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CHAPTER I 

INTRODUCTION 

This paper attempts to explore and define the role of 

Sensitivity Training as a means of achieving behavior change 

in industrial and commercial organizations. Attention is 

focused on the training laboratory and, more specifically, 

on t he T-Group as the situation within which the process of 

Sensitivity Training takes place. 

Objectives of Sensitivity Training 

Argyris (1962) has defined the primary objective of T­

Group education as an increase in administrative competence. 

Administrative competence is related to the organization's 

abilities to achieve its objectives, maintain itself inter­

nally, and adapt to its external environment. Although 

Argyris is only one of the many individuals involved in the 

applicat i on of T-Group education to business enterprises, his 

statement of the general goals of the process is probably 

common to all of the important theorists in the field. 

Differences occur chiefly in the underlying theories proposed 

to explain the changes in behavior observed and in the 

specifi c methodologies that arise from these different 

theoret ical formulations. 

Buchanan (1964) lists five central aspects of T-Group 

training. First, the primary vehicle for learning is a 



face-to-face, largely unstructured, group. Second, planned 

activities involve interaction between individuals and/or 

between groups. Third, there is systematic and frequent 

feedback and analysis of information regarding what happens 

in the here-and-now and what effect it has. Fourth, dilemmas 

or problems for which "old ways" of behaving for most of the 

participants do not provide effective courses of action (and 

thus for which innovative or "search" behavior is required) 

are set up. Fifth, generalization, or reformulation of con­

cepts and values based on the analysis of direct experience 

is encouraged. Groups of this general description are the 

means by which all of the major theorists attempt to achieve 

the goal of enhancement of organizational performance. 

Underlying Philosophy of Sensitivity Training 

Those who advocate T-Group training represent an essen­

tially humanist school of thought as defined by McGregor 

(1960). Sensitivity training, according to its proponents, 

increases the perceptual accuracy of the participants. This 

effect is held to have important consequences. It permits 

the individuals within an organization to understand the 

organizational goals more clearly. One individual may be 

able to understand the actions and motivations of other indi­

viduals once exposed to sensitivity training. Communication, 

among individuals, should therefore be improved; this should, 

in turn result in more effective planning and execution of 
' 



organizational goals . Therefore, the role of the T-Group is 

to increase the awareness of the individuals participating 

3 

of their defense mechanisms which prevent accurate perception. 

In addition, the participants are shown just what effects 

their actions are having on other people. It is felt that 

exposure of the blocks to effective perception will bring 

about their demise and thus improve human relations within 

the organization. It is the improvement in human relations 

which leads to an increase in organizational effectiveness. 

Thus, the approach is basically humanistic. It strives to 

remove obstacles that prevent the individual from realizing 

his full potentialities when he is working in a social context. 



CHAPTER II 

HI STORY OF SENSITI VITY TRAINING 

The rise of the T-Group may be directly traced to two 

important pieces of work . The first of these was initiated 

by Elton Mayo and his associates (Mayo, 1933; Roethlisberger 

and Dickson, 1939). This work, undertaken at the Hawthorne 

Works of the Western Electric Company in Chicago, demonstrated 

t hat social groups within the factory had an important influ­

ence on the amount of work done by their members. Furthermore, 

i t was shown that the perceptions of management's concern with 

worker welfare held by the workers also had important effects 

on productivity. Thus, a whole new management problem was 

exposed. Inadequate social relationships within the organi­

zational hierarchy and misperceptions on the part of workers 

could severely limit organizational effectiveness. 

The actual proposal of Sensitivity Trainin~ as a solu­

t ion to this new problem grew out of the interest in group 

dynamics shown by Kurt Lew i n at the end of the 1930's 

(Car twri ~ht and Zander, 1960). An early study (Lewin, Lippitt, 

and White, 1939) had investigated the effects of various 

sty les of leadership on underlying group processes. This 

s tudy served to focus attention on the importance of leader­

ship to group process and, thus, t o productivity. This led 

to ot her investi gations of group dynamics which spanned a wide 



variety of activities designed to further the understanding 

of human behavior in the social context. 
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Cartwri ght and Zander (1960) listed important effects 

in the areas of social work, psychotherapy, education, and 

organizational administration. Social workers learned to 

manipulate important reference groups in order to achieve 

change in their individual members. Group work principles 

contributed to the techniques of group psychotherapy arising 

from the Freudian tradition. The Tavistock Institute of 

Human Relations was founded in England in 1947 and provided 

group psychotherapy (Kelnar, 1947) and family therapy 

(Bowlby, 1947) from a slightly different psychoanalytic 

viewpoint. 

