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GROUP EECISION AND SOCIAL CHANGE 

3. If cohesiveness wrts based on group 
prestige, group members tried to risk 
as little as possible to endanger their 
status: they acted cautiously, concen- 
trated on their own actions, and adjusted 
to their prtners as the sock1 environ- 
ment. One partner would easily assume a 
dominant rob, and the submissive mem- 
ber was inf luend more, without their 
actudy trying to establish this rela- 
tionship. 

Finally, with whesiveness at a I&- 

mum, the members of the pair acted in- 
dependently and with little considera- 
tion for each other. As the subjects did 
not try to adjust to the other member 
of the pair, each member was concerned 
only with his own discussion. Muence, 
xcordingly, did not depend on the ac- 
tion of the partner but on the inter& of 
the member h i i l f  in entering the group 
activity* 

GROUP DECISION AND SOCIAL CHANGE 
B y  Kurt &win 

The following experiments on group 
decision have been conducted during 
the last four years. They we not in a 
state that permits defiaite condusions. 
But they show the nature of the problems 
and the main factors concerned. They 
also indicate the type of concepts to 
which t h e  attempt to integrate cultural 
anthropology, psychology, and sociology 
into one d a l  xience may lead. 
Scientifically the qu~tion of group de- 

cision lies at the intersection of many 
basic problems of group life and individ- 
ual psychology. It concerns the relation 
of motivation to action and the effect of 
a group setting on the individual's readi- 
ness to change or to keep certain stand- 
ards. It is related to one of the funda- 
mental problems of action-mearch, 
namely, bow to change group conduct so ' that it would not slide back to the old 
!we1 within a short time. It is in this 
wider setting of social p m m s  and social 
management that p u p  decision should 
be viewed as one means of social change. 

SOW cEmmJs AND S o w  
PER:RCEPTXON 

The meaning and the over-all effect 
bf a group decision depends u p  the 
nature of the pfocess itself, and upon the 

position of the group, within the total 
s o d  field. In regard to these broader 
questions we will consider two aspects of 
s o d  steering, namely, steering through 
gatekeepers and the function which 
reality perception should have. 
Channels, Gates, and Gatekeepem- 

Fwd Habits and Food Chwds.  The h t  
experiment on p u p  decision was part of 
a larger study on fd habits. Its main . 
obj~t ive  was a comparison of d&mt 
ethnic and economic groups in a mid- 
western town. The favorite family food 
was studied, what food was considered 
essentia1, what main frame of reference 
and values guided the tbinking of thm 
groups about foods) and what authorities 
were seen as standing behind these stand- 
ards and values. Cbrldren at dBerent 
ages were included to indicate tbe ma. 
of acculturation of the individual in re 
gard to food. Since this study was part 
of a larger problem of changing fwd 
habits in line with war needs, we wwe 
interested in including an attempt to 
bring about some of tbe desired changes 
at I& on a d scale. 

Tbe data acquired give cmsiderabk 
insight into the existing attituda and 
practices of the various p u p .  Howeyer, 
in this, as in many other a s ,  su& data 

Prepared ~ i a U y  for this volume by the author shortly before his death. 
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W W I Y I R O  CHANNEL 

PMPARAWM TABLE * 
ON TABLE I 

plo. i. ChanneIs through which food & the family tsMe. 

abwt a present state of &airs do not per- 
mit many conclusions in regard to bow to 
proceed k t  to bring abut a change. 
Should one use d o ,  ptem,  Iectum, 
or what other mems and rnethd for 
ch&g  e e n t l y  group ideology snd 
group action? Should one approach the 
total ppulation of men, women, and 
cbildren who are to change their fd 
habits, or wouId it s u f h  md perhaps 
bt more dective to concentrate om a 
stra,k@c p t  of the populatim? Obvi- 
oudy the housewife plays some pticular 
role in food habits. What are the underly- 
ing assumptions? 

Food wbich coma to tbe family table 

is likely to be eaten by sommt in the 
' family since Iittle is  thrown away. If this 
is cwrect, to consider metbods of cbang- 
ing f d y  fd habits we have h t  to 
a&: how does food come to the table? 
Food comes to the table through differ- 

ent channels, such as the Buying Chan- 
nd, or the Gadening ChaaneL1 After fie 
foal has been bought, it might be placed 
in the icebox or put in the pantry to be 
either d a d  later or prepared dit.Bctlq. 
for the table (Fig. I). Similarly, the food 
mova through the garden channel in a 
si&y*iep fasfib. 
To undmtrtnd what comes on the 

table we Lave to know the force which 

1 For quantitative data, we K. LewEP, Vwcea Behind Food Habib and MttBods d -n 
Baa. Nak Bss. cum., 1943, CYIII, 3565. 

GROW DECISION AND SOCIAL CHANGE 

d e m  w h t  food enters a channel. 
metha f d  enters the channel to tbe 
f d y  table or not is determined in the 
buying situation. The buying situation 

be charackrkd as a d i c t  situa- 
tio, Food 1 (Fig. 1) might be attractive, 
&at is, the force &ZW) toward eathg is 

but at the same time the food might 
be very expensive and therefore the 
oppDsing force ( J P J ~ M )  against spending 
money is h e  too. Food 2 might be 
upattractive but cheap, In this case the 
&t would be small. The fom toward 
buying might be compced of s number 
of components, such as the buyer's W n g  
fat the food, his knowledge of his family 
likes and dislikes, or his ideas about what 

is "essential." 
The opposing forces might be dm to 

&e lack of readiness to spend a d 
amount of money, a dislike of lengthy or 
-Me form of prepration, unat- 
tractive +ste, lack of fitness for the m- 
d o n ,  ttc. Food is bought if the total 
fom toward buying become greater 
tban the opposixlg forces IFmd 3) until 
the fd basket is fled. Fwd of type 1 
can be called d i c t  food. 

