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INTERVENTION IN VERTICAL. INTERGROUP RELATIONS

"L. Dave Brown
Department of Organizational Behavior
Case Western Reserve University

t. Introduction

fhe term "vertical intergroup‘relations“ re%ers to the rela-
tlons between groups that differ with respect to the power they
held ove; one angther. Although pfoblems of intefgrdub rela}ions
have interested behavforal scieﬁtists for years, there hes been
relatively little;atteetion paid to the complications ereated by the
combination of intergroup differences and power differences. By the
same token, a]thoughva good deal of attention‘has been paid to third
party intervention to improve relatjons between groups that are reia-
tively equal in power (e;g., Blgke, Shepardland Mouton; 1964; Alderfer,
19755; there hae been less systematic investigation of Interventions
In vertical intergroup relations.
| Unfortunately, many of the most explosive intergroup tensions in
modern societies grow out of Vertical_intergrbup relafions. The ten—’
sions be}weee blacks and whites in the-United States, the strife be-
tween Catholics and Protestants in Northern Ireland, the struggle be-
tween Independent truckers and the ICC, and the tensions befween the

United Farm Workers and the Teamsters can all be described as inter-

group conflicts In which one party holds more ﬁbwer than the other.

More systematic understanding of such conflicts and the processes of

@ . ’ .
constructive interventlen is very greatly needed.




The combination of power asymmetries and intergroup dffferences

1s particularly likely to produce explosive and viblent outbreaks of
conflict. The dynamics of the two conditions.are'potentially mutually
_relnforcing.

Research on intergroup conflict suggests that the parties develoe
negdative sterebtypes of each other, restrict or distort the informa-
‘tion flow between them, distrust and misunderstand each other's
fntentions, and create ideelogical positions that justify mutual
exploitation (Blake and Mouton, 1961; Deetsch, 1965). Intergroup €on-
flict tends to have a regenerative, self-fqlfflling quality: action
based on low trust and negative étereofypes elicits counter-action
that fulfills those expectations, andvso jusfifies further cycles of
escalatidn. \

Research on the impacts of power asymmetries suggests that subor-
dinates develop strong feelings about their superfors, and that eubor-
dinates carefully control the flow of information to their supefiors
(Smith, 1974: Jamiesqn and Thomes, 1974). Efforts by superiore to "
get information from subordinates can‘confirm the fetter's original
aﬁxieties and so lead to escalating cycles of negative feelings and
covert conflict. | -

Power asymmetries and intergroup conflict in combination can pro-
duce concealed tensions that occa5|onal]y explode -~ from the vantage
point of the superlors, without warning -- |nto intense overt conflict

or even violence. The dynamics of power asymmetry compel the subor-

dinate group to disguise its dissatisfaction for self-protection until




the pressure Is too- intense to conceal further or untll the group

has developed a sufficient power base to feel safe, In more overt

&

expression. In either case, the eventual expression of conflict
Is likely to be explosive,

This paper will describe several cases of third party interven-

tion to promoteicoopération between vertically related groups. The

“cases vary in outcome as well as on a variety of other dimensions;

theyfall brought togéther groups from opposite sides of some of ‘the
most fundamental cleavages in our society, ingluding age, wealth,
race, and sex. The cases will then be discussg&d in terms of several -

conceptual perspectives relevant to vertical jntergroup intervention.

'
L3

tt. The Interventions

—

The four cases all took place under the aegTETG? a foundation

whose founder sought to catalyze collaboration between the 'energy

and idealism'" of youth and the "money, access, and know-how'' of the
Establishment on behalf of social service projects in urban areas..
The foundation helped to organize and financially support ‘'dialogues'

in several large cities between '"Estab] ishment" representatives

. (mostly chief executive officers of large organizations) and young
/
o |
soclal activists (mostly from poverty-stricken, minority=group areas
. l N . .
: . \
in.the cities). The dialogues were convened for the purposes of

(1) promoting communication between two groups that seldom inter-
acted, and (2) organizing some cooperative project in which the

resources of the varicus participants could benefit the city. Most

dialogues took the form of a retreat for several days with a third

5 | o




They represent'lssues

Four dlalogues wull be dlscussed here.
en ountefed in all the dialogues, and pravide enough background for

.

