 

those managers who have a leadership style of the "Y" 

type, but what of those "X" type managers? Managers of 

the "X'' type of leadership style are characterized by 

being very authoritarian in nature . They view all 

employees as lazy , nonmotivated and not wanting to work. 

They also feel that employees have to be watched at all 

times, a nd never leave the chi l d stages of deve lopment, 

and thereby prefer to be directed , and above all , a r e in 



108 

need of security. (Latham , 19 6 4 , p . 14 6) How does the 

"X" leadership style affect the informal group? Sur ­

prisingly , these leaders have very little effect on the 

informal group . However, the informal group can have an 

effect on the "X" type leader. 

The "X" type manager , by nature has very l ittle use 

for the informal group . Because of their views towards 

the nature of all emp loyees, they would never consider 

using them for any reason , let alone as an aid . The 

member s of the informal clique can cause a manager of 

this type a lot of concern . For examp le, there is a 

supervisor of the "X" type at the Missouri Division of 

Family Services office . Needless to say, she was not 

very well liked . I t seems that this supervisor was 

constantly causing concern for the informal group that 

sat near her office . The group members became tired of 

her actions, and initiated some of their own. The group 

leader launched a series of complaints against this 

supervisor , and when there was no immediate action , 

en l isted the aid of other groups. The result was that 

this supervisor was ca l led into conference with the Unit 

Manager and advised of the consequences of her actions 

if they continued . This supervisor did not change her 

leadership style but became less open with her actions . 
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The Theory ''X" manager is an aspect o f work groups that 

was neglected in the literature . My brief observation 

in this area only disclosed this one incident . The 

style of leadership that a supervisor displays is a 

prime factor in their relationship with the leaders of 

the informal clique . The Theory X manager does not fit 

the norm when using the work group as a tool , as dis­

cussed here . They would never allow this to happen at 

anytime . 

Causing Changes . The discussion of the afore­

mentioned incident brings up another very important 

point . There are times when work groups work against the 

policies or procedures of the organization . This should 

not be misconstrued as an act against the supervisor . At 

times , situations will arise where the manager cannot 

persuade t he informal clique to carryout his / her wishes . 

Usually , these situations are those involving company 

policy or procedure . If the employees feel the policies 

or procedures are unfair there is very little the super­

visor can say that wi ll cause them to accept the direc­

tives . 

When the work group is faced with what they per­

ceive as an unfair or unreasonable policy , procedure 
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or practice, they can handle the situation in such a 

manner that the top levels of management may change 

their policy . It may not seem that management is using 

groups to their benefit but it is still , in a sense , 

using them . To explain, let ' s assume that a policy 

change has been handed down to a lower level manager . 

Let ' s assume also that this manager does not agree with 

the directive , and feels the same as those subordinates 

it affects directly. It would not be desirable to have 

the supervisor go against the wishes of top management . 

So the supervisor manipulat~s the work group in such a 

manner that the work group confronts management. Hence, 

the supervisor has again used the work group as a 

benefit . This is not exactly what the title of this 

paper means . Still , this is included to illustrate 

that in some cases, the outward appearance may reflect 

one thing , but management may be the underlying cause . 

An illustration of this can be seen in an incident that 

occurred at an AT&T office . 

Those AT&T employees that are operators have the 

responsibility of "branding". "Branding" is the 

practice of thanking the customers for using AT&T when 

the operator handles a long-distance call. The opera-
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tors had become lax in their branding responsibility, 

and top management became concerned . Operators view 

branding as a nuisance, and some of them refused to do 

it. Top management advised lower management that since 

branding had fallen to a very low percentage, the whole 

office would be judged as unsatisfactory . All perform­

ance appraisals would reflect an employee as coming 

from, or being employed in an office where the work has 

been deemed unsatisfactory . This would have an adverse 

affect on the lower level manager and their subordi­

nates . The lower level managers passed the information 

on to their employees , even though they felt the prac ­

tice was unfair. Natura l ly , a practice of this nature 

would cause concern among most of the operators , espe­

cially those who were branding faithfully . The super­

visors , even though they did not agree with the new 

policy , did not disagree with the higher levels of man­

agement by voicing their concern . The supervisors left 

the situation to the individual employees . One of the 

supervisors had a private conversation with one of the 

male operators , one that had been previously identified 

as a group leader. After this meeting , the operator 
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went to the manager in charge of the entire office and 

discussed the directive . Later , management conducted 

another investigation , and discuvered that those em­

ployees that were branding less were those employed at 

midnight . Management then rescinded their first direc­

tive and issued essentially the same directive , but 

stated the shift that was staffed with those emp loyee s 

that were branding less, would be the ones that would be 

judged unsatisfactory . In this situation, management 

could have chosen to launch a protest , but didn't . The 

operators affected could have called in the union , but 

didn ' t . An interview with one of the supervisors dis­

closed that during this time AT&T had decided there were 

too many lower level managers and planned to reduce 

staff at that level . It was partly out of fear for 

their jobs that these supervisors did not confront 

higher levels of management , and partly because they 

would appear to be in opposition of top management . 