It k culturaily si-t that the 
average conflict rating is considerably 
higher in the middle p u p  (7.44) than in 
the high (4.3535) or the low economic grwp 
(5.62). This c o d c t  is probably the 
result of the greater -between 
the s & m d d s  this group would lilrc to 
keep up and their ability to do so in a 
situation of rising prices. 

IJI comparing the w&ct rating of diier- 
mt f d s  for the same group, m e  hds that 
meat stands highest for the low group, 
w h  it is second for the middle and third 
for the high eamomic group. That probably 
means that the d c t  between "Ik" a d  
"arpurse" in the low group is mast out- 
spokes for mat. The high conflict mthg of 
vqebblm for the high and middle emnomic 
group is probably an expression-of the fact 
that vegetables me d&rabIe as health food 
hut not w d  liked and not wi ly  prepad. 
Thp: mtes an?: 

The G&. It is important to know that 
once food is bought some forces change 
its direction. Let us assume the house- 
wife lm hally decided to buy the high 
m&ct Food 1. The force agdmt spend- 
ing money, instead of keeping the food 
out of the channel, win then make the 
h o w i f e  doubly eager not to waste it. 
In o&er words, the force If~,wu> W t  
wasthg m y  will have the same d i m -  
tion ae the form toward eating this f d  
or will have the h t e r  of a f o m  
against leaving the -el. 
This ex~mple indicates tbat a certain 

area within a channel might function aa 
a "gate'': The wnstellation of the form 
before and after the gate region are 
decisively different in such a way that 
the @rig or not @g of a unii 
&rough the whole cbannel depends to a 
bigh degree upon wbat h a p p  in the 
ete region. This holds not- only for 
food h e l s  but &a for the traveling 
of a news item througb cwtain mmuni- 
cation cbameh in a group, for move 
ments of goods, and the social ~ o c o m o ~  
of individuals in many organipations. 
A university, for instance, might be quite 
strict in its admission golicy and might 
set up strong f o m  against the passing 
of w a k  candidates. Once a student is 
admitted, however, tbe university h 
quently trim to do everything in its 
power to be@ everyone along. Many 
business o r g a n h h  follow a sirdm 
policy. Orpnimtio~~~ which discrirdinate 
against members of a minority group.& 
quemtly use the argument that ,they are 
not ready to accept individuals whom 

' 

Vegetabie , . 
Milk . . . . 
Meat . . . . 
Butter . . . . 
Fruits . . . . 
PotaW . . . 

Hign 
P P  ----- 
.89 
-70 
-65 
20 
.U 
. . . 

Middle 
group 

1.44 
-89 

1.28 
. 
-94 
-33 

h w  
PUP 

.57 

.33 
-95 
.67 
.62 
.76 
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fi~. 2. Planning, fact-finding, and execution. 

$bey would be unable to  promote s&- 
ciently. 

The GadeKeeper. In case a channel bas a 
mte, the dominant question regarding 
the movements of rnateria.is or persons 
through the channel is: who is the gate 
keeper and what is his psychology? 

The study of the high, middle, and low 
groups, as well as of a group of C m h  
and of Negroes in a midwestern town, 
revealed that all channels except garden- 
ing were ddmitely controlled by the 
b o d e .  

We can conclude from &is that 
changes of food habits in the family 
finally depend on changes of tbe, psy- 
chology of the housewife in the buying 
situation. Changes of the attitudes and 
desires of children and husbands fi 
affect actual food habits only to the 
degree they dec t  the housewife. 

Similar considemtions bold for any 
social constellation wbich has the charm- 
ter of a channeI, a gate, and gatekeepers. 
D i m a t i o n  against minorities will 
not be chaaged as long as the forces are 
not changed which determine tbe ded- 
sions of the gatekeeper. Their decision 
depends partly on their ideology, that isJ 
the system of values and beliefs which 
determines wbat they consider to be 
rrgood'~ or "bad," partly on the way 
tbey perceive the particular situation. 
This latter point will be considered more 
dody by discussing p r o b b  of pIan- 

P h m b g ,  Fact-finding, and Execution. 
Planning usually starts with something 
f i e  a general idea. For one reason or 
another it seems desirable to reach a 
certain objective. Exactly how to cir- 
c u d k  this objective and bow to 
reach it is frequently not too clear. T h e  
h t  step, then, is to examine the idea 
carefully in the light of the means avail- 
able. Frequently more fact-fmding about 
the situation is required. If this k t  
perid of planning is succw,ful, two 
item emerge: an "over-all plan" of how 
to reach the objective and a decision in 
regaxd to the h t  step of action. Usually 
this planning has also somewhat modified 
the original idea. 
The next period is devoted to executing 

the h t  step of' the over-aII plan. In 
highly deveIo@ hlds of social manage 
ment, such as modern factory manage- 
ment or the execution of a war, this 
second step is followed by certain fact- 
hdings. For example, in the bombing 
of G e m m y  a certain factory may have 
been chosen as the h s t  target after care- 
ful consideration of various prhities 
&d of the best means and ways of deal- 
ing with this target. The attack is p d  
home and immediately a reconnaissance 
plane follows with tbe one objective of 
determining as m t e l y  and objectively 
as possible the new situation (Fig. 2). 
This xeconnrtissance or fact-hding bas 

four functions: It should waluate the 
d o n  by showing whether wbat has 

GROUP DECISION AND SOCIAL W G E  

n achieved is above or below exgecta- 
'0% It should Serve as a basis for cor- 

tly planning the next step. It should k rve as a basis for modifying the "over- 

plan." FinallyI it gives the planners 
chance to h, that is, to gather new 

insight, for instance, regaxding 
e strength and wadmess of certain C 

~ p s  w techniques of action. 
The next step qain is compwed of a i & d e  of planning, executing, and recon- 

