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speclallzed subsystems. The goals or objectlves of the organlzatlon are at—

tained by each subsystem ccmpletlng and achlevlng thelr lndlvldual tasks.

However, each subsystem muSt do more than merely oomplete lts own task'

-z . -

lt must coordlnate its. task functlonlng wlth the task functloning of the other B

-

oz - :t,

-

subsystems 1n order to achleve the objectlves of the organlzatlon. Frequently, o

these subsystems 1n an organizatlon can also provide the basls t’or conflict. ) )

7-.7 - ‘,,

Bxamlnatlon of any large organization wlll ehow the exlstence of several -

For example, the partlcular subsystem a person belongs to ln an organlzatlon 7

Emay cause that person to vlew organlzatlonal acflvlty from an entlrely dtffer-f T

_,f;ent frame of reference than someone who occuples a posltlon ln another sub- ) ;:

t’;system wlthin the same organlzatlon. Indeed dlfferences ln perceptlon are o

a major cause of confllct wlthln the orgamvatlonal settlng. -

entiation and lntegratlon wlthln the organlvatlonal settlng. 2) conslder the

- ’frole that perceptlon plays ln produclng confllct ' and 3) dlscuss Perceptlon

' éBxpanslon Training (PET) as an approach to conflict reductlon.

I.

Each subsystem within an organlz,atl'on’alsystem must be differentiated

-~ around a prlmary,task if it is to,be viable internally. The subsystems per-

o~

" forming discrete tasks must be integrated if the organlzatlon is to accom~

':pllsh»lts goals. Rice deScrlbe's the process of differentiation in the following

; : The thrusts of this paper are to 1) examlne brlefly {he concepts of dlffer-

» T
. . '




!
»

RS " The differentlation of operatlng systems depends upon o o
nE ‘the dlscovery of subsystems with discrete. primary tasks.
Successive orders. of differentiation can contlnue until -
i e - primary production systems are reached . . - the viability
) - -of any grouping of subsystems for- command purposes de--
-h < O pend upon the group having a ‘discrete primary task that
i . S - differentiates it irom other groups of the same order cf -

differentlatlon, anfl from groups at hlgher or lower levels
of dlfferentlatlo o

Lo
¢

o ,‘v,,"?,:, ',’** :j: . o . *

-

Thus the need for dlfferentlatlon ls clearly seen in any large organlzatlon. ‘ I

o RN
O . I TR ILI

e
i
.
3

'l'he subsystems which an organlzatlon may be dlvlded mto will vary ac— . oo
cordlng to the type of orgaxuzatlon. Because of the limlted scope of thrs paper : :_
and the lmportance of lndustry ln our soclety, only the lndustrlal organizatlon i
E wlll be examlned There ls a general tendency in all "large lndustrlal enter-i

prises for actlvltles to be dlvlded lnto three bc.slc subsystems° Research

Productlon, and Sales'."2 Theracuyltles of these baslc subsystems are further B

'Vdescrlbed by Wllfreo Brown' "[Research] decldes what goods or servlces they

' 7 ' 'seek to provlde ..o [Productlon] arranges for the provlslon of some" good or’
il -

- servlce e [SaleS] arrange for the sale of the goods or servlces. v3 For an

¥ - T

-

1I\ K. Rlce, The Entegprlse and Its anlronmen (London° ‘l’avlstock o ) o
A :—Publlcatlons, 1963), P. 225 - ‘ o

b o Iay Lorsch I_’Qduct Innovatlgn ang g;ganlzatlon (New York: The
T _MachIlan Company, 1965), p.7

T 3Wllfred Brown, Bxploratlon in Managemen (I.ondon° I-Ielnemann,
71960) pp. 143~ 145. :
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-

- lndustrlal organlaatlon to achleve rts goals and objectives, lt must be dlffer- '
- fentlated along these llnes. Indeed even w1thln these major subsystems there '

- are many smaller subsystems. . 7 7 ,
- However, if the organlzatlon as a whole is to “be effectlve ln performing
o ,:lts overall tasn, a means must be provlded to lntegrate the activltles of these

L dlfferentlated systems.“‘rl The means of lntegratlon are elther lnternal or ex-

!