In the meantime, Kurt Lewin had set up the Research 

Center for Group Dynamics at Massachusetts Institute of 

Technology. In 1946 this institution participated with the 

Connecticut Interracial Commission and the Connecticut 

Department of Education in a workshop held at State Teachers' 

College at New Britain, Connecticut. The stated purpose of 

the workshop was to develop more effective local leadership 

in the implementation of a new state fair employment prac­

tices act. Kenneth D. Benne (1964) has outlined the devel­

opment of the T-Group from that meeting. 

There were three groups of ten people each. The 

trainers were Kenneth D. Benne of Columbia University, 
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Leland P. Bradford of the National Education Association 

(NEA), and Ronald Lippitt of the Research Center for Group 

Dynamics. A five-man research team composed of Ronald 

Lippitt, Kurt Lewin, and three graduate students in social 

psychology sat in on the meetings. Techniques of group dis­

cussion and role playing were used to examine the back- home 

problems of the group members. The research team met in the 

evening to pool their discussion of group events. Leader, 

member, and group behaviors were analyzed and interpreted. 

The group participants heard about these research team 

meetings and asked for permission to participate. When this 

was given, the group members joined in the analysis and 

interpretation. The results were unexpected and of great 

importance. The group members reported obtaining valuable 

insight into their own behavior and the operation of their 

groups. 

These fortuitous events encouraged the training leaders 

to investigate the phenomenon further. The Research Center 

for Group Dynamics and the National Education Association 

obtained a joint grant from the Office of Naval Research to 

sponsor a three-week session in the summer of 1947 at Gould 

Academy in Bethel, Maine. Cooperating institutions included 

Teijchers' College of Columbia University, Cornell University, 

Springfield College, and the University of California. Impor­

tant representatives included Alvin Zander of Springfield 
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College , Paul Sheats of the Uni ver sity of California at Los 

Angeles, Robert Polson of Cornell University, and John R. P. 

Fre nch who s ucceeded Kurt Lewin as Research Director of the 

Re search Center for Group Dynamics upon the latter's death 

in early 19 47 . Out of this program developed the National 

Trai ning Laboratory associated with the National Education 

As sociation. Leland Bradford became its first director. 

Bennis (1963) noted two phases of development of the 

T-Group. From 1947 to 1958 the T-Group was sharpened as an 

instrument for the achievement of behavior change in individ­

uals or small groups. Benne (1964) noted that the original 

sessions held at Gould Academy in Bethel in 1947 called for 

a Basic Skills Training (BST) Group. An anecdote would be 

related for discussion and analysis by the group. The trainer 

helped the group in analyzing the content of the discussion 

and the group processes at work. Attention was focused on 

the skills needed to be an effective change agent. The 

multiplicity of skills involved constituted an overload of 

objectives for the T-Group. Benne comments that in the 

period from 1949 through 1955, many functions were removed 

from the T-Group situation. Use of the T-Group to teach 

specific concepts and skills was dropped . The emphasis on 

back- home organizational structures was greatly reduced. 

Attent i on was focused solely on the interpersonal events 

occurring between the trainer and members, or among members, 

and group events as the T-Gr oup deve l oped . At t he same t ime, 
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the me thod of giving feedback and the role of the trainer 

changed. Formal feedback sessions were scrapped in favor of 

spontaneous feedback as events unfolded. Feedback became 

the responsibility of all group members without the previous 

emphasis on the trainer as the source of such information. 

In addition, the trainer became less a member of t he group 

and more of an ambi guous authority figure who explored the 

causes of distort ion in the feedback. 

