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Changing Behavior 

Through Simulation 

An Alternate Design 

To T - Group Training 

Alton C. Bartlett 

As wil l clearly b e seen f r o m t h e 
fo l lowing excerpts , t aken f r o m in-

te rv iews w i t h over 80 t o p m a n a g e -
m e n t people , some express serious 
d o u b t s or reservat ions a b o u t T - g r o u p 
t ra in ing . 1 

It's group psychotherapy. I don't want 
my decisionmakers to have to expose 
themselves to unstructured attacks on 
their psyches. Just can't believe it is 
right to force people to subject them-
selves to such a possible psychological 
threat, and, it is no damn good on a 
voluntary basis where some participate 
in laboratory training and some don't, 
especially since those who really need 
it don't go. Leaderless, no content 
training is a waste of time. Such train-

ing away from home is too expensive 
for us to afford, unless it can be sta-
tistically proven it does indeed have a 
highly significant impact on more ef-
ficiency in terms of planning, decision 
making, reduced costs and higher 
profits. No report yet, has satisfied 
me that what they supposedly learn 
away is ever carried home and used 
effectively, over time! (Italics stand 
for respondent inflection as heard on 
tape recorder) 

I t is i m p o r t a n t to n o t e t h a t t h e y a re 
n o t alone. M a n y "qua l i f i ed" a c a d e m -
icians h a v e also ra i sed ques t ions on a 
var ie ty of d i f fe ren t points . 

Th i s ar t ic le offers h o p e fo r t h e cor-
po ra t ion w h i c h is u n c o m f o r t a b l e ex-
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posing executives to what it perceives 
as a traumatic experience. It says, 
T-groups are not the only way to 
"make opportunity for expansion in 
depth" available. It describes an alter-
nate (other than T-group) training 
design for improving individual man-
ager's "interpersonal competence."4 It 
reports success, in 300 to 500-employee 
organizations.® Individuals do come 
to own the conceptual tools of the be-
havioral sciences, and they do carry 
information and attitudes away from 
the laboratory, back to the workplace. 
They also demonstrate improved per-
formance on their job, and facilitate a 
significant increase in productivity and 
quality, a reduced absenteeism/turn-
over problem, plus cost reduction, 
which vastly improves the profit pic-
ture.6 

Objectives and Assumptions 

1. Fundamental to this design is the 
assumption that: it is easier to 
change behavior than attitudes! 
Why launch a direct onslaught 
upon the latter when they will 
follow if the former is changed? 

2. Man may say (but he seldom be-
lieves ) he doesn't "know it all." 

3. Unless currently under extreme 
pressure from authority figures, 
man (drawing on his entire past 
experience) will recall favorable 
examples as proof that he does a 
fine job in dealing with and un-
derstanding people. 

4. Man's attitudes concerning hu-
man behavior are deeply in-
grained. H e possesses an "atti-
tudinaV' sound barrier which must 
be penetrated before behavioral 
changes can occur. H e must be 
"unfrozen," then changed.7 

5. If someone engages you in theo-
retical discussions about human 
behavior, not grounded in your 
frame of reference, you may see 
them as interesting or even useful 

but, you certainly will be guilty 
of "selective exposure and aware-
ness" plus "perceptual defense."8 

6. The usual lectures and confer-
ences which (at best) spoon feed 
neatly manageable bites of 'wis-
dom' are not nearly powerful 
enough to break through an "at-
titudinal" sound barrier. 

7. Lasting changes as a result of 
conventional classroom methods 
are quite unlikely: their impact 
is temporary. Permanent changes 
call for utilizing unconventional 
methods. 

8. One unconventional method for 
changing behavior, strong enough 
to pierce the "attitudinal" sound 
barrier, is simulation. This in-
volves, under the guise of skill 
training, having subjects (Ss) 
practice doing differently (in a 
laboratory situation). As they are 
given rewards for doing differ-
ently, their attitudes will (absent 
pressure) tend to soften. 