G

! the di;éuséion to follow.
I

f
j#h "Establishment! side of this dialogue was composed of exec-

r

Communication

: .A.
! . ]
utives and professionals who were relatively ''young and action-
The "youth' representatives came from a variety of social
The ‘'youth'' group, like’the YEstablish-
. ' Although

f

oriented.
action projects in the area,
roup, was all white though it included several women

~l
ment"
gap," the partlcnpants soon dlscovered that there was relatlvely

|

the dialogue was expected to be focused on the ''youth Establlshment
little difference in thelr ages . or their social backgrounds even

The differences in life style did not mobilize the expected
" Some time was

though thelr choices of llfe style were drast(cally d(fferent
“gap-.

intergroup energy or conflict across the

The author was a facilitator in both the '"Fight' and
""Cooperation'' dialogues, and talked extenSIVely with

PR

%
the facilitators of the other two.
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spent in discussion of life style differences;vprob1ems‘of inter-

personal communieatioh, and a search for a pdssible project the" -

’ partlcipants might JOlntly undertake. But no project.emerged as

a.central energy source, and most of the dialogue was devoted to °

-.efforts to develop improved Anterpersonal communication. The dis- -

cussion of intergroup, as opposed to interpersonal, differences

drew relat|vely l|ttle;éttent|on. .

Although mos t partucnpants agreed that they had commun(cated

/
* with one another successfully dur‘ng the dialogue, no cooperatlve

project was underfaken nor were any follow-up act|v1t|es planned.

The dialogue created interpersonal bonds without ¢reat|ng any longer

term focus for cooperation among the participants,

II “

B, Wlthdrawal

This dlalogue brought together the bu5|ness 1eadersh|p of a .
large metropolltan area and the leaders of a black community organ-
lzatlon/that had eyolved from a street gang. The ''youth" represen-
tativeg_in this case came from one organization rather than a vari-

ity of affiliations, and so had a long history of work together.

Thi%/diaLogue also brought -together representatives of extremely

different cultures, with vastly different perspectives on the

larger society.

N

The dialogue took the form of several short meetings focused

on negotiating a specific project involving jobs for members of

the community organization, instead of the relatively unstructured

retreat designed to create a project on the basis of improved




communlcations. lnteractiOn in these meetings tended to be conflict-

bl

ful. It was difficult for elther group to understand the other's

point of view or concerns. . Nonetheless, it was agreed that the par=

'ties_would_undertake a project to provide job opportunities for care-

fully screened and guaranteed members of the organization.
v‘Alth6ugh.the project was Iaonthed and several people hired, it
soon began to falter. BUS|ness support began to evaporate as it
became clear that many: JOb seekers ‘had pollce records, and a wtdely-
publlcized attempt-to murder one employee'catalyzed the retreat of -

the remaining businessmen. A few newly-developed relationshfps

. between group members survived, but long-term cooperation between

the participatfng groups'did not.

C. Fight

The participanté in this dialogoe included chief executives of
a variety of large busineases and corporatfons headquartered in a /
metropolitan area and youngvpeople active in social projects in the
city's black, Polish Puerto Rican and Appalachian communitles
Although most of the “Establlshment” representatives knew each other
before the/dialogue, time_constraints made it imp055|ble for.there
to be much&pre-dialogue contaet among participants.

~

The dialpgue beganvwith efforts to find out more about the

as iIndividuals, and then moved to an exchange of

participant

" wviews of the‘problems>of the clty. This discussion took the form

of "youth" descriptions of problems in the i nner clty, particu]ariy

those related to business activity followed by sophistlcated




MEstablishment" explanations of why the problems were inevitable.