Starting in 1949 the National Training Laboratories 

began a determined effort to recruit mo re clinically-oriented 

psy chologi sts into its programs. Students of Freud and Carl 

Rogers began to make an impact on the T-Group movement. The 

language of interpretation be an to reflect psychoanalytic 

and Rogerian terminolo y . The emphasis on sociological con­

cepts and the theories of Kurt Lewin was reduced . 

Meanwhile, the National Training Laborat ories spanned a 

whole network of re ional training laboratories across the 

country. In 1952 the Western Training Laborator was estab­

lished in conjunction with the extension activities of the 

University of California. The Boston University Laboratory 

in Improvement of Human Re lations started in 1954, a• did 

the Pacific No rthwest Laboratory . Two laboratories were 

founded in 1955: the Intermountain Laboratory in Ut ah and 

the Southwest Human Relations Training Labo ratory in Texas. 

In 1958 the second phase in T-Group education began. 
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It was characterized by the use of laboratory training cen­

tered about T-Group experience in a systematic manner to 

bring about organizational change and development. Pre­

viously, T-Group education had been used largely to change 

individuals. In 1958 the Employee Relations Department of 

the Standard Oil Company of New Jersey began a T-Group 

training program in their refineries throughout the United 

States . This effort was directed by Herbert A. Shepard and 

Robert R. Blake. Shepard was later to be instrumental in 

setting up the Organizational Behavior program at Case 

Institute of Technology in Cleveland. Robert R. Blake was 

to go on and become Director of the Psychological Research 

Foundation and Human Relations Training Laboratory at the 

University of Texas. Later he founded and became the first 

president of Scientific Methods, Inc. of Austin, Texas. 

Organizational Theory and the T-Group 

The organic model of organizations proposed by Robert 

Blake has grown indirectly from the theories of motivation 

proposed by Abraham Maslow (1954, 1965). Maslow (1954) 

suggested that human needs are ordered into a hierarchy 

which McGregor (1960) modified. Needs at each level in the 

hierarchy would have to be satisfied before the needs at the 

next level became operative. At the bottom of the hierarchy 

were the physiological needs for food, water, rest, etc. 

th Secur~ty needs for orotection against danger, Next were e - · 
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threat, and deprivation. The third level consisted of man's 

social needs for belonging, association, and acceptance. 

The ego needs for self-esteem and status followed at the 

fourth level. Finally, the self-fulfillment needs fell at 

the highest level. These needs included the need to realize 

one's potentialities, to continue self-development, and to 

be creative. 

Douglas McGregor used the existence of this fifth level 

of human needs as a bludgeon to attack what he felt to be 

the underlying philosophy of management in the 1950's. In 

describing this philosophy under the heading of Theory X, 

McGregor ( 1960) stated that many managers feel that "the 

average human being has an inherent dislike of work and will 

avoid 1t if he can. 11 This implied that people must be 

"coerced, controlled, directed, threatened with punishment 

to get them to put forth adequate effort toward the achieve­

ment of organizational obj ectives . " Clearly, this formula­

tion did not co i ncide with t he r esearch on motivation done 

by Maslow. 

McGre gor felt that Theory X did not recognize the fact 

that satisfied needs do not mot i vate . Most employees had 

some measure of employment sec urity; thus, their physiologi­

cal and security needs were met. Thus, the prepotent set of 

needs would be the social needs. These management ~enerally 

thwarted by avoiding ~roup work. Furthermore, the typical 

i ti did not offer mu ch by way of satisfaction of organza on 
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self-esteem and status needs to many employees. Finally, 

Theory X simply denied that workers could feel any need what­

ever to realize their potentialities through performance on 

the job. 

Thus, McGregor proposed Theory Y as a management philos­

ophy that would be more in line with the research findings. 

Here it was assumed that man would assume responsibility and 

even seek it in the satisfaction of his higher order needs. 

These satisfactions could be compatible with organizational 

objectives. It was suggested that operation by Theory X 

resulted in a major waste of the intellectual capacities of 

the employees in an organization. The central principle of . 