::ternal The former have been an lntegral part of most organlzatlons for a long N

perlod of time . whlle the latter ls a relatlvely recent lnnovatlon.f An example

of an lnternal method would be the llaslon speclallsts whose job ls "to move -

across llngulstlc and functlonal f"ontlers and to act as lntermedlarles oetween -

Is 5 :—7 - =
}, the PeOple getting on wlth the job " External methods involve the outslde o

tralnlng of lndlvlduals ln an organizatlon ln a manner deslgned to change thelr

7 ie;.l behavlor S0 that they mlght complete the tasks of the organlzatlons more

effectlvely. ’_’ 7
s Prequently, however, despite efforts to integrate the various subsystems

“in an organlzatlon, varlous degrees of confllct will emerge. As stated earlier,

7 the taSk one performs ln an organlzatlon plays an lmportant role in shaplng ) i ;s

hr., trame ot reterence. At this polnt 1T ls dpptuyu.uu: ‘v eeramina m more detall

the role that. perceptlon plays in confllct

'4I;orsch p. _2. ’
N

- 5T Burns and G. Stalker, The Management of Innovatlon (London:
Tavlstock Publlcatlons, 1961), p. 9. -
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 To understand how differences in perception can develop and- lead to

conflict, one must be aware of the process of perception, that is, the process

v of revognizing and identifying things in our environment. ’l‘aguiri in his work B

o ‘occasion.

Pactors such as past contact, frequency ot' contact and the relationship be-f

has emphasized person perception, the reoognition and identification of other

people. He cites three major elements in the perception process -- "The

situation in which the person to be judged is embedded " fhe person "apart

6
from the situation, " and "the perceiver. " V Not all ot' the information about

the situation and the person to be perceived even reaches the perceiver.

tween the perceiver and the perceived may Iimit what is "seen." Moreover,

the perceiver does not respond to all the stimuli that do reach him because the |
stimulus potential of nearly every environment is too great for a person to per;
_ceive everything, the perceiver selects what stimuli to which he will respond.'_ a
In addition to this process o£ selection, the individual perceiver performs the

f function of accentuation. Accentuation simply means that certain momentary

"‘l‘

needs may cause certain stimuIi to stand out more clearly and be more com-

peliing than they normally would.7— In brief the perceiver selects and empha-~-

: sizes only part of the total set of stimuli which confront him on any given

—

6Renator Taguiri and Luigi Petrollo, Pgrson Perce tion and Interpersonal

- ehgvio (Stanford Calit'ornia. Stanford University Press, 1958), p. xiv-xv.

7Ronald Pogus, ercegtion (New York: McGraw Hill, 1966, p. 254.

g..}i
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| - The fact that lndlvlduals select and emphaslze only a portlon of the total
A—istlmull avallable to them has been supported by several emplrlcal studies., Por
: : example, Dearbox'n and Simon etudled a group of twenty-three executlves classl-
o - fied as "mlddle management" and found that "each executlve wlll percenl‘ve__ those

) aspects of a sltuatlon that relate speclﬂcally to the actlvltles and goals of hls

) department."8 Korman reached a slmllar concluslon ln hls study of navy clerks

I
Aoy

- and radiomen, he concluded that ”selectlve peLeptlon ln thls sense appears to

= e d -

| ' | " T
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Y ARG
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] . Vo
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) R be as. true of these relatlvely low level supervlsors as lt was of the executlves 7

in the Dearbom and Slmon study. 9 Another example of selectlve perceptlon

' resultlng in confllct ls provlded by a- study deallng wlth a large textlle mlll.

) The textlle mlll allowed confllct to develop that resulted ln a hlgh labor tumover.‘

G
T AR

A S The mill had lnformed employees when they were hired that it gave automatlc

raises each year and merlt ralses for deservlng employees after nlne and elghteen

N
L™

- months. ‘the employees however, percelved that they should recelve an auto-
amatlc raise at all three of these perlods. vVhen they did not- obtain thelr ralses, '
) :many of them quit because they thought that the employer had not malntalned his
original promise to grant wage lncreases. The dlfferences between employee

I | - ’and employer perceptlon clearly led to confllctlngﬁvlews in thls case.'? .,

(e g s

R B 8Dewltt Dearborn and ‘Herbert Slmon, "Selectlve Perceptlon° A Note on the
- 4 - Departmental Identlﬂcatlons of Executives, " oclomet;x XXI (1958), p. l42