@same or fact-- for the purpose 
of evaluating the results of the second 
step, for preparing the r a t i d  basia for 

the third step, and for perhaps 
modifying again the over-all p h  

Rational social management, there- 
fore) proceeds in a spiral of s t e p  each 
of wbich is w m p e d  of a circle of plan- 
ning, action, and fact-hnding about the 
result of the action. 
In most d a l  areas of management 

and self-managemmt of group, such as 
conducting a conference and committee 
meeting, f d y  life, or the improvement 
of intergroup relations within and be- 
tween nations, we are still lacking objec- 
tiw s t m d d s  of achievement, This bas 
two severe &&: (I) People respmible 
for d management are frequently 
deprived of their legitimate desire for 
r e c o ~ c e  on a &tic basis. Under 
h ckumtances, satiddon or dig. 
satidaction with achievement becomes 
mainly a question of temperament. 
(2) In a field that lacks objective stmd- 
ards of achievement, no learning can 
take place. If we cannot judge whether 
an action has led forward or Wwmd, 
if we have no criteria for dua t ing  the 
reIation between eEort and achievemeut, 
there is nothing t o  prevent us horn corn- 
ing to the wrong cwclusions and en- 
couraging the wrong work babita Red- 
istic fact-hlhg and evaluation is a 
prerequisite for any k e g .  

Sodat C h e l s ,  Social Pereeptiwq 
and Decision. The relation between s o d  
chameIsJ social perception and decisions 
is methodologi~~.lly and practically d 
considerabIe signihmme. 
The theory of channels and gatekeep 

ers helps to defrne in a more p& way 
Bow certain "objective" sxiologid 
problems of lowmotion of g d s  and 
pemns intersect with certain "sub- 
jective " psychologid and cnltural prob 
lems. It points to scciohgidy chum- 
terized p h ,  such as gates in sda l  
channels, where attitudes and deciaions 
have a particuIarIy gmit d e c t  

The relation between group d d o n  
and pre- and post-action dkpOBig is tm 
fold: (1) group decision depends partly 
upon how the group views the situation 
and therefore can be Muenced by a 
change in this perception. (2) A correct 
perception of the mult of sociaI action 
is essential for the decision of the next 
step. The measurement of the efiect of 
group decisions is in line with the need 
for objective evaluation as a p q u i s i t c  
for making progrea in d manage- 
ment and self management of group, 

&hue Compared with Group Dd- 
&on (Red Cross Groups). A preliminary 
mpxhent m changing food habits* 
was conducted with six Red Cxoss groups 
of volunteers o r p i a d  for bmne nursing 
Group ranged in size from 13 to 17 
r n e m h .  The objective was to increase 
the use of beef harts, sweetbreads, and 
kidneys. If one considers the psychologi- 
cal f orm which kept h o d y e 9  horn 
using these intestinaIs, one is tempted 
to think of rather deep-seated aversions 
requiring =mething lilte p s y c h d y t -  
ical treatment. Dwbtlw a change in 
this respect is a much more dZ&uit 
iask than, for instance, the intraduction 

tThe~tudit~onnutrition diacuassdin this&wcre d d a t  thethe W i l d -  
Ststion d & State Univwity of h for the F d  Habib C d t t e a  of the National Rc#arch 
could ( l k a t i v e  Seuetsry, M-t M d ) *  
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of a new vegetable such as escarole. 
There were, however, only 45 minutes 
mdabIe. 30 
In three of the groups attractive lec- 

tures were given which linked the prob- 
lem of nutrition with the wax dart, e* 
emphasized the vitamin and ~nineral 
value of the three meats, giving detailed 
explanstions with the aid of charts. 
Both the health and economic a q w t s  10 
were stressed. The prepation of these 
meats was discussed in detaiI as well as 
techniques for avoiding those chatter- - 
istics to which a d n s  were oriented LECTURE GRWP DECISION 
(Odor? tuture, a P m c e ,  Ok-). 

3. pmtage of india* graphed recipes were distributed The typ, of fDod never & *, after k- lecturer was able to muse the interest of t,, after grwp decision. 
the groups by giving hints of her own 
methods for pr&& these "delicious were asked by a showing of hands who 
dishes," and hw s u m  with ber own was willing to try one of these meats 
M y Y  within the next week. 

For the other &me groups Mr. A h  A h h - u p  &owed that only 3 p m n t  
BaveIas developed the following pro- of the women who heard the lectures 
cedure of group deckion. Again the m e d  one of tbe meats never served 
problem of nutrition was linked with More, whereaa after group decision 
that of the war idort and general health. 32 percent served one of them (Fig. 3). 
After a few minutes, a discussion was If one is to understand the hi& of 
started to see whether housewives d d  this striking difhmw, geveral factors 
be induced to participte in a program may have to be considered. 
of cbange without attempting m y  high- I .  Degm of I-. h c t w b g  is a 
pressure sal.esmambip The p u p  dk- pmdm in which the audience & 
cussion about like them- chiefly pas&. The discu&on, if- 
selves" led to an elaboration of the ducted w d y ,  is likely to lead to s 
obstacles which a cbange in general and much higher degm of invo1vement. The 
puhlar ly  change toward sweetbreads, procedure of group deckion in this eJr- 
hef bearts, and kidneyswouldencounter, perhmt f o h  a stepby-step method 
such as the dislike of the husband, the (a) to to ltigh mvofvement 
smd during cooking, etc. The nutrition and (6) not to impede fxeedom of deci- 
expert eked the aame remedies and sion. The problem of f d  was 
recipes for prepamtion which were pre- discussed in re& to "houmvives like 
mted in the lectures to the other groups. youmlves" rather than in regard to 
But in these groups preparation t&- t h e .  This ' ' A d t a n c e  to 
@ues were offered dter the groups had considering the problem and pwibili- 
become sdiciitly involved to be in- tk inanobjective, unprejudiced manner, 
m t e d  in knowing whether certain in much the sameway as such resktance 
obstacles could be remwed. has been minimid in i n t m v k ~ ~  which 
In the earlier part of the meeting s use projective kdmiques, or in a socie 