Decision-Making . Decision-making is another 

function of the work group . Usually it is a committee 

that is emp l oyed as a decision-making group . Techni­

cally , committees are formal work groups , however, 

t he se can be ineffective and time consuming if not 
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picked with care and managed proper l y . Management has 

the responsibility of picking the members of a 

committee . It would stand to reason that management 

would choose those employees that were cooperative . 

This is not always possible , nor desirable . But if 

management selected those employees that had been 

identified as leaders of the informa l groups , there 

would be a greater chance of forming a committee that 

would prove to be more productive . Of course , the 

managers in the various units would be charged with the 

responsibility of choosing committee members . On the 

surface , this does not appear to be using the informal 

group as an aid , but remember , those committee members 

are also members of the various informal cliques in the 

organization . 

Conflict . Conf l ict is a condition that is not 

desirable in any situation . However , when mangement in­

troduces conflict , the resulting behavior can be a bene­

fit and tool for management . It is best that there is a 

thorough understanding of what conflict is . "Conflict 

is said to exist between two or more individuals or work 

groups when they disagree on a significant issue (or is­

sues) and clash over the issue ." (Glueck , 1980 , p . 545) 
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Conflict can be managed and to the manager that utilizes 

the participative style , conflict is something desir­

ab l e . It is possible to induce conf l ict into the 

work group . The expected result will be a benefit to 

the organization . If, for example , management wanted 

to increase production without offering wage incen­

tives , conflict of a beneficial nature could be 

created and controlled by management to ach i eve the 

desired result . When conflict is induced , it does 

not mean that anger has to develop . However , if 

anger does result , management should be able to chan­

nel the energy produced by anger towards increased 

productivity . Just how this is accomplished depends 

largely on the leadership style of the manager and the 

relationship that exists between the manager and the 

members of the work group . 

This discussion of work groups as an aid to man­

agement is not intended to be a "how- to " manual . Be­

cause this discussion is not trying to be exhaustive , 

there are not more examples of how these groups can 

be of a benefit to the organization and used as an 

aid by management. There are many factors that are 

called into play when management endeavors to manipulate 
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these groups to their benefit . It is very necessary 

that management possess a clear understanding of work 

groups and all its aspects and implications . Even with 

a solid knowledge of work groups , there must be a long 

period of observation to determine who the leaders of 

the groups are , how many c l iques are in their unit , and 

how well these groups interact . Before an attempt can 

be made to utilize the work group as an aid , management 

should be thoroughly acquainted with those studies that 

involve the workings of work groups . Even though these 

studies do not advise how work groups can be used , they 

do provide insight into the impact they have on the 

behavior of group members . The studies are numerous. 

The only three which will be included in the discussion 

here are the Hawthorne Studies, Bales Interaction 

Analysis, and Moreno ' s Sociometric Analysis . 

Hawthorne Studies 

The influence of informal groups over employee 

behavior and performance was spelled out in the famous 

Hawthorne Studies. These studies were conducted in a 

factory type setting . The intent of this writer's study 

is to view work groups in a business or office setting . 

The results are basically the same , for the findings can 
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be applied to both settings . In the Hawthorne Studies , 

the setting was partially in a bank wiring room . In that 

portion of the study, a group of workers were observed 

for approximately three months . This group developed 

specific norms for the level of output and other aspects 

of job behavior . The group decided to produce two units 

of work a day and to finish the second unit exactly at 

quitting time . Any group member who tried to speed 

up the work to change the two unit norm was given a 

difficult time. These behaviors existed despite the 

fact that the group had the capability to produce more 

and despite the existence of what management believed 

was a good pay incentive plan. 

The point of the Hawthorne examp l e is not that 

informal groups are disruptive to mangers . Instead it 

illustrates the powerful influence that groups can exert 

over their members . Both formal and informal groups can 

exert powerful influence forces . This influence can be 

economic , social , psychological, or even physical. 