. - 9Abraham Korman, "Selectlve Perceptlon Among First Llne Supervlsors, "
Personnel Admlnlstrator, XXVI (Sept., 1963) p. 35, )

10Lewls Benton, ”'l‘he lv“any Faces of Confllct- How leferences in Percep-
i T thon Cause leferences of- Oplnlon, " Supervlsogz Nanagement XV (March, 1970),
=K. P 8. : : — S
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o A word of caution, however, must be includcd to prevent overstating the o

relationship between perception and conflict. + Korman warns that “selective
perception, while occuring, is not ;ll pervasive and should not be used as a
'catch all* explanation to explain all conflict in all areas of the organizational
environment."lv1 Moreover, Corwin argues that some conflict should be attri- -
buted to the organizational .,ituation itself He shows that increases in con- ’

flict are positively correlated with =uch factors as the increase in hierarchy,

the increase in standardization, and increases in the number of workers .:127
This word of caution, however, should not be taken to mininize the importance
of the relationship between perception and conflict. At best the arguments put
forth by Korman and Corwin indicate only that perception cannot explain all 7
conflict situations .. What should be clear at this point is the fact that different

people have different perceptions of the world around them. When these differ- 7f7

ences of perception become great enough they can lead to conﬂict.

II.

- .. At this point we have established that organizations are composed of sub--

systems, that these subsystems can lead to differences in perception and in

turn to conflict. At this point we are ready to examine the concept of Perception-

o 11Abraham Korman, "Selective Perception Among First Line Supervisors,
p. 36

. " 12ponald Corwin, "Patterns of Organizational Conflirt, " Administrative
-Science Quarterly, XIV (Dec., 1969), pp. 507—:20, ‘ : ’
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-the reason for the term nominal group -- the employees are in a group seiting
- but no verbal action is permitted. Second, after the group has been seated
around a table, each employee is asked to write on a prepared fcrm what he

“sees as "major problems"” in the conflict area under consideration. The

] a7-

)

Bxpansion Training (PET) as an approach to conflict reduction. The concept of ‘7

PET contains two centers of gravity. First, the parties involved in the oonflict

fneed to clearly identify the major differences in peroeption or, to put it another

way, they need to identify the dimensions of the conflict, Second, the parties

i"‘

involved need to interact with each other on the major dimensions of the conflict.

At this juncture we are in a position to examine PET by first considering a method

S AR

for determining the dimensions of conflict and second a consideration for pro- _-

[
[N

s 'moting"interaction; that’i canrleadfto a~reduct_ion?of' conflict'., :

Identifzing the Dimens;ons of gonflio

The method described here to identify the dimensions of a conflict situation

is known as the "nominal group method." Suppose labor and management are -
involved in sp e type of conflict. Representatives from each group we *'4 meet |
s'eparateli in groups ranging from 6-9 in size. Each group of representatives 7
would then partlcipate in the three stages of the nominal group procedure as._it
is outlined below. o Fs

O Stage 1 o

First, employees from the organization being analyzed are met in groups -

‘\\

ranging_in size from six to nlne employees . The employees, once they are

brought into the meeting room, are requested not to speak to each other. Thus, . <




- | (.,} c =
,k ,;employees are glven approxlmately ten minutes to list. problem dlmenslons in
[i . ;,the conflict area.. .

| .- Stagem SR |
}: ‘ : . ~ After the group has lndlvldually llsted problems, the consultant in charge 7:
| ‘of the group asks a member of the group to read to the group one of the problems.

¥
Sk
-5 L -

4 7'1'he problem is then written down with a felt tip pen ona large paper pad in front

R Wl S

' "of the group. The consultant in charge then proceeds around the group to re-ﬂf

b
b

f celve one ltem from the next person ln sequence and he numbers each item as-

- f, he wrltes the problems on the large paper pad. 'l‘hls process ls contlnued untll

B R i
L N
9 - I | \‘ . *
;’W;'*,;Afvy,mv:+m~¢ A
‘ - - PRARS
! A

f—ﬂeach employee in the group has exhausted his llst of problems and all of the f’—

" i problems are listed on the large pad of paper ln front of the group. When an -

PR E——

F

ltem is put on the paper pad that other members have also llsted, they are in-

) structed not to repeat "he item again aad in this way each problem is listed

P . sa

. o " e

' o ' Y |
e g R T T

only once on the master llst of problems. The list is then taped to the wall
} {ln front- of the group S0 that all,group members can see the problems. At thls
3 ;polnt the llst of problems ls caretully studied to remuve any items that overlap

- . A | Ju
"~ with any other items, ‘ ) .