-us was taken on how many women drama-which urreri an situation 
had served any of these foods in the past. of d e  playing rather than a real sihm 
At the end of the meeting, the women tian. 
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2. Mdtwtim a d  The prev- 
&at theory in psycholngy asumes 
+n to be the direct result of motiva- 
tion. I am inched to think that we will 
haw to modify this theory. We will have 
to study the particuIar conditions under 
w&h a motivating constellation leads 
ox doea not lead to a decision or to an 

process through which a 
state of "~nsidwations" (iideciske- 

is &an@ into a state where the 
hdividual has "made up his mind " and 
is ready for action, although he may not 
x t  at that moment. 

The act of deckion is om of those 
transitiors A change from a situation of 
mkided m f i t  to decision does not 
mean merely that the forces toward one 
alternative become stronger than those 
toward the other alternative. IF this 
were the case, the fesultant form should 
frequently be extremely small. A dwkion 
rather means tbat the potency of om 
alternative has become zero or is so 
decidedly diminifihed that tbe ofher 
alternative and the corresponm form 
dominate the situation. This alternative 
i t d f  might be a compromise. After the 
decision people may feel mrry and change 
theu decision. We cannot speak of a 
real decisiw, however, before one alter- 
native has become dominant so far as 
action is concerned. If the opposing 
forces in a w&ct merely change so that 
the forces in one direction become slightly 
m t e r  than in the other direction, astate 
of bl- or extremely inhibited actio~t 
results rather than that clear one-sided 
action which follows a real decision. 

Lecturing may lead to a high degree of 
interest. It may affect the motivation of 
the listener. But it kldom brings about 
a definite W o n  on the p t  of tbe 
listener to take a Eertain action at a 
spedfic time. A lecture is not often wn- 
ducive to decision. 

Evidence from everyday experienoe 
and from some preliminary experiments 
by Bavelas in a factory indiate that even 
group dimssions, although usually lead- 

ing to a higher degree of involvement, as 
a rule do not lead to a decision. It is 
very important to emphasize this point. 
Although group discussion is in many 
respects Merent from lectures, it shows 
no fundmmtsl difference on this p i n t  

Of course, t h e  is a great difference in 
asking for a dedsion after a, lecture or 
after a dimdon. Since d i n  in- 
volves active participation of the audi- 
ence and a chance to express motivations 
compnding to merent dtemativeg, 
the audience might h more ready "to 
make up its mind," that is, to make a 
decision after a group discussion than 
after a lecture. A p u p  discussion gives 
the M r  8 better indication of where the 
audience stands and what prkiculax 
obstacles have to be overcome. 
In the experiment on hand, we are 

dealing with a group decision dter dis- 
cussion. The decision, iW, takes but a 
minute or two. (It was done though 
rais ingofhdsasananswertothe 
question: Who would like to serve 
kidney, sweetbreads, beef hearts next 
week?) The Tbe of decision, homver, 
W d  be viewed as a very important 
prpcess of giving dominance to rme of 
the alternatives, serving or not serving. 
It has m d e c t  of freezing this moti- 
vational constellation for a c h .  We 
will return to this point later. 

3. I d i o i d d  rram Goup. The e x p i -  
ment does not try to bring abut a 
h g e  of food hbits by an approach 
to the individual, as such. Nor dws it 
use the "mass appmdi" characteristic 
of radio and ne-per propaganda. 
Uwer mutiny &om that b h  the 
mass approach and the individual a p  
p r o d  place the individual m a quasi- 
private, peycho1ogidy isolated situa- 
tion with himself and his own ideas. 
Although he may, physically, h part of a 
p u p  listening to a lecture, for exampb 
he h d s  h i l f ,  psychologically &- 
ing, in an "individual ~ituation.~ 

The p m t  experiment approache 
the individual as a member of a f e b  
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face p u p ,  We know, for instance, from 
experiments in Iwel of aspiration ' that 
@ setting is strongly dependwlt on 
group standards. Eqwience in leader- 
ship training and in many areas of re- 
education, such as reeducation regarding 
alwblism or delinquency: indicates 
tbat it is easier to change the ideology 
and social W c e  of a small p u p  
budled together than of single indi- 
viduals. One of the reasons why "group 
carried changes" are more readily 
brought about seems to be the unwilling- 
ness of the individual to depart too far 
from group standards; he is likely to 
change d y  if the p u p  changes. We 
wilI return to this problem. 

One may try to link the greater &ec- 
tiveness of group d&n p d u r e s  to 
the fact that the lecture reaches the in- 
dividual in a more individualistic fashion 
than group discussion. If a change of 
-timent of the group becorns apprent 
during the discussion, the individual 
will be more ready to come along. 