9. Next, their conventional behaviors 
will be experienced as inade-
quate, and they will start to 
change by the mechanism of 
"identification. "9 

10. By gradually changing the organ-
ization's structure and reward 
system to keep pace with the 
changes in behavior being simu-
ulated, behavior on the job will 
also change by "internalization."10 

As it changes, if favorable feed-
back and payoff continue to be 
received for change, their atti-
tudes will also adapt. There will 
then be a "refreezing."11 

The Training Design 

The primary vehicle, intended to 
carry most of the burden down the 
long road to improved interpersonal 
competence, is a training program os-
tensibly to improve communications. 
There are several reasons. 
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To begin with, improvement in in-
terpersonal competence is partially 
dependent upon a free flowing dia-
logue between all principals. It is im-
portant, therefore, to focus everyone's 
attention upon fundamentals of com-
munication like to whom, why, where, 
when, what, and how. While informal 
skills ought to be upgraded early, 
formal skills must be. 

Secondly, communication is a neu-
tral subject in the sense that it is devoid 
of "content."12 The focus is entirely 
on "process."13 Though this design 
also calls for introducing a number of 
conceptual tools, it is important that 
none of them are specifically related 
to the company's policies and pro-
cedures. Usage of material of this 
nature allows the change agent (CA) 
to be an expert in how, not, a judge of 
what. This is conducive to the rapid 
creation of a climate of trust between 
CA and Ss. Said climate could be 
vital, for example, if there were ex-
pectations of much frustration, uncer-
tainty, or bitterness among partici-
pants. It could facilitate their unload-
ing problems and achieving catharsis. 

A third reason is that since the pur-
pose is to increase everyone's capacity 
to work effectively with others, a prac-
tical and painless method, in what will 
be seen as a natural site, has to be de-
vised. Simulation in an in-house lab-
oratory is herein proposed to satisfy 
both of these and at the same time: 
(a ) accomplish goals similar to those 
of a T-group, while; (b ) recognizing 
and being responsive to objections 
similar to the ones above. Consider 
the reasoning behind this proposal. 

A Practical and Painless Method 

Skill training in communications, 
where Ss would continually get to 
practice "listening and telling,"14 will 
lend itself naturally to broadening 
their frame of reference and percep-
tions related to human behavior. In-

terpersonal competence will be devel-
oping as a by-product of doing dif-
ferently: ( a ) while practicing new 
behaviors they will be receiving de-
scriptive nonevaluative feedback as to 
how well they are doing; (b ) rewards 
will flow for more empathic, creative, 
open behavior from both CA and 
peers, and; (c) the intimidating spec-
ter of failure, as new risk taking ac-
tions are tried, is not present because 
the emphasis is on learning a skill, 
not the ancillary behaviors. 

A Natural Site 

Now there are clearly some distinct 
advantages to employing the concept 
of the "cultural island" in terms of 
being away from the daily grind 

. . . in order to train adults in new 
patterns of interpersonal behavior it 
is desirable to remove them from their 
standard environments and place them 
in special environments where they 
are free to innovate, practice, and test 
new behaviors, (my italics)1 5 

There are disadvantages too. Often a 
firm cannot spare whole days, let 
alone weeks, from any number of their 
supervisor's work time. Perhaps they 
cannot justify the cost of travel, rooms, 
meals, plus salaries. To the heads of 
many small, highly-competitive firms, 
these are legitimate obstacles.16 Even 
more important, from a broad view-
point, one certainly cannot even try 
to carry newly-learned behaviors back 
to the job while away from it. Ulti-
mately, however, comes the question 
as to how one (or a dozen for that 
matter) manager, returning with even 
evangelical fervor from two weeks ex-
posure to a T-group, can be expected 
to have very much lasting impact on 
organizational climate? If he tells 
others what he experienced (and most 
cannot articulate this well) peers are 
unlikely to understand, and suppose 
they did, could this cause them to 
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demonstrate a new pattern of be-
havior? If he engages in the same 
open, risk taking behavior back home, 
as the T-group climate may elicit, 
many will view him as "some kind of 
a nut"! If he encourages others to 
join him, he (and in many cases they) 
may lose his job for starting an insur-
rection.17 

To counteract such disadvantages, 
what could be a more obvious and 
natural laboratory for changing be-
havior than a classroom where com-
munications skills are being worked 
on? When you are simulating new be-
haviors every day in class, and then 
going back to work, it is easy and 
normal to try them out while they are 
fresh in your mind. Where reactions 
are favorable to new methods, and 
this program improves the kind of be-
havior that will make them so, there 
is an immediate reward which cannot 
help but enhance the transference of 
new patterns of behavior from class-
room simulation to the real world of 
the job. 