(e

S;age 111
"At this point the group members are asked to examine the list carefully and

- then rank order the problems, ranking the most serious problem l the next most

serious 2, and so on. They are also’ lnstructed to rank the problems without’

consulting other members in their group. If the list of problems is extremely

F ;f Iong, the group members would only be asked to rank what they consider to be _

T
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the top flve problems. After the group members have voted on- ‘the problems.

. _this lnformatlon is collected and tabulated. All three stages can be completed
o ln about one hour,

-

] When used ln this way, the' nomlnal group serves as a method for ldentlfy-
o | lng problems that are assoclated wlth the confllct area and a)'o allows for the

R establlshment of prlorltles as to which problems are the most serlous.n.

- - Tox

e
IRt

Much of the recent experlmental llterature lndlcates that the nomlnal qroup

Iw‘:‘;rz‘ﬁ X - e

ls a more effectlve method for ldentlfylnq the major dlmenslons of a problem

than is the lnteractlng group.l‘I Ny purpose here ls only to brlefly summarlze

the major reasons whlch support the ldea that the nomlnal group ls a more

I " o Ty ! . -
I wih, N AN
LI "

effectlve method of ldentlfylnq dlmenslon., of a problem. slnce a more oomplete

.
T’.f]r ‘e

4--

analysls has been presented elsewhere.1§ Three major factors support the

S T -

i nomlnal group approach. :

131l'hls descrlptlon of the nomlna
‘Huseman,

l group method is adapted from Rlchard C. S
p urnel f

"Deflnlng Communlcatlon Problems in the Organlzatlonal Setting," -
‘ganizational Comm n ,t on (Summer. 1972). PP, 18-20,

"Yr

-

~ popald w. Taylor, Paul C. Berry, and Cllfford H. Block ““Does Group -
Parti

y cipation Vvhen Uslng Bralnstormlnq Facilitate or Inhibit Creative Thinking 2"
: -Adminjstrative Sclen

. Vol, 3,.1958, pp. 23-47; Victor H. Vroom,
Lester D. Grant and 'l‘lmothy S, Cotton, *The Consequences of Social Intera"tlonf
“in Group Problem Solvlng,'! \

: m P ’ormance,
Vol. 4, 1909 pp. 77-95. - o B

Itndre Delbecq and Andrew Van de Ven, “A Group Process Model for

e £ Pro“uem Identification and Program- Plannlnq. " Ioml of Applied thgvlora;
R 3 : 'Sclon e, 7. 4, 1971 pp. 466-492. e
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First, there is evidence that interacting groups inhibit the effectlvenes of )

~ their members ln qeneratlnq the dlmenslons of the problem being discussed. -

, Bven when the group leeder encourages the lndlvlduals to speak freely and o
share thelr ldeas, the res earch suqqests that most lndlvlduals only feel com- -
’ :fortable in sharlng well-developed and well-thought out idess with the group. 16 j -
d‘hls kind of reluctance may result ln lmportant dlmenslons of the problem never

) emerglng in the group. The problem is lntenslfled ln newly formed qroups where

the members do not know each other well. Another part of thls problem that we o
- V_'have mentloned eerller ls the fact that one or two stronq members in the lnter- o o

- acting qroup moy domlnate and keep other les., powerful lndlvlduals from suggest- . 'A -

lng lmpartam dlmenslons of the problem. ‘l‘he nomlnel procedure does not per-
- mlt verbel lnteractlon andathe tendency for powerful lndlvlduals to control the
= group ls mlnlmlzed. 7 R '

Second sometlmes lnteractlnq qroups tend to start evaruatlnq and eleborat- ;

- lng on, some Of the early problem dlmenslons and as a result some of the lmpor- ) B

- tent dlmenslons of the Droblem area are never brouqht to the attention ofthe

group. ‘l’he nomlnol procedure, on the other hand avolds evaluatlng and elaborat-f L

o ing comments while the dlmenslons of the problem are belnq identlfled since no -