It should be stressed that in our case 
the dedsion which foIIows the p u p  
discussion does not have the character 
of a decision in regard to a group goal; 
it is rather a decision about individual 
goals in s p u p  getting. 

4. Ex#aWb. The difierence &tween 
the results of tbe lectures and the group 
decision may be due to the fact that 
only after group dedsion did the dis- 
&on leader mention that an inquiry 
would be made later as to whether a new 
fd was introdused into the family diet. 

5. Lab P w s d y .  The Werence in 
&ectbeness may Be due to differen= 
in l d w  personality. The nutritionist 
and the h o u d e "  who did the lecturing 
were pwns of r e c o p i d  ability, ex- 
perkme, and success. Still, Mr. ha&, 
who led the discussion and subsequent 

deckq is an e x p i e n d  group worker 
and doubtlea of unusual ability m this 
field. 

To determine w h i  of these or other 
factors are important, a number of sys- 
tematic variations have to h carried out. 
To determine, for instance, the role of 
the decision as such, one can compare the 
dect of group discussion with and with- 
out decision. To study the role of group 
involvement and the possibility of s e w  
ing the changhg group sentiient, one 
could intduce decisions after both, 
lecture and discussion, and compare 
their effects. 

The following experiments reprwnt 
partly anal* variations, partly repe- 
titions with somewhat different material. 

Lecture vemns Group Decidon 
(Reighborbood Groups). Dana Klkurich, 
under tbe direction of Marian Radke, 
conducted experiments with 6 group of 
bowwives m q m d  of 6-9 members 
per p p .  She compared the d e c t  of a 
lecture with that of group decision. The 
topic for thee groups was inmasing 
bome consumption of milk, in tbe form 
of fresh or evaporated milk or both6 
Tbe p c d u r e  f o h d  closely that 

d d h d  above. Again there was no 
attempt at high-presgure salesmanship. 
The p w p  discussion prmedd in a 
stepby-step way, s-g again with 
"what housewives in general might do" 
and only then l e g  to the individuals 
p m t .  The lecture was kept as in- 
temting as possible. The knowledge 
twsmitted was the same for lecture and 
group dedsion. 
A check-up was made dtex two weeks 

and after four weeks. As in the previous 
experiments, g m ~ p  decision &owed con- 
siderabIy mter dectiveness, Both after 
two weeks and after four weeks and for 
both f r d i  and evaporated millc (Figs. 

'E "Bebaviw and Dewlopmeat as a Fundm d the  T& Situation" in L. 
(ed), m a d  qf CAibl P w f i g y  (New York: John w*, 1946), pp. 791-844 

dK L+I and P. Gmbbe ( e k ) ,  "hoblema of Reed-,'' J .  Soc. I s m ,  (August) 1995, T, 
un 3. --- 
I and D. glisurich, l h p i m m t s  in Chqing Food Habits. Unpublhhed mu~- 
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D ~ G I ~ O ~  OEbBmn FIG. 5 .  Percentage of mothers reporting 

FIG. increase 4. Percentage in the consumption of m o t h s  of fresh milk. in the consumpti~~t of evaporated 

4 and 5). This experiment permits the 5. It is important to know whether 
f o U d  wnduSions: group dedsion is dective only with 

1. It shows tbat the greater dectiw tightly knit group It should be noticed 
ness of the group decision in the ht that in the second expximent the groups 
q d m n t  is not &y tbe result of were cornpod of housxives who either 
the personality or trzhhg of the leader. Lved in the same neighborhood or visited 
The Ieader was a lively person, interested the nutrition information service of the 
in people, but she did not have && community center. They were not mem- 
training in group work. She had been bers of a dub meeting regularly as were 
carefully advkd and had bad r try-out the Red Cross groups in the h t  experi- 
in the group decision procedure. As menL On the other hand, a g d  propor- 
mentioned above, the leader in lecture tion of these housewive8 knew each other. 
d group dedsion was the same person. This indimte8 that decision in a p u p  

2. The exprimeat shows that the setting seems to be effecthe even if the 
Merent dectivenm of the two p m  group is not apermanent organization, 
dm is not limited to the foods con- Individual Inshction versus Group 
sidered in the first e-ent. Decision. For a number of years, the state 

3. It is interesting tbat the greater hospital in Iowa City has given advice to 
dect iyen~~ of group decision was mothers on feedhg of their b a b i ~ .  
o m l e  not only after one week but Under this program, farm mothers who 
after two and four weeks. Consumption have their h t  a d  at the hospital meet 
dm group decision kept mmtant during with a nutritionist for from 20-25 min- 
that period After the lecture it showed utes before discbarge fmn the hmpital to 

hi@icant increase from the second ~ E S  feeding. The mother receives 
to the fourth week. The degree of per- printed advice on the composition of the 
manency is obviously s, very im-t formula and is instructed in tbe impor- 
"pect of any changes in p u p  life. tance of orange juice and cod liver d 
We wiU come back to this point. There had been indication that the 

4. As ia the &-st expetbent, the sub- eEect of this nutrition program was not 
jects were informed about a future ch& very gatkktory. An r ~ + t  was 
up after group decision but not after the carried out by Dana KIisunch u n k  the 
lecture. After the second week, however, dkection of Marian m e  to compare 
both group knew that a check-up bad the effectimes of this prmedure with 
been made and neither of them was in- that of group decisian.' 
formed that a smond check-up would W~th  me mothers individualktmc~ 
fdlow. tion was used as before. Others were 