To summarize the third reason, the 
training design attempts to set up a 
modified form of cultural island with-
in the plant. Programs are 

. . . conducted in locations which are 
psychologically if not geographically 
remote from everyday life.18 

To illustrate, one conference room 
can be turned over completely to the 
program, making absolutely certain by 
words and deeds that this is their 
private sanctuary: a place apart. To 
assist in this, make sure regular com-
pany business is not conducted there 
during this time, never let any super-
visor be taken away from the labora-
tory to attend to matters of business 
( the point is that this program is of 
equal importance), and; make sure 
whatever goes on in the room is not 
carried away and reported to supe-
riors.19 

Remember, an attempt is being 
made to introduce change from the 
top down, through all levels of man-
agement at once. To accomplish this, 
continuing classes using simulated be-
havior are run, which will be taken in 
turn each day by each different level 
of supervision. Certainly this will af-
fect: ( a ) their interactions, senti-
ments, norms, activities, and sym-
bols20; ( b ) the formal, informal, and 
nonformal social structure,2 1 and; (c) 
the existing technology22 in the work 
place each successive day. It is meant 
to! Unless you close the plant down, 
such an all encompassing change has 
to be undertaken in the work place 
during regular operations. 

Finally, a last reason for electing 
communications training is that it 
seemed desirable to provide the means 
by which Ss may develop their own 
new guidelines to fit their own new 
behavior. Where do they want the 
formal channels of communication to 
be? Conference leadership training, 
as a sub-part of communication, is a 
practical way for this and other guide-
lines to be studied, discussed, and es-
tablished while they are purportedly 
mastering the skills of the "good" con-
ference leader. This is also how they 
get considerable practice thinking and 
acting within the framework of de-
cision making, but with no threat of 
punishment for failure. It develops 
more confidence, certainty, attention 
to process, and responsibility for when 
they are back in the day-to-day life 
of the real organization. Let a loser 
feel free to try to win and he gets con-
fident. 

Case Method Techniques 

The two major techniques selected 
to best provide simulation are the case 
method and role playing. Of course, 
these would be supplemented, as ap-
propriate, by other techniques such 
as specially created "spot lectures" of 
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150 to 400 words, the Pigor incident 
process,2S and other meaningful exer-
cises on occasion to portray an essen-
tial fact or clue.24 

A series of case problems and inci-
dents can be developed which consist 
of factual, uninterpreted accounts of 
problems which have taken place 
within the organization. Earliest ones 
can include a description of what hap-
pened (what people did, said, and 
thought), real in every detail but, of 
course, disguised to render identifica-
tion impossible.25 Later cases should 
get increasingly vague and sketchy so 
that Ss will have to project much of 
their own frame of reference into 
them. The CA usually discovers a 
considerable number of Ss who are un-
able to define company policy while 
in this phase. Frequently, during a 
discussion of a case, Ss can be asked 
to act out what they are saying. The 
other roles required can best be acted 
out by the CA as he knows best how 
to structure the situation to get the 
desired result. Here is where Ss get 
the first glimmer of their interpersonal 
deficiencies in not being "socially sen-
sitive and behaviorally flexible."28 

Note they experience it; they are not 
told or scolded. 