(Donnel l y , 1981 , p . 254) 

Bales Interaction Analysis 

Behavioral scientists believe that managers must 

continually acquire vital knowledge about factors such 
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as characteristics of group structure , the impact of 

groups on the attitude of members , and how the mem­

bership influences such things as group culture and 

attractiveness . The methods utilized by behavioral 

scientists have proved successful in studying group 

behavior in a lab setting . Management development 

seminars , the college classroom , or a boy ' s day camp 

have all been used as settings for investigating group 

behavior . Naturally , these settings are different than 

a company office , a production department work area or 

an emergency room in a hospital , but many perceptive 

insights are provided by laboratory group behavior 

studies . 

Bales developed what is called the interaction 

analysis to obtain work group behavior data by observing 

what is occurring within a group . He studied groups 

attempting to reach a decision . After studying groups 

in the laboratory setting , he concluded that group 

behavior can be classified as task oriented and human 

relations oriented . He proposed that through group 

interaction a number of tasks and human relations 

reactions occur in both positive and negative forms . 
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In his studies, Bales used a problem involving 

the solving of a business case. Bales observed the 

interaction and recorded the group discussion that 

occurred in leaderless groups attempting to analyze 

a clash in human relations. He identified twelve 

categories of interactions which occurred within the 

groups as they attempted to resolve the case. After 

the group case-solving sessions members completed a 

questionna ire concerning their reations, their 

satisfaction, their opinions about their discussion 

group . From the answers recorded on the questionnaire 

and from observation, Bales developed an interaction 

profil e of satisfied and dissatisfied case-solving 

groups using his twelve category descriptive system. 

Bales developed another procedure for understand­

ing work group behavior and interaction. He named this 

procedure the who-to-whom matrix. The procedure in­

volved tabulating the number of discussions between 

individuals and who initiated the discussion and who 

addressed the group as a whol e . 

It was found that the patterns of discussion varied 

under different circumstances. Bales concluded that 

groups with no designated leader usually tend to have 
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more equal participation than groups with designated 

leaders and that the size of the group is an important 

factor affecting within the group patterns of discus­

sion . When groups have more than five members , the 

leader tends to speak to the group as a whole rather 

than to specific members , while t he other members tend 

to speak more to specific individuals than to the group 

as a whole . As the number of members in the group 

increases , a larger and larger proportion of the 

activity tends to be addressed to the leader and a 

smaller and smaller proportion to the other members . It 

appears that the communication pattern tends to become 

centralized or centered around the leader. 

Bales did not confine his studies to tracing 

communication patterns , he also studied the roles of 

group members . More specifically , he studied the roles 

of best idea per son , best guidance person , best liked 

person , and the person considered the scapegoat . From 

his studies , Bal es concluded that the persons with best 

ideas and those that gave the most guidance , could 

easily be classified as the task specialists in the 

group , while the person liked t he best was viewed as 

t he group ' s human r e lations specialist . 
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The results of using these two classifications made 

it possible for Bales to formulate an analysis of what 

can happen if the human relations specialist attempts to 

take over the group from the task specialist. This type 

of internal conflict can disrupt the activities and 

performance of the group . It has been concluded from 

this part of the Bales Analysis that groups work more 

effectively when two members fill the two separate 

leader roles. 

Bales interaction analysis provides a valuable 

technique for analyzing small groups functioning in a 

lab setting. The research and findings provide managers 

with insights about patterns of communication, roles, 

and the status system found within groups. The vital 

question regarding what makes a group tick , what is the 

pattern of group communication, and who the task leader 

is, and who fills the capacity of human relations 

leader, can be dealt with more effectively if the re­

sults of research, similar to those of Bales , are made 

available to mangers . (Bales, 1951, pp. 485-495) 

Moreno ' s Sociometric Analysis 

J. L . Moreno, another management researcher, 

for mulated what has been termed, a Sociometric analysis . 
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This is a method of studying work group behavior and 

structural characteristics involving the use of self 

reports from the members of the group . Thes e reports 

show the preference and repulsion patterns of group 

members . Based on the written choices of members , this 

method provides insights about the leaders and status 

hierarchy of the group and about communication patterns 

of those interested in such matters . To grasp an un­

derstanding of the complex communication patterns and 

interactions of groups, Moreno asked group members whom 

they liked and disliked within the group, enabling him 

to gain knowledge about group relations . From the data 

col l ected , Moreno was able to construct a sociogram. 