M. M e  and D. Klisudch, Fqmhents in Changing Fwd &bits. Unpublished manmdph 
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ma. 6. Pcrcen@ of mothers following 
comple? p u p  daciaion or individual 
h s k w b m i n g h h g ~ l i ~ e ~ d  

chided i n w w  of six for instruction 
on d dhwsim of hby fdhg. The 
manner of reaching a d e & b  at the md 
a f t b i s g ~ o u p m a e t i n g w a f 3 ~ t o t h a t  
used in the p v h s  egperimenta The 
timeforthegiXnaothersto~wasthe 

as for one individual, h t  25 
minutes. 
After two weeks mil after four weeks, 

a check was made on the degree to which 
erachmotberfoIBowedtheadviceoncod 
1ive.r oil d ormge juice. Hguw 6 and 
7 &ow the pmntage of individuds who 
completely followed the advb  me 
group dedsion method proved far s u p  
rior ta tbe individual hstrub. Aftm 
four weka every mother wbo psrtid- 
pated in group *on followed eKactly 
t h c ~ ~ d i e t h ~ t o o m n g e  
j u b  

The following qdk results might be 
mentioned: 

1. Thegmtereffectofgmupdeckb 
in this cent is prdcddy interegt- 
ing. Individual irwuction is a setting 
in which the i n d W  gets more atten- 
tion fmm the instructor. Therefa* one 
might~tbe indiv iduaItobecome 
more deeply involved and the instruction 
to lx fitted m m  adequately to the need 
and sentiment of eacb individud After 
an, the ~ c t m  devotes the sam 

2 % ~  7. Percentage of mothers foUowhg 
-,y? - or h d i v h d  
- - m m m Q Y f u i c e .  
amount of h t e  to one individual as he 
does to six in group decision. The result 
can be interpreted to mean either that 
the amount of individual hvolvemd 
is gmkr h group dedsion or that the 
dedsion in the p u p  setting is itself the 
decisiw factw. 

2. M o s t o f t h e ~ t h w s m m m t  art 
quainted with each other. They returned 
to farma which were widely sepamted. 
Most of them had no wntact with each 
o t k  during the following four a 
The p d u a  expwimmt had M y  
indicated tbat thc dktivmesq of p u p  
deckion did not seem to be limited to 
well-escabhhed p u p .  h this experi- 
ment the h c e  of &al rehtiQM 
among the mothas before and after the 
g r o u p ~ i s e v e n m o r e c h r c u t .  

3,Thedahthusfaxdonotpermit 
reh& quantitative, over& compari- 
sons. Eowever? they pint to certrtin 
inkresling problems and pibili*. 
In comparing the various e x p b n t s  
mncerning the data two weeks after 
g m p  dedsion, one h d s  that the per- 
centage id l m u h e s  who med kid- 
-, beef hearts or sweetbreads is rela- 
t i v e l y ~ t o t l l e ~ t a g e o f l m -  
wives who i n d  the comumptiw of 
fidln3koreoaporatedn3Bmob 
mothere who fdowed completely the 

r '{$ 
/ , diet of cad liver oil witb their babies. 
E " y taga  lie between 32 and 50. 

me percentage h regard to o w  
j u k  for the baby is dearly &her, 

I namely, 85 percent. These results are 
surprising in several respects. Mothem 
are d y  eager to do dl thty aa 
for their bbiea Tbis may exphh why 
~ g r o u p  deckion inregardtomangejuice 

such a strong effect. Why, how- 
ever, was this effect not equally strong on 
md h e r  oil? Perhaps, giving, the baby 
cod liver oil is hnmpe~d by the mothers' 

dislike of this fd. Kidneys, beef 
h-, and s w e e t W  are foods for 
which the dislike seems to be particularly 
d+-se&d. d h am-t of dislike is 
the main rektance to c h q e ,  one would 
expect probably a greater diffexence 
between these foods and, for h tmce ,  a 
change in regard to fresh milk. Of cwrse, 
these meats are parlkuh1y cheap and 
the gmup deckion M e r  wasptthhly 
sualised 

4. The change after lectures is in dl 
ma d e r  than after group decision. 
However, the rank order of the perrznt- 
age of change after lectures followa the 
rank order after group deckbn, namely 
(from low to hi@), glandular meat, h h  
milk, cod liver oil for the baby, evapo- 
rated milk for the family* orangc juice 
for the baby. 

The oomtancy of this rank order may 
be interpreted to mean tbat me can 
ascribe to each of these f-under 
the given cirmrnstancea and for thm 
p a r h k  p o p u h t i o ~  + & 
gree of "mistance to change." The 
"force toward change" ~ u l t i n g  from 
p u p  decision is greater than the h 
resulting from lecture. This leads to a 
uerence in the amount (or h n e n c y )  
of charrge for the same food without 
ch@g the rank order of the various 
Ioods. The rank order is determined by 
the relative strength of thcir &stance 
to change. 

5. Comparing the second and the 
fd week, we notice that the level of 

c o n s u m p t i o a ~ t H e s a m e o r i a -  
creases -tly after group dEd- 
sion and lecture r e g d b g  evapomted or 
fresh milk. A p m ~ d  increase occurs 
after p u p  decisiw and after individual 
htruction on ad liver d and orange 
juice, that is, in all - regarding &nt 
feeding. Thisseema to be a &e&g 
phenomon if one comidem that nu 
additional instruction or piup d e d m  
was kbdud. On tbe whole, one m y  
be inched to expect we&- &mt of 
group. d& yith time and therefore a 
d- rather than an increrise of the 
m. To understand the problems in- 
volved, it is eswntial to formulate & 
question of mnditim, of soEiaI &mge on 
a more theomtid level. 