Theory Y was that the best organizational performance could 

be obtained if the goals of the individuals were integrated 

with those of the organization. Thus, the employee could 

best satisfy his own needs by contributing towards the 

achievement of organizational objectives. Due to its face 

validity, the T-Group was an obvious method to use in 

examining the assumptions held by managers and changing them 

to Theory y assumptions if necessary. The T-Group was, 

therefore, frequently a part of programs attempting to impart 

the principles of human relations. 

Managerial Grid Theory 

Robert Blake took this framework and expanded on it 

(Blake and Mouton, 1964). He proposed a "managerial grid" 



on which the underlying assumptions of managerial behavior 

could be placed. The grid had two nine-point axes. The 

first was labeled concern f or production; the second, con-
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cern for people. On b th o scales, one indicated minimum con~ 

cern and nine indicated maximum concern. Five "pure" 

theories of management were described as reference points on 

the Grid. 

The 9,1 Style. The first style represented maximum con­

cern for production and minimum concern for people. An 

inevitable conflict was assumed between the needs of people 

and the needs of production. Therefore, the needs of people 

were viewed as tools of production; people were seen as 

being basically lazy and in need of being pushed to work. 

This style was very close to the Theory X advanced by 

McGregor. Strict control was to be exercised by one-to-one 

supervisory relationships. "Useless social interaction" was 

to be minimized. Blake pointed out that this would cause 

creativity to be directed at beating the organizational 

system. Furthermore, union-management conflict would result 

and there would be a basic failure to utilize the poten-

tialities of the workers. 

The 1,9 style. The second style was called the "country 

club" style. 

in conflict. 

Production and people were again seen as being 

However, the needs of people were given top 

priority. 
The supervisor would attempt to gain acceptance 

from the workers. 
Pressure, which could lead to resentrnen, , 
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woul d not be used. 
Supervision would be on a one-to-all 

basi s , and the supervisor would attempt to make the work 

group one big happy family. Here creativity would be low as 

the conflicting views that stimulate creativity would be 

avoided. Goal setting would be done democratically in an 
attempt to satisfy all. This would result in goals so gen-
eral as to be useless. Thus, there would be loyalty to the 
work group and the company, but little commitment to the 

work itself. Such inefficiency would not allow a company to 

remain effective. Theory Y was held to include this and the 

5,5 and 9,9 styles (Blake and Mouton, 1968). 

The 5,5 Style. This middle-of-the-road style would see 

the needs for production and the needs of people as being in 

conflict. This approach would seek_a balance of the two 

concerns through compromise. Strong reliance would be placed 

on communication and established rules and traditions to take 

the risk out of decision-making. Goals would be set low 

enough for all to reach. Supervision would usually be on a 

one-to-one basis although frequent group meetings would be 

used to give a feeling of participation and to test ideas. 

The informal communication system would be used often. Crea­

tivity would be present to some extent, but the avoidance of 

risk would often lead to the acceptance of mediocre solutions. 

Theory y was presumed to embrace this style (Blake and Mouton, 

1968). 



The 9,9 Style. The 9 9 t 1 1 i - , s ye was a so ncluded in the 

Theory Y approach proposed by Douglas McGregor (Blake and 

Mouton, 1968). This a h pproac did not assume a basic conflict 

between individual and organizational goals. Here the attempt 

would be made to unite maximum concern for production with 

maximum concern for people. A basic concept was teamwork. 

Mature interpersonal relationships were felt to be essential 

to organized productive effort. Successful interdependent 

efforts were to be created by uniting workers through under­

standing of and commitment to common goals. Thus, two sets 

of Maslow's higher order needs would be satisfied: the need 

to be involved in and commited to productive work (self­

fulfillment needs) and the need to establish sound relation­

ships with others. Integration of organizational and indi­

vidual goals was to be achieved through participation and 

involvement in work planning execution. This was the so­

called "big-picture" approach because the worker ~as supposed 
."•✓ 

to understand the structures and processes of the entire 

organization and his place in them. Creativity would thus 

be encouraged and the worker would need less control from 

above as he would understand and agree with the objectives. 