Ajthough the discussion produced‘unresolved tension between the
grdhbé, an uneasy truce was achieved around an "Establishment"
proposégwjofné'pfoject. But the "youth' suHs;quently rejeéted
that broject and withdrew in a caucus to Ugét thelr shit fogether.“
Several hours later—they returned to propose an alternative pfoject,
which the "Establishment' group reluctantly accepted.

Although the project was accepted at the dialdgue, it falled
to flourish. The “Establishment”.representatiVes lived
up to thelr commitment to facilitate fhé beginning of the project, but
the combiﬁatlon of teﬁhniﬁal difficulties, poor planning, and a
lack of interest from the "'youth'' group led to fhe project's demise
/

a month later. The two groups did not meet again in spite of en-

\

couragement from the foundation.

D. CooEeration

\

This dialogue took place in the same city as Dialogue C, but
with different participants. The “Establishment” representatiQes
came from large corpofations aﬁd philanthropic 6rganf2ations; the
“youth'' representatives were recruited from the Appalachian, black, ‘\
Polish,'and countechlture communities. ‘A facifitator interyiewed
all the ”Establlshment” participants about hoPe% for the dlalogue and the
"youth” parLlcvpants met several times with facllltators to get to- |
know one another befqre the‘dialogue itself began.

The dialogue égain began with iptroductioﬁs of the participants,

and moved to discussion of the problems of the city from the perspec-

*
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tives of both groups. This discussion resulted in agreements and
disagrqements both within and between the ghoﬁps; it becahé clear
that the ”youth”‘could learn from "Establishment" analysis, and

the ”Establishmenf“ couldifearn from "youth" dire;t experience.
Halfway through the dialogue, the ''youth' group presented.a project
proposal they haa devised in COoperatfon with an ”Establishment“
participant late the previous‘night. Though the proposed project

' \

was not accepted as a joint project, it did provide the base for

discussion of a variety of possible projects.
/ Ultimately several projects were devised during the dia]égue
to be implémented by mixed teams of MEstablishient" and ''youth'"

participants. Most of those projects were in fact pursued, and

~some of them developed local sources of long term funding and sup-

port. The participants met as a group several months later to
discuss their progress, and subgroups of participants have continued

to work together for a ‘variety of shé(ed goals,

tt1. INTERVENTION IN VERTICAL INTERGROUP RELATONS

These four cases will be used to illustrate four conceptual per-

spectives on the activities of the third parties involved. The four

\

. - ¢ . N ‘l‘-‘ ) .
perspectives are interrelated and overlapping, but they emphasize
dlfferent aspects of the intervention in the vertical intergroup

A -

relations described in the cases.

10




A. Diffusing the Impact of Powér Asymmetrles.

The existence of power differences be tween parties may have
effectS'on bpth.,_qugfﬁéés, for insténcé, may not understand wha't
resourceé gﬁggfrsﬁﬁordfnates can bring to cooperafion;‘ subordiﬁates
‘may be reluctént to run the risks of clear and open communjcationg.

When effective cooperation turns on explicit communication of rele-

vant information,. the tendéncy of power differences to sharply limit

both the ability to Hear and the ability to‘communicafe‘is<problematic.

’r

The Impact of power differentes on the dialogues varied, but in
most cases the vast difference i

\

social position of the participants
did not fetter communications as much as might be expected. In retro-

spect both structural and interactional phehoﬁena contributed to
- ) R \ . - N B
"evening the odds'' at the dialogues.

»

L

N

power differences. First, the 'youth'' and the "Establishment't
|

Two structural aspects of the dia]ogugs’he]ped to diffu%e the
participants were not highly interdependent in their ordinaﬁy lives,

|

as they might haye ‘been had they worked in the sameﬂorganiiatidns.