~ ~ S o d a l ~ l i n d  
tha Problem of Pemamnt ' Changn 
1. Tk O @ d ~  Of C h g e .  The objective 
of &al chaw might concern the nutri- 
tional standard of oomum$on, the 
economic standard of living, the type of 
grwp datim, the output of a m r y ,  
the productivity of an eduational team; 
It is important that a social standad to 
be changed does not have the nature of 
"thing" but of s " p m "  A cwhh 
standard of consumptiom, for instane~, 
m a w  that a cert& a c t i o n - 4  aa 
d h g  oertain deckions, buying* pre- 
paring,andanningcextainfoodma 

with a certain frea$ency 
within a given period. S i y ,  a certain 
t y p e o f ~ p r e l a ~ m e a a s t h a t w i t h i l l  
a g i v m p e r i o d c e h h ~ d I y  and host& 
actions and m c h  of a cextujn degree 
of d t y  occur between the m e m h  of 
two p u p .  changhg p u p  relatiom OT 
chmghg conmph  means changing 
'the level at which t h w  multitude of 
events p d .  In other words, th 
*led" of msumption, of e- 
o r o f p r o d u c t m i t y i s t o b e ~  
as t h e a s p e c t o f a n ~ d ~  

Any pl-Bdsodaa changewill have 
to consider a multitude of factors b 
&tic for the particular w. T%e 
change may require r more or less unique 
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FIG. 8. Gradients of resultant forces (f*). 

combination of educational and organi- are treated more elaborately elsewhere.? 
zational measures; it may depend upon (A) The strength of forces which tend 
quite different treatments or ideoIogy, to lower that standard of social life 
expectation and o-tion. Still, cer- should be equal and opposite to the 
tain general formal principles always strength of forces which tend to raiw 
have to be considered. its level. The resultant of forces on the 

2. Thu ~~~ of a S a  @us+ line of equilibrium should therefore be 
stdimwry Epwkldb&m. The study of the zero. 
conditions for change begins appropri- (B) S i e  we have to assume that the 
ately e t h  an analysis of the wnditiom strength of social forces days shorn 
for "no change," that is, for the state of variations, a quasi-stationary equilib- 
equili b r i m  rium presupposes that the form against 

From what has been just discussed, it raking the standard in- with the 
is dear that by a state of "no &a1 amount of raising and that the forces 
change" we do not refer to a stationary against lowering in- (or remain 
but to a quasi-strttionary equilibrium; constant) with the amount of lom'ng. 
that is, to a state comparable to that of a This type of gradient which is h- 
river which flows with a given v e l d  y in teristic for a " p i t i v e  o e n M  force fiddjM 
a given dimdon during a certain time bas to hold at least in the neigbborbood 
interval. A sodd change is comparable of the present l e d  (Fig. 8). 
to a change in the velocity or direction (C) It is p k b I e  to change the 
of that river. strength of tbe *ping forca without 

A number of statements can be made changing the level a€ social conduct. In 
in regard to the conditions of quasbta- this case the tmion (degree of conflict) 
tionary equilibrium. (Thm conditions incream. 

7 K, Lewin, "Fmntim in Group Dynamics: Concept, Method and Reality in Social Science; Social 
Equilibria and S d  chqe," E m u  K$&s, I, 1, June., 1947, pp. 5-42. 
*lM. 
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3 . , T w  Bask M&o& of C-ng 
of Cod&. For any type of aocid 

e t ,  it is of great practical im- 
wee that levels of quasi-statiomry 
@hbria can IM changed in either of 
twv ways: by adding forces in the desired 
direction, or by diminishing oppahg 
form. If a change from the level LI to b 
is brought a b u t  by increasing the form 
to& L2, the secondary effects should be 
diffemt from the case where the same 
change of level is brought about by dim- 
j & h g  tbe opposing forces. 
h both GEES the equilibrium might 

I 

change to the ssme new level. The 
i s e ~ d n r y  effect should, bowever, k 

q&e diieren t. In the h t  case, the proc- 
a on tbe new lwel would be acc0111- 
@ed by a state of relatively high 
tension; in the second me, by a state of 
relatively low tension. Since in- 
of t~nsim above a certain degree is likely 
to be p d d e d  by higher aggrheneas, 
high& emotionality, and lower conbtruc- 
tivenw, it is dear that as s rule the s e ~ -  
ond method will be preferable to the 
high prerrrnrre method. 

The group decision procedure which b 
used here attempts to avoid high pres- 
sure methods and is sensitive to mist- 
ance to change. In the cent by 
Bavelas on changing production in fac- 
tory work {as noted below), for instance, 
no attempt was made to set the n e w p  
duction god by majority vote because a 
majority vote forces some group mem- 
bers to produce more &an they conder 
appropriate. These individuals are M y  
to have some inner resistance. Instead a 
procedure was followed by which a goal 
was &cam on which everyone d 
agree .fully 
Itispcd'b1ethatthesuccessofgroup 

Man and p d c u h l y  the permanency 
of the.effect is, in part, due to tbe attempt 
to bring abut a fivomble decision by 
removing counterfom witbi the in- 
dividuals rather than by applying out- 
eiaepmwe. 
Tbe surp&iug In- fmm the 

;ND SOCIAL CHANGE 

second to the fourth week in the number 
of mothers giving cod liver oil and orange 
juice to the baby can probabry be ex- 
plaintd by such a d- of counter- 
forces. Motbers are likely to handle 
their first baby during the h t  w e e h  of 
life somewhat cautiously and become 

teady for action as the cbild grows 
s-- 

4. S d  H& a9ld GTmp StandaTdp. 
Viwing a &al statiomuy process as the 
result of a quasi-stationary equilibrium, 
one may expect that my added force 
wiU change the level of the v s s .  The 
idea of "social habit" wms to imply 
that, in spite of the applimtion of a force, 
the level of the mid process will not 
change because of some type of "inner 
resistance" to change. To overcome this 
inner mistance, an additional f o w  
seems to be required, a force &ent to 
"break the habit," to "unfreeze" the 
custom. 