A sociogram is a diagram that illustrates the 

interpersonal relationships existing within a group . 

This diagram is used to determine the extent to which 

one person likes to work with another . The same type of 

procedure can be used to illustrate rejections . The 

sociometric procedure recommended by Moreno has value 

for managers . If managers can identify the leade rs of a 

group , they may be able to work with the l eaders in 

br inging about change . Of course , many factors such as 

the type of change being introduced , the group ' s past 
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relations with management , and the influence of the 

leader within the group would be critical to the success 

of dealing with work group leaders . (Moreno , 1947 , pp . 

287-292) 

The membership patterns of interest and friendship 

groups are not tightly controlled by the organization . 

However , managerial actions such as laying out a work 

area , allowing members to take coffee breaks at a speci­

fied time , and demanding a certain level of productivity 

influence the interaction and communication patterns of 

employees causing individuals to affiliate with each 

other so that interest and friendship groups emerge . 

(Donnelly , 1981 , p . 262) 

Satisfaction and Decision Making in Groups 

Two potential end results or consequences of group 

membership are the satisfaction of members and the 

reaching of effective group decisions . In recent years, 

behaviorists and manager s have increased their efforts 

to understand the causes of member satisfaction and 

decision-making within groups . 

Hesling and Dunphy report that a member ' s per­

ception of freedo m to participate influences need 

satisfaction . Thos e persons , that viewed themselves as 
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active participators reported themselves more satisfied , 

whi le those individuals who perceived their freedom to 

participate to be insignificant typically were the least 

satisfied members in a work group . (Heslin , 1964, p . 

110) 

"The freedom-to-participate factor is r e lated to 

the whole spectrum of economic and sociopsychological 

needs . For exampl e , the perceived ability to par­

ticipate · may l ead individuals to believe that they 

are valued members of the group . This assumption can 

l ead to the satisfaction of social esteem , and self -

actua lization needs ." (Donnelly , 1981, p . 278) 

A number of studies illustrate that a group mem­

ber's perception of progress toward the attainment of 

desired goals is an i mportant factor in member satis­

faction . Work groups that go toward the attainment 

of goals , show higher levels of member satisfaction , 

while those members of groups that are not adequately 

progressing toward the attainment of the groups goals, 

showed a lower satisfaction l eve l. 

Status consensus is a concept defined as an 

agreement about the relative status of al l group 

members . Severa l studies reviewed by Heslin indicate 
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that when the degree of status consensus is high, member 

satisfaction tends to be high; where status consensus 

within the group is low , member satisfaction tends to be 

low. Heslin also concluded that status consensus is 

more readily achieved in groups where: 

1 . The group task specialist is perceived to 
be competent by the members of the group. 

2. A leader is produced that plays a role that 
is considered an important group task. 

3 . A leadership role is produced and is filled 
by an individual who can concentrate on co­
ordinating and maintaining the activit ies of 
the group . 

The study completed by Heslin suggests that per­

ceptions of the membership concerning freedom to par­

ticipate , movement toward goal attainment, and status 

consensus significantly influence the level of need 

satisfaction atta ined by the members of the group. 

Their review also clearly indicates that when a group 

member 's goals and needs are in conflict with the goals 

and needs of the overall group, lower levels of 

membership satisfaction are the result. (Heslin, 1964, 

p. 100) 

The degree of satisfaction among employees in 

health and welfare agencies toward their place of work 

was the focus of a study by Bagley, Hage, and Aiken . 
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These researchers measured the flow of communication 

among staff members in meetings that were formally 

scheduled as wel l as c ontacts that were informal . They 

found that total communicat ion among colleagues was not 

associated with satisfaction , but the direction of the 

flow , was correlated wi th satisfaction . To explain , 

when most of the informal talk was from subordinates to 

supervisor , more unfavorable views of the work p lace 

were revealed . And when most of the informal conver­

sation was directed to subordinates from superiors , 

favorable work place attitudes were the rule . Thus, 

who initiates informal communciation may be an area of 

interest for further research attempting to exp l ain 

group membership satisfaction . (Bagley , 1975 , p. 619) 

A number of research studies have raised the 

question of whether group decision- making is superior , 

inferior , or equal to individual decision-making . There 

are studies wh ich support almost every type of claim . 

Maier , inste ad of deve loping an exact answer to the 

que stion, discusses assets and liabilities of group 

decision-making . 