Conflict would result in seeking out causes and attempts to 

i bl solution as this would be in the arrive at the best poss e 

best interests of all. 
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The Blake Plan for Organizational Intervention 

Blake's practical plan for organizational change did 

not call for dealing with actual problems faced by organi­

zations. Rather, he proposed dealing with the causes under­

lying these problems. The emphasis was to be on "changing 

patterns or relationships at interpersonal, group, inter­

group, and organizational levels" so that more effective and 

integrated organizational problem-solving coui'd ' occur (Blake 

and Mouton, 1964). It was felt that this approach would be 

most effective in overcoming the difficulties in communica­

tion and planninP, that a survey (Blake and Mouton, 1968) 

showed to be the maj or barriers to effective organizational 

performance. 

Development of the organization was to proceed in six 

phases. The first three phases were to open up channels of 

communication within the organization. The last three phases 

were intended to contribute to the solution of problems of 

organizational planning (Blake and Mouton, 1968). 

The use of a situation much like a T-Group was central 

to the first phase of Managerial Grid Organizational Develop-

ment. The first phase was to be a Managerial Grid Laboratory-

i This phase was to be conducted 
Seminar Training exper ence. 

off-site. 
All members of management were to take part in 

at various times in groups of from 
this week-long experience 

eight to forty-ei ght per session. 
These groups would be 
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i ntroduced to the M 
anagerial Grid and participate in 

st ructured experiments demonstrating the effect of inter­

personal relationships on task performance. Some of the 

experiments and the feedback on them were to be conducted 

in small unstructured groups at first called development 

groups and limited to twelve persons from different depart­

ments and levels in the organization (Blake and Mouton , 

1961). These groups were later called study teams (Blake 

and Mouton, 1968) and limited to nine members. Unlike the 

typical T-Group, these development groups operated without 

a leader or trainer. The chief reason for the use of the 

unstructured group was that it would provide the greatest 

opportunity for accurate feedback on the behavior of individ­

uals and the team as a whole. The feedback on individuals 

was to be achieved through rating scales scored and collected 

by the participants themselves (Bennis, 1963). The whole 

procedure was to assist development of managerial insight 

into the behavior of people in groups. 

Later phases of development would involve the applica­

tion of Grid theories to the problems of actual work groups 

and relationships among groups. Corporate strategy could 

then be developed, planned, implemented, and evaluated in •an 

effective manner (Blake and Mouton, 1968). 

As Bennis (1963) has pointed out, Blake.'s contributions 

organic model because they were may be regarded as an 
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centered ab out a view of 
organizational change as th e devel-

opment of a set of functions 
more or less related to each 

other. In other words if th 
. ' e problems of communication and 

planning so prevalent in industry 
are to be solved, there 

must be an improvement in the working relationships among 
the people who are charged with the solution of these prob-

lems. These relationships must be based on trust and confi-

dence rather than on authority and b o edience (Bl~ke and 

Mouton, 1961). 

The Argyris Plan for Organizational Intervention 

Chris Argyris (1957) adopted a developmental view of 

all organizations. An organization in Argyris' view could 

include anything from an individual personality to a complex 

business enterprise or public agency. He described seven 

important developmental trends in human personaltiy: 

1. 

2. 

3. 

4. 

5. 

6. 

a tendency to develop from a state of passivity to 
increasing activity; 

a tendency to develop from dependence on others to 
relative independence; 

a tendency to develop from being capable of behav­
ing in only a few ways to being capable of behaving 
in many ways; 

a tendency to develop from er~atic, short-lived 
interests to deeper interests, 

from having a short-time 
a tendency to develop a longer time perspective; 
perspective to having 

from being subordinate to 
a tendency to dd/ev~l~~perordinate; 
being equal an ° 



7. 
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a tendency to devel f 
to awareness of dop rom a lack of self-awareness 

an control over self. 

These, then, were the "s lf e -actualization" needs whose origins 

are clear in the thoughts of Maslow. T here was much of Lewin 

in this formulation as well. Growth was held to be an in­

crease in the number of parts and personality dynamics were 

seen in terms of "needs in tension." 