,::{ verbal lnteractlon ls permltted between members of the group. 'l‘hls far-tor is sup- -

~_porta.l by reseerch on creatlve groups and ldentlflcatlon of problem dlmevslons .lr N

"‘Donald W. Taylm Paul C. Berry and Cllfford H. Block,

- ‘7Norman R.F. Maler, Problem-s V. usslons nd Confer nces
- (New York: McGraw Hill, 1963), pp. 248-249, ) —
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: = Third, there is a tendency of interacting groups to focus on one particular -

. -train of thoughi and not attempt to identify all oi the problem dimensions.

Many individuals flnd it much easier to react to someone else s idea rather

than articulating their own, This problem becomes more severe when ycu realize
7 . that the early dlmenslons ldentlfled by the lnteractlng group usually contain the
1 obvlous rather than the more subtle aspects of the: problem.18 7'1'he’nomin'al
method on the other hand forces each lndivldual to ldentlfy as many of the

dlmenslons of the problem as he can and ln this way he ls not permltted the

- '; = luxury of slmply reactmg to dimenslons generated by others ln the group.

In addltion to the ~three factors above,that support the nominal group as
7 superior to the lnteracl:lng group in ldentlfylng the dlmenslons of a problem,
g there is a final statement provided by Maler and Hoffman that suggests why lt

is important to emphasize the understandlng of all dimenslons of the problem

I - rather than quickly moving to a solution. "It appears to be a human tendency

to seek solutions even before thew problem is understood. This tendency to be

'solution minded' seems to become even stronger when there is anxiety over

©~ {te nature of the decision, w19 Exploring all of the major dimensions of the 'pro,-

blem is enhanced by the use of the nominal method.

+
-

i8 ’
- Marvin D. Dunnette, John Campbell and Kay Iaastad "The Bfrect of
Group- Participation on Bralnstormlng Bffectlveness for Two Industriai i32micles,
Ig:\.u'.u of Applied Pszcholgﬂ Vol 47, No. 1, 1963, pp. 30-37.

o 'N. R. P.‘Maler and L, R. Hoffman, "Q\.allty of First and Second Sulution
_ @roup- Problem Solving, " Journal of Applied Psychology, 1960, 44, pp. 27¢-283.
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itmn o o o MAY result in greater llklng for the familiar thing or activity."”

-12-

The nomlnal group, then, provides a method for minimizing many of the

problems of the typical interacting group and focuses the attention of the group

" upon the dimensions of the conflict at hand.

Interacting on the Dimenslons of the Conﬂlct

The second-major component of PET is that once the major dlmensions of’

e

the confllct between the two partles have been ldentifled, representatlves of

;f,

the two groups lnvolved ln the confllct are brought together in an lnteractlon
format. The basls for uslng the lntereaction format ls found in the ldea that

' exposure of an lndlvldual to a stlmulus is a sufflcient condltlon for the modlfl-

. »‘1‘

f (:atlon of his attitude toward it. By mere exposure ‘we refer to a condltion which

makes a glven stimulus accesslble to an lndlvldual's perceptlon.

~ The beglnnings of this hypothesls date back as far as the 1890°s in the

~works of William Iames:

“We are once for:all so-made that when certain impréssions
come before our mind, one of them will seem to call for or

- repel the others as its companions. When a conjunction is
repeatedly experienced, the cohesion of its terms grcws '
-grateful . . . ZQ . j

.

~In 1937, A. H. Maslow mentions in one of his early studies that "shezv repeti-

21

s ome

"OWﬂllam James, The Principles of Pszchologx (New York' Henry Holt
* end Co,,, 1896), p. 672. ‘

llA H. Maslow, -"The Influence of Familiarization on Preference:.
mﬂof Experimental Pszchologz 21 (1937), p. 162. -
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flowever, an extensive examination of the exposure-attitude hypothesis was
completed only recently.
Tiobert Zajonc sought to support the hypothesis by presenting and reviewing
four types of evidence.22 1) the correlation between affective connota*.>: of
‘7words and word irequency; 2) the effects of experimentally manipulated tre-
'quency of exposure upo'i,the affective connotation of nonsense words and
-symbols, 3) the correlation between word frequency and the attitude to their