Bdany social habits are anchored in tbe 
relation between the individuals and- 
certain group standards. An individual P 
may differ in his personal level of con- 
duct &) from the level which represents 
group standards h) by a certain 
amount If the individual should try to 
diverge "too much " from group stmd- 
ards, he would hd h b d f  in incmshg 
dikdties. He would be ridiculed, treated 
-rely and hal ly  ousted from 'the 
group. Most individuals, therefore, stay 
pretty c h e  to the standard of the groups 
they Mong to or wish to belong to. 
In otber words, the group level itself 
quires  value. It becomes a positive 
valence corresponding to a central force 
field with the force fP,, keeping the 
individual in line with the standards of 
-the p u p .  

5. I d d d  P ? ~ ~ w  and Gr@ 
PIdw8s of Changing S W  Cotdud, 
Ifthemis-tochangedepdspdy 
on the value wbich tbe group standard 
has for the individual, the lesistanoe. to 
. ~ & o u l d ~ i f o n t ~ e s  
the s h n &  of t h e  d u e  of the group 
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&. 9. W e c t  of group dacision on sewing-machine operators. 

standard or changes the leveI perceived unchanged, the individual will resist 
by the individual as Having d d u e .  cbang~  more strongly tbe farther he is to 

This secmd point is one of the reasons depart from group standards. If the 
for the efiectiven- of "group carried'' group standard itself is  changed, tbe 
chgesO resulting from p d u m  which . resistance which is due to the relation 
a p p h  the individuals as p r t  of face- htween individual and group standard 
taface group. Perhaps one might expect is eliminated. 
single individuals to be more pliable than 6. Changing as u Threestep Procedure: 
group of likeminded individuals. How- Unfieezig, M&g, a d  F ~ m * n g  oj n 
wer, experkme in leadership training, M. A cbange toward a higher lwel of 
in changing of food habits, work prduc- group performane is frequently short 
tion, criminality, alcoholism, prejudices, lived: after a "shot in the arm," group 
all indicate that it @ usually easier to H e  soon returns to the previous level. 

individuals formed into a group This indicates that it daes not &ce to 
than to change any one of them sepa- d e h e  the objective of a planned change 
rately." As long as group standards are in group performance as the reaching of a 

9 N. R. F. Wer, P w g y  in I b t r y  Dastw: Houghton Mifatn Co., 1946). 
10 g, h w h  and P. Grabbe I&) up. oil, 
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m the procedure b r'ehthvly d g  
executed, m othem it r e q k  skjIl and 
~ p p s e s  certain general conditions. 
Managers rushing into a factory to raise 
production by group decisions me likely 
to enmuter fdure. In social manage- s ment as in mediche there rue no patent 
medicines and each case demands awful a 6- [ h e  reason why group decision faeili- 
tateschange is illustrated by Wihmm.*  
F i  10 shows the degree of eagerness 
to have the m e m h  of a students' eating 
coouemtive chanpe from the comum~- 

no. 10. Relation between own food prefer- t& of white b & d  to whole wGt. 
emm and -mesa to succeed When the change was simply requested 

the degree of eagerness varied greatly 
different h e l .  Permanency of the new with the degree of p m n d  Npreferenw 

, level, or permanency for a deajred period, for whole wheat. In case of group deci- 
shouId be included in the objective. A sion the wane85 seems to be PelatiVel.~ 
s u d  dmge includes therefo~ three independent of p m n a l  prefwence ; the 
aspects: (if ne-1 the individual seems to act mainly as a 
present level L, moving to the new Iwel "group member." 

md freeaing group life on the new 
level. Since any l e d  is determined by a ~UMMARY 
force field, v e y  i m p h  that the 
new force M d  is made relatively secure Group decision is lh process of mid 
against &qt. lnmqeme~lt OX self y t  of 

The Lrunf&g*' uf the present level group. It is related to d channels, 
may involve quite diffemt problems in gates and g s ~ e e p e r ~ ;  to the problem of 
different casea. Allprtll has dwrikd social perception and planning; and to 
tbe Ucatha*ii'~ which seems to be nec- the relation between motivation and 

before prejudices a m  h removed. action, and bet- the individual and 
To break open the shell of complacency the p u p .  
and seIf-righteousue~~, it ia Experiments are qmted in w W  
neoensarytobaingahtdelibtelyan Cesta in~thodsof~dec is ionprove  
emotiod stir-up to h s u m r  to lecturing snd M u d  

F"lgure 9 pmenta an example of the treatment aa means of changing mcial 
effect of three group decisions of a team conduct. 
m a -ry reported by Bavelas 'B which The effect of group d e d h  a p& 
illusbtes an u n u d y  g d  case of ably be best u n d e r s t d  by relating it 
pemmency of maswed over to a theory of g u a a i - ~ ~  d a l  
nine months. equilibria, to social habits and resistance 
The exprbents on group de&ion to change, and to thevariou~pmbhna of 

reported here cover but s few of the u n f d g j  changing and freezing sDcial 
necemry variations. Although in wm levels. 

' G .  W.hll@, "Catbar& and th Redaction of Prejudid' in K. k w i u  and P. Gmbb (a *. &, 3-10. 
YmO.B.F. Ynk,o* .&.  
Pg. h d n  'IF- M u d  Fwd &bib , . .," op. Fil. 