Argyris went on to note, as McGregor (1960) did later, 

that the principles of formal organization such as task 

specialization, chain of command, unity of direction, and 

span of control were inconsistent with the needs of the 

mature personality for work which would permit activity, 

independence, a relatively long-time perspective, control 

over the immediate environment, and opportunity to express 

abilities. This conflict of organizational and personal 

interests was seen to lead to such employee reactions as 

apathy, gold-bricking, rate-setting, and the creation of 

informal groups to counteract the cause of the conflict. 

Management was seen to react to these conditions by making 

supervision more autocratic, by tightening management con­

trols, and by bribery with fringe benefits and other material 

rewards. 

Argyris then suggested two possible solutions. Th~ 

t which he did little to develop. 
first was job enlargemen, 

the development of "reality cen­
The second sug~estion was 

diagnosis of reality and use of 
tered leadership" based on 
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the app r opriate l e aders hi r approach . 

I n 1960 Ar ~y ris became inte r e s ted 
in the fe edhack prop-

e r t ies of organi za t i ons. Th i s naturally led to the use of 

t he T- Group i n what he termed the development of interpe r -­

sonal competence (Ar~yris, 1962). Argyris came to believe 

that one of the most si gnificant factors contributing to 

or ganizational success or failure was the interpersonal 

competence of the executive leadership. It was felt that 

formal or/!,anization required individuals to separate their 

emotional, interpersonal, and technical selves in the inter­

es t s of production. The emotional and interpersonal aspect s 

of human personality were, of course, to be suppressed in 

the work situation. Hence, there was little opportunity to 

de velop competence in dealing with feelin~s and interpersonal 

relationships. This resulted in the creation of a system 

whe re there would be little 

1. 

3 . 

4. 

exchanee of nonevaluation feedback, 

11 f one's feelin o:s, ideas, and values, "experience o r • 

ideas, feelin r,s , and values, openness to new 

d i k takin~, with new ideas, experimentation an r s n 

feelin gs , and values. 

Competence and organizational effective­Thus , interpersonal 

ness would decrease. 

mis trus t each other. 

Individuals would misunderstand and 

Conformity and "playing it safe" would 

l d dependence. then inc rease , as wou 
required to reverse t hese 

T-G roup training; was, therefore, 
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t r ends. A mor e formal 
learni ng situation with 

zation would reinfo rce t he form organi-
very organizational and inter-

personal fa c tor s and basic 
assumptions which were to be 

overcome . The T-Group was 
to be used to "unfreeze" top 

management to make it better able 
to deal with its problems. 

Ar gy ris (196? ) lists seven assumptions of the T-Group 
l e arni ng experience. 

1. 

2 . 

3. 

4 . 

5. 

6. 

It must emphasize responsibility for self-development. 

It must help the lea b 
tudes and behavior a~~e~h ec~mel aware of his atti-
these. en e P him to unfreeze 

The learning experience takes place in interpersonal 
small-group, and intergroup relationships. ' 

Re-education demands that emotional learning also 
take p lace. 

The most effective development occurs if a person 
becomes more aware of himself. 

As the participant becomes more self-responsible, 
self-esteeming, and self-accepting his understanding 
and esteem of others wi ll increase. This leads to 
less defensiveness and greater openness to new ideas. 

Re-education should focus on a change in basic 
values rather than on acquiring skills. 

Laboratory education was then to create a dilemma which 

could not be solved by princ i ples of formal organization. A 

new solution would have to be invented. Then feedback could 

take place among the members about their values, feelin gs, 

and attitudes. Generalization to see what outside situations 

ar e matched by laboratory conditions could then take place. 