Aithough they came from very different places in the soci

al hier-
archy, the "Establishment'' participants had relatively Fittle direct

power over the "youth'' participants. Consequently the ''youth' par-
: |

ticipants were less constrained than others with a bigger stake in

'the system'' might be faced by. the same "Establishment' representa-
tives. Second, participants were %sked to c

ome to, the dialogue as
individuals rather than as representatives. Attending as represent-

. ) |
atlves of their very different constituencies would have pressed par-
O

P
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ticihéntQ to focus on the power aiffgrencés;.as Individuals, however,
participants were freer to re]ate t;'onevénothen,openly. The general
de-emphasns of roles allowed partIC|pants to interact on the basis of
Interpersonal qualities and to remain relatlvely uhhampered by con-
flicting expectations_bf their constitutencies. In céntrast to this.
general trénd, the '""Youth" repreSentativeé' ability.to negotiate for
~the community.brganization and the "Establishment's'' ability to nego- -
! : : :

tiate foh}théir businesses was critical to the '"Withdrawal" case.
UItimate]thensions‘betwgen thoes two constituencies erodéd éupport
. for continyed intéragtion of their representatfves before many inter-
peréonalhbppds could bé\eétabiished.

Power differghces wehe also affected by severél “interactioné]”

[ .

y £ - A
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aspects of the dialogues. Fiist, deaiing with

=

"'vyouth'' and. "Establishment" at all seemed to require that the ''youth"!
group -- which was typically selected from a brdad'spectrum»hf disad-
véntaged,groups, many of whom were in conflict with one another -~ |
-'”getfitéelf together‘.'l This unification took place late in the dia-
logue in thg.”Fight” case, and during thé preparation for the dialogué
in the “Cooaégation” case. Some level of internal solidarity among

: \\ . ‘ N,
the subordinate group seemed a prerequisite for dealing directly with

. ‘their superiors. Second, the subordinate group needed to demonstrate

N " .. . . ‘ ‘\\
the resources it krought to the exchange. Thus the community organiza-
_ o \ L
tion was uniquely able to screen its members for potential employees Vn

the ”Wlthdrawal” case, and the youth had experlentlal lnformatlon about

/
life in their areas that was unavaulable to the "Establishment'! partici-~.

Y
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pants in the "Fight' and ""Cooperation'' dialogues.® Finally, the

development of a sense of powér by the subordinate group was typic-

ally Gignalléd by their emergence as a source of initiative. Thus
In the ""Fight" case, thé'”yputh's“‘rejection of the first project
and.withdrawél for.a caucus heralded their arrival as an "'equal"!
p?rtner in the enterprlse,/as d|d the ”youth‘s“ presentation of a
full blwa project. in the “Cooperatlon” dialogue. 1In both cases

the change from a pa551ve to an assertIVe group presence was an im-

v
'

portant shift in the interactional dynamics that made relatively

e

;fequal codperatioﬁ possible, albeit not inevitable. .

It may be that dealing with the power asymmetries between the

parties in some fashion is a critical first step In vertical inter- .
group inLer&ﬂtiOH.‘ As 1ong as the subordinate group feels that

it's survival is at stake, it is unrealistic to expec% it to do.

other than hoard its resources and blunt. its dlsagreement§ "It s »

not necessary, from these cases, that the groups be equal on al] . .

dimensions; but cooperatlon may reqU|re some minimal leVel “of parlty

be attained. This notion is consustent with suggestions from the

. areas of interpersonal relations (Walton, 1969) and industrial reta-

tions (Deutsch, 1965; Nfghtengale,“l973) that constructive manage-~
ment of differences is difficult where there are seriods differences

in the power of the partieSa

Diffusing the power differénces as a first step 'to vertica])inter~ _ -
group |nterVent|on suggests that tthd partles may have to take an

\

active role in ”eVenlng the odds." The Th!rd partJ s efforts to help




the ”youth” group ”get itself together' before the ”Cooperatlon
&\
dialogue is a case in point. ‘But such activities are not ''neutral"

in the sense that is usually'eXpeﬁted of a third party; they amount
to active help to one of the parties. Successful interyention into
vertical Intergroup conflicts, hoWever,Amay well require that the

third party violate a rigid neutrality to create the conditions pre-

requisite to cooperation (cf Lune g Cormick, 1973).