Role Playing Techniques 

Interaction situations, adapted in 
advance from real ones that took place 
in this company, and which are loaded 
with emotional elements, can be intro-
duced. The two basic roles are inter-
viewer (ler) and interviewee (lee). 
The former is the important role. Ier 
should get minimal coaching and lit-
tle time to prepare. Set the scene with 
him out of the room! The latter role 
requires a stooge, "programmed" to 
give the appropriate response (re-
ward) , only if the Ier shows facile in-
terpersonal competence. Whenever the 
Ier deviates, the lee does not give him 
any reward, in fact, he lies, crys, talks 

incessantly, yells, clams up, or usurps 
role of Ier. In other words, part of the 
learning comes from peers observing 
lers, but this cannot happen unless 
the lee is carefully coached. Experi-
ence seems to suggest that the lee 
should: ( a ) be given his fact sheet 
several days in advance, at which time 
the mood should be established, so he 
will have time to study and think his 
part through; (b ) be carefully coached 
again in front of the whole class be-
fore bringing the ler in and setting 
him up. 

It is extremely important that these 
role play situations are never allowed 
to be seen as a win/lose encounter. 
The point must be repeatedly stressed 
in giving pre role play instructions 
that these are only being done to pro-
vide a basis for discussion and it is to 
be expected that the Ier will have a 
tough time: the deck is stacked against 
him on purpose, and everyone must be 
allowed to see this as the coaching is 
done in front of them. Consider ex-
cerpts from consensus of S's after train-
ing: "since we believe no one's job, 
or income, is hanging on the outcome, 
since we learn our boss will not find 
out, and since we perceive it as a situ-
ation which appears far removed from 
our own job and company, we view 
this as a safe environment." 

In sum, opportunities for growth 
are provided Ss as: ( a ) interviewers, 
where they have an opportunity in this 
safe environment to test a variety of 
approaches to real situations encoun-
tered every day in their jobs; (b ) 
interviewees, where they have a 
chance to experience such broad dif-
ferences between autocratic, demand-
ing, unsure, emphatic, risk taking, cre-
ative, open, and other types of bosses, 
and; (c) observers, where they have a 
chance to watch and analyze actual 
interactions between two people in a 
work oriented situation, and to specu-
late what they would do if it were 



44 Training and Development Journal 

their turn "on camera." 

Two Tape Recorders 

One tape recorder is used only dur-
ing role playing, discussions of cases, 
or mock conferences. It provides for 
instant playback that allows diagnosis, 
analysis, and prescription of alterna-
tive courses of action while it is still 
fresh in Ss minds. The second runs 
continuously each session so every-
thing is captured for later review. It 
is very important to re-record27 tapes 
in such a way as to render all voices 
unrecognizable though understand-
able. Ss are then free to borrow them 
to play again so as to heighten learn-
ing through recall. This can be more 
conducive to learning than some of 
real life. For the most part a real 
encounter is over before one has time 
to gather his wits about him. There is 
no way to bring the episode back to 
see it as it really happened. Either 
one is left to walk away muttering 
when he said you're fired, I should 
have said you can't fire me, I quit, or, 
as it becomes ancient history most of 
us embellish our performance until at 
long last we distinctly remember how 
we put him in his place so he'll never 
forget it. 

The advantage offered by simula-
tion exercises is that anyone may bring 
up any number of ideas that might 
have worked, and they can be acted 
out and replayed on the spot, and 
later, for comparison with former tac-
tics. Now all this amounts to is trial 
and error, but this is known to be a 
most effective way for learning com-
plex behavioral skills and what effects 
they have on others. 

Preserving Anonymity 

To assure Ss that their behavior will 
not become known to their superiors, 
fish, bird, and animal names can be 
affixed to name tags and distributed to 
each S at the opening session. Between 

using names no way connectable to 
the S, and re-recording tapes so no one 
connected with the firm ever hears 
the originals, Ss believe they are pro-
tected. The CA also establishes from 
the outset, however, that he owns the 
tapes, and in addition, demonstrates 
how a re-recorded tape sounds. 

Implementation: Stage One— 
Perception 

The initial step, after warmup, is to 
cause each S to recognize that what 
he sees is not simply "what is," but is 
rather, a product of what is in his 
brain acting upon a picture received 
from his eyes. In short, the mind sees; 
the eyes only send information to the 
brain for interpretation. Each one's 
brain, in turn, is conditioned by all of 
one's socio-politico-psychological-eco-
nomic environment and experience. 