In the laboratory, leadershi p would be controlled by 
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the members, as would rewards and penalties. Information 

would be used to increase feelings of self-r~sporisibility and 

self-commitence. The role of the T-Group iraine~· ~as then 

defined. He must help the executives see thi ~iterit to which 

they ( 1) give evaluative feedback~ ( 2) ·are unaware ·or their 

feelings, (3) do not help others ~nderstan~ th~ir feelings, 

(4) are not, or do not permit others to be, open, and (5) 

experiment and take risks. This will cause the-"members to 

feel "dissonance" and experience conflict. The reaction will 

be to project responsibility onto the trainer'. 
r, 

This he must 

resist. The group can then alter its values or retrench. If 

the latter is chosen, the trainer must 'push for consideration 

of the former. Hopefully, the group can ' grow towards the 

objectives of 

1. exploring values and their impact, 

2. determining if values should be replaced or changed, 

Of how groups can inhibit, as well becoming aware ki 
as facilitate, human growth and decision-ma ng . 

3, 

This was the way in which Argyris' conception of the T-qroup 

was derived from his theoretical framework. 



CHAPTER III 

SUBJECTS AND TRAINING 

Typical T-Group Subjects 

T-Group education has been applied to a wide range of 

subjects from industry at the National Training Laboratory 

and at other re~ional laboratories. The process is more 

often employed with supervisors and mana~ers than with 

hourly-paid workers. This means that a wide range of ages 

and educations are represented. However, the intelligence 

of trainees tends to be average or above. Relatively few 

below-average intellects are present. By the same token, 

there are relatively few disadvantaged individuals in 

T-Groups. It is precisely because a group has been excluded 

from positions of greater responsibility in industry or, 

indeed, from all of industry, that it may be called disad-

vantaged. 

Blake's development groups (Blake and Mouton, 1964, 

1968) are aimed at much the same groups of people. He advo-

cates the use of a "diagonal slice" of all levels of manage­

ment in the initial phase of organizational development. 

This slice includes individuals from all levels and all 

Thus, one ~roup may contain accountants, 
departments. 

less than high school training, or 
engineers, foremen with 



scientists with doctoral de 
grees. Similarly, recent high 
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school and college g d 
ra uates and executives near retirement 

may all be present in the 
same group. Intelligence could 

vary from average to very superior. 

Argyris, on the other hand, concentrates on top execu­

tives in his T-Group work. Th f ere ore, his groups are more 

likely to be of high intelligence and more advanced age. The 

disadvantaged are virtually excluded by definition. 

The T-Group method cannot be used with people who are 

mentally 111. House (1967), reviewing the literature, noted 

that the T-Group was not only capable of producing anxiety, 

but also that anxiety was an intended part of the program. 

For those who can tolerate anxiety, the desired effect of 

nunfreezing" attitudes and behavior may be achieved. But, 

in the case of those threatened by the process, the reaction 

may well be maladaptive. Thus, careful screening is neces­

sary to prevent tragedy and the trainer must be attentive to 

the effects of the process on the individual subject. 

Thus, the t ypical T-Group subj ect is a manager or a 

25 and 65 years of age, of average or supervisor, between 

above intelligence, and relat i vely well-adjusted. Argyris 

been careful to point out that the T-Group ( 1962, 1968) has 
th apy According to hi , 

is for trainin~, and not for er · 
cesses which are more guided 

therapy requires learning pro 

Considerable interpretation by the 
and controlled, with 
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the rapis t. The unh 1 
ea thy subject, who is survival oriented, 

must be made to ex i am ne the genesis of here-ana-now· behavior 
in terms of historical cau 

ses. In addition, evaluative and 
interpretive behavior is necessary to break 

through his 
closedness. All of these conditions do not apply to the 

healthy subject who may be re-educated by means of a T­

Group. However' the object of the T-Group is still behavior 

change, so this distinction from therapy may be- simply a 

questi6n of differing techniques for differing situations. 

Trainini for th~ T-Group ~ractitiorier 

Because of the anxiety aroused in the T-Group situation, 

it would seem wise to agree with House (1967) that the T­

Group trainer must have education equivalent to that of the 

clinical psycholo gist. In 1960 the National Training Labo­

ratory initiated an internship program for trainers (Benne, 

1964). Applicants were to have completed, or to be near 

completion of, a doctoral degree in a basic or applied 

behavioral science and possess demonstrated aptitude for 

developing and handling "helping" relationships. In a 

summer-long program, the intern would participate in one 

as an observer in a second, basic laboratory program, serve 

ti associate in a third. During 
and join the staff as an ac ve 

i t would attend seminars on 
the first two sessions, the n ern 

nd methods of training ~nd join 
the aims, assumptions, a 

d conducting training 
practice sessions in designing an 
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pro~rarns. Then, during the followin g year, the intern would 

be a full staff member of one or more National Training 

Laborat ory Pro grams. From Benne's statements, it appears 

that a doctorate in psychology, with about a year of prac­

tical T-Group trainin~ , is the optimum training required of 

a T-Group trainer. 