In a group there is a greater total of knowledge 
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and information . Thus, decisions that require the use 

of knowledge shou ld give groups an advantage over 

individuals . This additional information can be helpful 

in reaching the best decision possible . (Donnelly , 

1980 , p . 280) 

"Many problems require making decisions that depend 

u pon the support of other group members . Insofar as 

group decision-making permits participation and influ­

ence , it follows that more members accept a decision 

when a group solves the problem than when one person 

solves it . A person reaching a decision must persuade 

others in the group who may resist being told what the 

best solution is for the problem . Individuals , by 

working on the problem , believe that they are more 

responsible for the solution . This feeling of shared 

responsibility with others is satisfying to some people . 

Decisions made by an individual , which are to be 

carried out by others, must be communicated to those who 

must execute. Thus , the individual decision-maker must 

communicate effectively before positive action is taken . 

The chances for communication breakdowns are reduced 

when the individuals who must execute the decision have 

participated in making it . They were involved in 

reaching the decision and were aware of how it was 
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reached. Knowing the details of how the decision was 

reached improves the decision executor ' s understanding." 

(Maier, 1967 , p. 242) 

Making a decision in a group puts pressure on each 

membe r . The desire to be an accepted and cooperative 

group member tends to silence i ndividual disagreement 

and favors agreement . If a majority is forceful enough, 

its decis i on wil l usually be accepted regardless of 

whether the quality is adequate . 

"I n some groups, a dominating individual takes 

over . This person , because of a strong personality , 

organizat i onal position , reputation , or status can 

dominate the group . None of thes e traits or charac­

teristics is necessarily related to decision-making 

skill . However , they can inhibit group discussion , 

reduce creativity among other members , and stop 

members from making positive contributions . Taking 

stands may hinder a group in reaching a g ood solution . 

Most problems have more than one solution , and i ndi­

vidual group members may have per sonal preferences. 

Sometimes a member may take a stand on his or her 

preference and will feel that a defeat means loss of 

face . Thus , the member becomes more concerned with 
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winning than with finding the best group decision. " 

(Maier , 1967 , p . 245 ) 

"Availab l e research suggests that better ideas 

emerge when a number of people work on a problem 

separately than in a face-to - face group . These findings 

have been supported using groups of research scientists , 

managers , and students . However , another researcher , 

after studying thirty-six thr ee - person brainstorming 

groups , concluded that persons in groups are not nec ­

essari l y poorer decision makers than those working on 

their own . He suggests that an inhibiting force appear 

to be present when people work face - to - face in a 

group ." (De l berca , 19 71 , p . 205 ) 

"The assets of working in a group have been noted 

abov e . These must be we i ghed against the liabi l ities of 

working in a group . Present knowledge suggests some 

important differences in decision making by individuals 

and groups . Groups appear to make fewer errors , take 

greater risks , and inhibit somewhat the generation of 

ideas from less voca l members. The biggest cost of 

decision- making seems to be the time needed to reach a 

decision ." (Street , 1974 , p. 433) 



CONCLUSION 

The Behaviorial School approach to management is 

replete with discussions , theories and research findings 

concerning work groups. The interest in work groups is 

intense and based upon premises such as groups are 

ubiquitous, groups influence an employee ' s percetion 

and attitudes, groups influence the productivity of 

employees , groups aid individuals in satisfying un­

fulfilled needs , and groups facilitate communications . 

Groups may be formal or informal . They may be 

permanent or temporary . Formal groups are created to 

a ccomplish specific tasks. Informal groups are formed 

by their members and can either help or hinder the 

chievement of the needs of the organization. Informal 

groups are important in fulfilling the recognition , 

social and other needs of the group members . 

At least three functions of work groups are 

instrumental in an organization's success: the 

socia lization of the new employee , getting the work of 

the organization done and help in the decision-making 

process . Because work groups are so significant , it 

makes sense for a manager to l earn to work with them 

and through them . A thorough knowledge of groups , 

129 
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especially where the informal clique is concerned , is 

essentia l if management is going to manipulate them to 

their benefit . 

The knowledge that the manager acquires about 

groups should include an understanding of how these 

groups form . Research has given valuable insight into 

the formation process. It was discovered that the 

formation process occurs in four stages: Stage One -

the initial formation . Stage Two - the development of 

the group ' s objective . These objectives will be some ­

what different from the objectives of the organization. 

Both the organization ' s objectives and those of the 

group will basically yield the same results , the attain­

ing of the organization ' s goals and objectives . Stage 

Three - elaboration of the structure of the work group. 