‘ A:‘,{referents' 4} the effects of experimentally manipulated frequency of exposure
on attitude. The —length of this paper does not lend itself to an extensive
] elaboration of Zajonc s paper. However, an appraisal of his hypothesis does

3

seem in order.
23

The evidence on the word value-frequency of words in languagé is in-.
| terpretable in terms of a more general psycholinguistic principle than a specific
attitude enhancement by mere exposure hypothesis. :Also, the set of studies
7 cited on aesthetic appreciation24 as supportive material involve conditions of
_exposure too complex to be of conclusive value to a "mere exposure" hyonthe-
sis. With respect to evidence presented hy Zajonc as a whole, one'as.r:ect of

&

Cthe exposure-attitude hypothesis is supported -- the decrease in "badness"

A

;'ZRobert Zajonc, "Attitudinal Effects of Mere Exposure, " Iguma_ of
' ge,son@litv and Social Psychology Monograph Supplement, Vol. 9, RS
" (June, 1968), pp. 1-27.

bid. ,. p. 3-17. ; : X

“41hid. , p. 2.
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'\dlscovers information which contradlcts his attitudes. But because he himself

discovered the information and the integratlon of this information is vital %~ the

sbnality: and Social Psychology, #3, (1966), pp. 299-304.

~14- -7

of initially "bad" stimuli and subsequent increase in “goodness" with repcated

-

or additional exposiu'e.25 However, the effect of exposure on initiall: gced

stimuli remains to be determined..

In a PET 'session the participants are exposed to theustimuli of the pthed
partles- in the conflict. The relationsiﬁp between soclél interaction and -ititude
: énhﬁanqement is thus seen. to be similar to that w\hlch lé characteristic of all
isp’rclal processés, a dyr;:agnl,c_:rl:rxtere!a:ctiop prr_io;ig the components .26 Att"lrtude
is not 7t‘h’e only aspectof this proées; 'thé}. 'ﬁhdérgoesj' éh'é:ngé; the nature of
A—Alir’xteractl“on changés as well. Iibélléve’ fhat the undérlyihg bé’sis of attltﬁde A

enhancgmeﬁt by social interaction is the broadening of the pérceptuai field of

V:ihose involved in the interaction. Soclél lntéractlon. forces an lndlvfdual to
perceive or at ‘1e.ast try fo perceive the framework from which the other lndlvldjxal

“or lndivic{uals operat'e; This caﬁ bé a conscious, but is usually an unconsclouéi

act for most indlviduals . As the individual’s perceptual ﬁeld expands, he - “

‘role of his social interaction with the other individual, it '»becomes nec(egggiay

*Spora similar appraisal see Leon Jakobovits, "Effects of Mere Expostide2:

A C-:2ment," Journal of Personality and Social Psychology Monogran:: -Supple~ o
mmt' Vol. 9, No. 2 Part 2 (June, 1968), pp. 30 32,

“;or a further discussion and support of attitude enhancement by social
Imformafitenr), see P, H. Tannenbaum and R. W. Gengel, "Generalizatior of

)\t‘bitu*"‘hange Through Congruity Principle Relationships," Journai ﬁnger.
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for him to modify his attitude into a position of congruence with the new *»far=

' mation. The degree of attitude enhancement is then directly related tc ine

amount of social interaction (exposure). '

SUMMARY

Earlier we attempted to establish that some forms of interpersonal cr atiict

: in organizations are due fo differences in perception. As a means of reducing

jv‘trhat type of conflict Wé have suggested a procedure described as perception

- -expansion :tra‘rlning. Essentially, PET has two major thrusts. First, the nominal

- -
g -

group procedure is used to accurately determine what ére the major dimensions

of the conflict. Second, an interacting gf'oup is used to expand the perception
R . R {

of the groups and thus reduce the conflict. Of major importance is the skill i

of the consultant in charge of the interacting group.

In this paper we have discussed PET as a means of reducing conflict. This

. author has found the method to be useful with labor and management groups as

“well as groups in government and has also employed it in tense situation: of

' racial conflict.

In addition to reducing conflict, PET has an interesting potential ayg 3“1’

yeJsfés to organizational .development but that topic is being pursued pi2npther

pecesion, ¢

-
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