CHAPTER IV 

CRITICAL EVALUATION 

As Bennis (1963) has noted 
' there has been considerable 

difficulty in evaluating T-Group programs 
because adequate 

measuring devices for criterion variables 
have simply not 

been developed. Also so 
' me negative findings have been 

reported. In using a simple rating procedure, it was found 

i n one study that the impact of laboratory training was 

greatest on personal and interpersonal learnings. Laboratory 

training here was found to be "slightly more helpful than 

useless" in actually changing the organization. Argyris 

(1965), working in three different organizations, found that 

interpersonal competence was related to innovativeness, will­

ingness to take risks, and problem-solving effectiveness, as 

perceived by members of the organization. 

Bennis (1963) also noted that the learning acquired 

during human relations training tended to be of short dura­

tion. This is probably because the training programs pay 

little heed to task, economic, technical, and structural 

aspects of organizational behavior. That is, the change 

1 k Argyris, and others restrict programs _proposed by Bae, 

and group factors as the causal themselves to interpersonal 

variables of interest in blocking problem-solving activities. 

theorists attack organizational 
This means that the T-Group 
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problems as something of "Joh 
0 nny- ne-Noters" with only one 

tool in their bag of tricks. T 
here are instances where 

organizational problems may have nothing 
to do with group 

dynamics. The T-Group approach then might well be left out 

of the solutions proposed. I n other situations, social fac­

tors might be combined with industrial en ineerin (for 

example) to alter the task in a favorable manner. 

Furthermore, the T- Gro up approaches resup ose the truth 

of a value system. This syste (Bennis 1963) holds that 

openness is preferable to sec ecy; su er or-subord nate 

collaboration to dependenc or re ellion; nternal o exter-

nal commitment; team leaders o one- o-one utocrac · 

au thentic relationshi s ra he tan d r c on or contra 

But the universal law o s cholo 

differ. There fore, those erson 

stat us a nd power or fo s r cue 

needs fo r participation ma de r e 

learnin from T- Group ethods . e 

whose needs are best ex ressed t rou 

nisms whi ch the T- Group e hods 

a 

o des ro 

nd1v dua s do 

h need 

on or 

e o -

C 

0 

ose 

I n addition ennis (19 3) oun n e earch 

that part icipants in t he work 0 

difficulty in eneraliz n 

Even worse, riction was 

the or~anization who had 

had not. 

OU 

ad 

he 

OU 

n 

o deve o 

r ou 8 

d 

0 ns . 

e ieen e ers o 

n d t ose ho 
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Ho us e (1967) , re i 
v ewing experimental 

studies in the 
l iterature, indicated that th 

e behavior patterns taught in 
T- Groups were only partially determinant 

of leadership 
effectiveness. However, it had not yet 

been demonstrated 
that T-Group training actually i 

ncreased leader effectiveness. 

Summary 

In summary, the T-Group may be a useful method of im­

proving organizational effectiveness if properly used in 

situations where interpersonal relations are a genuine part 

of the problem. However, for maximum effectiveness, the 

T-Group should be used with other techniques, when this is 

appropriate. Furthermore, the T-Group should not be used 

when diagnostic analysis indicates that factors other than 

social ones are the variables of interest. There is a con­

tinuing need both for improved diagnostic techniques and for 

more effective means of evaluating programs of organizational 

change. Finally, the techniques can be highly dangerous as 

they attempt to arouse anxiety. This demands a highly 

trained individual both to screen participants and to super-

vise d t Prevent serious damage to individ­progress in or er o 

uals and organizations. 
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