To insure that this message breaks 
through their attitudinal sound bar-
rier, several different illusory devices 
can be introduced.28 The CA has used 
a stencil cutout of the letters SLY in 
capitals on a full sheet of white paper, 
in white. Managerial Ss have been 
96% (289/300) unable to "see" the 
letters because they said, "they as-
sumed that they were looking at dark 
letters on a light background," which 
(based upon a lifetime of experience) 
they expected.29 When told the back-
ground is dark, the letters light, their 
eyes refocus and they report "seeing it" 
at once. Another strong eye opener is 
Leavitt's picture of the two women.30 

These, and a myriad of others, all 
serve another purpose (tension relax -
er) too. 

While the majority will claim they 
"see it" right away, someone always 
admits he doesn't make anything out. 
This triggers hurried glances and fur-
tive whispers. Then Ss begin to buzz 
and openly show each other what they 
see. Many, who claimed at first to 
"see it" can clearly be heard on the 



46 Training and Development Journal 

tape, later, saying such things as: 

Oh! Now I see it. Well I'll be. Ha 
Ha! Clever? Hmmm! Ha! Ho! Hull! 
Isn't that the darndest thing? My God 
I felt my eyeballs snap when you 
pointed it out for me. I really couldn't 
see it. I don't see it yet! Show me. 

Experience has shown the impact of 
this is tremendous, and it should not 
be necessary to note the purpose is 
not to entertain, but to get a concep-
tual understanding of perception. It 
may be unorthodox, but it works. The 
first session starts with this because the 
balance of the material draws upon it, 
and only because it leads off is there 
such a strong overtone of hokum. 

Frame of Reference 

This concept is presented in the 
form of a paper and pencil exercise. 
It grows quite naturally out of percep-
tion. Ss are given two tasks: (a) make 
a 6 from IX by adding only one more 
line; (b ) using no more than four 
lines, connect three rows of three dots. 
Despite the care that is taken not to 
convey a frame of reference, Ss indi-
cate later they felt as if they had to 
stick with what they perceived as a 
given frame of reference. They say, 
IX, like a Roman Numeral, seems to 
call for a straight line; the nine dots 
appear as a square, and suggest no 
line should be drawn outside of it. 
Since the IX can only be made into a 
6 by adding a crooked line (SIX), and 
you must go outside of the dots to 
connect them, only slightly over four 
per cent ever accomplish the task.31 

To repeat, the purpose of such exer-
cises is to send a concrete message 
about perception and frame of refer-
ence which can be reintroduced when-
ever appropriate. The CA needs only 
make a comment such as: 

Remember, some people just cannot 
see that old woman . . . you are 

searching within those nine dots for a 
solution again, or, trying to get (SIX) 
the hard way? . . . 

and the S will smile or chuckle as he 
recalls how he handled the exercise 
or (as sometimes happens) how he 
didn't "see" SLY for over two weeks. 
Of prime importance, though, he will 
remember the message about percep-
tion. 

What a set of words, or a particular 
action, means to you or me depends 
upon our "frame of reference." That 
is, if my way of thinking or looking at 
things is different from yours, I will 
get a different meaning from the same 
communication . . . To develop a 
common understanding, it would be 
necessary for at least one of this pair 
to learn the other's . . . way of look-
ing at things.32 (my italics) 

Time can be spent having Ss practice 
on three or four line "caselets"33 where 
they can learn either to: (a ) get into 
the other fellow's frame of reference; 
(b ) get him to join theirs, or; (c) 
both move to some neutral ground. 
At this stage the first one is definitely 
encouraged. 

The Plurality of Self 

A matrix may be drawn for the al-
ternates of our "self."34 This one in-
troduces Ss to at least four possibili-
ties. Self A is known to me and 
everyone else (I wear glasses). Self 
B is known to me but not to others 
( I abhor both art and opera, but pre-
tend to care when a colleague treats 
me by letting me see or hear his favor-
ites). Self C is unknown to me yet 
everyone coming in close face-to-face 
contact with me knows and conceals 
from me that (I have bad breath). 
Self D is unknown to me and all others 
too. (How many times have we said, 
I was shocked or I had no idea X 
was like that? Well, remember, X had 
no idea he was like that either, be-



August 1967 47 

Table I 

Four Alternates of "Self" 

Known to Others Unknown to Others 
.Known to Me Self A Self B 

Unknown to Me Self C Self D 

cause had he only realized it, he could 
have sought help) . 