Stage Four - the development of the group ' s leader or 

leaders. 

An effective work group is one whose members 

function as a team and fully participate in group 

discussions , whose objectives are clearly developed , 

and whose resources are adequate to accomplish its 

objectives . Factors influencing group effectiveness 

include the size of the group , the number of members , 
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eye contact and location of members , cohesiveness , group 

norms , and the nature of the task. All of these fac­

tors are very seldom found naturally . That is , when 

management plans the layout of an office , some of these 

factors wil l not be easy to effect . Eye contact is one, 

all the members of the existing group will , or may not , 

be physically located where eye contact can be easily ' 

faci l itated . If management is aware of these factors , 

they can facilitate the development of an effective 

group by making sure that all the factors that make an 

effective group are present and provided for the mem­

bers of the group . The ideal group is one in whch the 

group ' s norms coincide with the norms or objectives of 

the firm . 

Work groups can be dysfunctiona l in two ways . They 

may resist or sabotage organizational objectives , or 

conf l ict may develop within or between groups. Conflict 

is said to exist between two or more individuals or 

groups when they disagree on a significant issue and 

clash over it . Major causes of conflict appear to be : 

differences in group objectives, differences between 

individuals , and differences resulting from job or 

structure . Conflict does not always have to be 
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detrimenta l. There are some forms of conflict that can 

be benef icial. Whenever management introduces conflic t , 

and controls it , the results can be a benefit if the 

resu lt ing behavior is positive . 

Conflict does not always cause a reduction in 

productivity . How conflict is handled is in part a 

funct i on of what attitudes managers , and emp l oyees have 

about it . Leaders from the traditional school view 

conf lic t as a failure of managerial p l anning and 

control , and makes efforts to suppress it. Thos e 

l eaders from the participative schoo l f ee l that conflict 

is des irabl e , norma l, and can be managed so that an 

equilibrium state can be attained . On the other hand, 

those managers that subscr ibe to the consultative school 

have come to conclude that conf l ict somet imes arises and 

feel that it should be kept to a minimum and managed . 

The preferred leadership style wi ll influence the 

manager's approach to conflict. The re are three basic 

approaches to conflict reso l ution : discuss the conf lic t 

fully with all parties involved and try to work it out , 

solve the conflict by us e of the major ity rule , the use 

of compromise or hierarchical appeal , and suppress 

conflict by use of authority with subordinates , 
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competition with peers , and persuasion with superiors . 

The methods for studying work groups has not 

changed through the years . Observations and controlled 

experiments comp l eted in a lab setting are the usual 

methods employed . Of those studies conducted , the 

Hawthorne Studies are the most famous . This study 

illustrated the powerful influence that groups can exert 

over their members . These inf l uences can be economic , 

psyc hological , physical , or social . 

R. F . Bales , in conjunction with F . L . Strodbeck , 

deve l oped what has been termed the interaction analysis 

to obtain work group behavior . This was accomplished by 

observing directly what is occurring within a group . 

From his research , Bales wa s able to identify twe lve 

categories of interactions which occurred within the 

group . Bales also developed a procedure for under­

standing work group behavior and interaction . This 

procedure is termed the who-to-whom matrix . Bales 

tabulated the number of d iscussions between individuals , 

who initiated the discussion , and who addressed 

discussion to the group as a whole . He found that the 

patterns of d iscussion varied under different cir­

cumstances . Bales a lso studied the roles of group 
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members . Bales interaction analysis furnishes a val ­

uable technique for analyzing small-group functioning 

in laboratory settings . The findings and insights of 

his research provide mangers with insights about 

communication patterns , roles , and the status systems 

within work groups . 

J . L . Moreno devised the sociometric analysis 

method of studying work group behaviro and structural 

characteristics . This process or procedure involves the 

use of self reports from group members . These reports 

indicate the preference and repulsion patterns of group 

members . This method provides insights about the 

leaders and status hierarchy of the group and about 

communication patterns to those interested in such 

matters . 

The interest in groups and their dynamics has not 

abated and is not expected to do so . What has been and 

is currently being learned about group phenomena is 

being put to greater use in organizations . Awareness of 

the practical importance of groups to the continued 

e ffectiveness of an organization should generate more 

studies which should lead to an additional understand­

ing of group behavior and the groups ' influence in 
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organizational settings. Along with this understanding 

of work groups , more especia lly the informal work group , 

managemt will acquire the ability to use these groups in 

an effect ive manner , and thereby increase the productiv­

ity of the organization. 
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