Since the focus of this change pro-
gram will be on. Self B and C, some 
technique has to be devised to cause 
each S to examine his own carefully, 
without being allowed to become un-
duly frightened at such an early stage. 
One technique the CA often uses in-
volves the introduction (via a story) 
of a friend who really exists. He can 
become a sort of surrogate: effective 
for introducing ideas.35 

The story notes this friend always 
has the Ss he trains "write out one or 
two things about their Self B on a 
piece of paper, anonymously, and give 
it to him." At this point, instead of 
telling what the friend learns, CA 
writes the results on a sheet of paper 
which he folds, and gives to a high 
status S to hold. "To better demon-
strate," CA then asks each S to do 
what the friend's Ss do. Papers are 
gathered and read aloud without com-
ment. The S, holding what the CA 
had written, is now asked to read it 
aloud. The CA wrote, "over 60% 
usually indicate in one way or another 
that they have a feeling of insecurity 
or inadequacy."36 

The point almost makes itself: most 
managerial groups, no matter how 
high the level, will respond in a simi-
lar manner. CA can now ask Ss to 
"look around the room at your peers." 

Do you realize that over two out of 
three of your peers in. this room feel 
this way, and admit it? Perhaps more 
secretly feel this way! This is true all 

the way up in your firm. Imagine the 
improved atmosphere if you all started 
leveling with each other when you are 
unsure, instead of bluffing, blustering, 
and trying to conceal your uncertain-
ty. 

In this spot lecture, CA can also re-
state the prime objectives are to: ( a ) 
give each one the opportunity to open-
ly admit we do not always have an-
swers; (b ) provide the time and a 
place to seek to find answers; (c) ex-
periment with being open, giving and 
getting descriptive nonevaluative feed-
back, taking risks, and; (d ) to do this 
with confidence because there is no 
longer a need to be afraid of being 
punished, ridiculed, or found out for 
doing so. The CA always has talked 
openly of his uncertain self at this 
moment, too. 

Illustrating the Importance of 
Feedback 

Have Ss select one S who is good 
with technical material (engineer) to 
help in a demonstration. Seated at the 
front of the room, with his back to the 
group, and given a sheet with a num-
ber of like geometric objects arranged 
in a specific spatial way,37 S is asked 
to describe (with no verbal or visual 
clues from other Ss) what he sees 
while they try to create an exact rep-
lica. The results are anything bu t a 
duplication of what he sees. This is 
repeated with a second S who is al-
lowed to face Ss and receive yes or no 
responses, only, from them. These 
copies will be better. Finally, a third 
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S repeats this but he is allowed com-
plete freedom, visually and verbally, 
to interact. Now practically all Ss are 
able to draw a facsimile of the orig-
inal. Important points about feedback 
can be stressed. 

Communication often is much faster 
if feedback is eliminated, but it is 
much more effective in obtaining su-
perior performance, even if much 
slower, when feedback is allowed. 

Improving Communication: 
Stage Two 

Far more is meant by improving 
communication than just writing clear 
memos. Managers must master oral 
communication. They need to know, 
in addition to how to communicate, 
what, where, when, why, and to whom! 

When to Communicate and Why 

The transition can be smooth. What 
happens as a result of poor, or no, ex-
changes of verbal and visual informa-
tion has already been demonstrated. 
The use of a before and after type of 
approach (similar to the two-part 
"Case of the Extra Half Plum"), in 
which Ss hear carefully staged pre-
recordings of what is bad, then good, 
nondirective interviewing technique, 
paves the way for discussing the whole 
matter of communication. 

How to Communicate 

The natural breaks between class 
sessions must be utilized to assign 
outside readings. By the time they 
reach this point, Ss need to feel at 
home with several concepts including: 
"active listening,"39 "empathy,"40 "de-
fensive communication,"41 "master-
minding,"42 "premature judgment,"43 

and "probe,"44 to name but a 
few.45 Since they do read about them 
out of class, too, considerable time 
can be spent in class to allow them to 
own these concepts. Exercises, spot 
lectures, case problems, role playing, 

and reports of findings from additional 
research will all assist in this under-
taking, and much can be accomplished 
with anecdotal material also. 

To Whom to Communicate, What, 
and Where 

A never ending source of amaze-
ment is how much less common agree-
ment is found among supervision as 
to where they are supposed to go to 
provide information, what to tell, and 
to whom to tell it, than textbooks, 
based on the idea of a rational man, 
would have us believe. Most Ss really 
do believe they know, until they are 
confronted with specific situations. A 
recent change program uncovered a 
company's Table of Organization ( re-
port to, structure) set up in such a 
manner that when certain types of 
communication were issued through 
the normal distribution system, seven 
second level supervisors, with 30% of 
the work force reporting to them, 
would not hear of the order and thus 
could not pass it on. 

It is vitally necessary, therefore, to 
allow Ss time to work out and under-
stand the formal channels of com-
munication: what do they say, and 
where do they say it, to tell whom: 
(a) there is a shortage of a scarce 
material? (b ) you are unable to meet 
specifications? (c) of an easier way to 
do something? (d ) about an employee 
with halitosis? (e) of a personal prob-
lem adversely affecting your work? 
( f ) that hot order the president said 
must go out today isn't going? Role 
playing is invaluable for this, and so 
is the mock conference designed to 
allow practice in conducting an effec-
tive conference. Ss actually decide the 
answers while using these problems 
only to practice learning how to de-
cide. 

A Final Word About Role Playing 

Despite the protestations of many 
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that role playing is little more than a 
game, or, just isn't real life, the evi-
dence (this CA finds) is quite the op-
posite.46 Granted there is a brief mo-
ment of self-consciousness when Ss 
show off or laugh nervously. Some 
even try a finesse, asking much like 
the method actor might, about the 
motivation of the part. 

Handle this, however, and they will 
throw themselves into their part so 
completely that they lose their inhibi-
tions and assume their real life iden-
tity. That is, as they begin to dig in, 
they get anxious to show how well 
they can do, and they pull out all the 
stops. This means they handle inter-
viewees in the normal manner includ-
ing browbeating, pleading, yelling, or 
passing the buck. Whether 1,9; 1,1; 
5,5; 9,1; or 9,9 managers, this is where 
they will drop the facade and show 
their true colors.47 

A vice president, while playing the 
role of a production foreman, was try-
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ing to get an employee (actually his 
own boss) to work overtime on Satur-
day. The employee, coached not to 
agree for Saturday, but to jump at 
Friday night or Sunday, provided the 
interviewer (using the proper tools 
supposedly learned) listened, showed 
he understood, and offered the alterna-
tives himself. Interviewee was not to 
volunteer, hint, or make it easy. After 
one of the worst exhibitions of au-
thoritarian pressure possible, includ-
ing masterminding, arguing, and thin-
ly veiled threats, with no attention to 
the employee or any alternate solu-
tion, the VP lost control. H e became 
red-faced, began screaming and 
pounding on the table, and finally 
fired the employee in a tirade 

I'm not mad. I never get mad (louder). 
You wait, I'll fix it so you never get 
another day's work, damn it! I tried 
to be fair about this, see both sides, 
can't you see my point of view? W e 
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both have a job to do. I'm doing 
mine, you have to do yours tomorrow. 
That's an order! You say you won't? 
Alright, you're fired ! 

Conclus ion 

This has b e e n a descr ip t ion in some 
de ta i l of a p r o g r a m t h e C A has u s e d 
on a n u m b e r of occasions. I t wil l h e l p 
i m p r o v e t h e in te rpe r sona l c o m p e t e n c e 
of a corpora t ion ' s manage r s . T h e de-
s ign is i n t e n d e d specifically to do this 
w h i l e also be ing a t t en t ive to cer ta in 
reservat ions expressed in some qua r -
ters a b o u t t h e t - g r o u p a p p r o a c h . I t 
m u s t b e n o t e d : 
1. I t wil l not h e l p unless p rope r ly 

i n t r o d u c e d f r o m t h e t op down , 
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