-

B. Managing Boundaries and Organizing Premises.

The definition 6f social system boundaries and their permeabil-
. L
fty to inputs and outputs are critically important to the system's

functioning (Rice, 1965; Alderfer, 1975). ! Associated with the nature

's

of system boundaries are organizing premises that define the system

ralson d'etre and its central mission. Boundaries and qrganizing
premiées-are‘mutually influencing; new Boundaries may impi? changed >’
organlzung premuses, and a shift in.premises may suggest new boundaf~
fes. Boundarles and organjzing premises effect and are effected by
intersystem relatlons. Thus, in lhtergroup coopeéati9n, the boundaréee
of fhe groups are permeable to communications from one aﬁother, and the
relationship between the twosalso is beended and has some orgaeizfng

‘ premiee for its existence. In intergroup conflict, in congrast, the -

~ boundaries between the two groups areless permeabTeuto coﬁmunicationsw
from each other, Ehe boundary around’the }nteréreup'relationship becomes
_attenuated, and the organizing premises /of the groups may reflect the

/

. conflicte—""




At least tHree leveis of boundaries and organizing
premises are relevant to understanding tHe events of the dialogueﬁ:
(l) the level of the |ntergroup system (e.g., the dialogue as a
whole), (2) the level of‘the partlcopatlng groups (e.g., ”youth "
”Establishment”), (3). the level of the individual participants as
representatfves of external groﬁps (e.g.,‘b]aﬁks, Doe Manufacturing).
Thé eVolution of boundaries and organizing premises at one level has
important impaéts on other levels,

The overall task of the dialogues Waé the creation of a cooper-
ative intergroup relationship where.nohé had been before. The new
relationship had to develop a boundary and an acceptable organizing
premise fo ‘be viable. It must also successfﬁlly~interact with a..

]arger SOC|aI enwronment that naa pl"eVIOUbI\/ mlmmueu Lons Lituctive

contact between its menibers. The ”wuthdrawal" dialogue for example, fell’

victim to environmental invasion -- like the attempted murder pub]1—

ary

city-~- early in its exisfence.
The development of intergroup cooperation rested in turn on the

differentiation of groups without them becoming locked in unménage—
“able coAflict. In the "Communications'" dialogue, the "youth'" and

"Establ!shment partﬁ;ipahts never did become two clearly'ae%ined

groups, énd.so‘the potential eneﬁgy.of their different resources
was' never mobi]ized' In the "Fight" dialogue, in contrast, the.

two groups were dlfferentlated but the dlfferentlatuon process led

.the "'youth" group to édopt'an organizing premlse of '"Beat the /
Establishment!!' == a poor premise on which to found efforts to

15
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themselves in cooperative projects. \ : :

= -~ ~
Lo .

"within a group can éeriously effect the evolutions of boundaries and;

14

cooperate. Only in the ''Cooperation'' dialogue were the groups

clearly differentiated without losing the capacity to integrate

Finally, as the development of an intergroup relationship rested
on the devélopment of ggbup identities, so the development of group
ldeptlties rested on the way in which Individuals'came to terms with
the group memberships and implié}t representative roles they they
broughf”to the workshop.» In the “Fight" dialogué, for example, a
Eelatiyely homogeneousi”EstablisHment” group -- representatives of
eséentfally coﬁ-cOmpetitive organizations'and‘cultures -- faced

heterogéneous 'wvouth'' group -- representatives of -a variety of often g x

competitive ethnic and cultural groups. In spite of the invitation

omE &3 & pe it was not
easy for some of the young people to work with others. lndeed; in
\the‘“Fight” dialogue ifcwas not until.the relations with the ""Estab-
lishment' had deteriorated to:open conflfct that the ”Yéufh” became‘

a solidary group, and they did 56 around a hBeat the Establishment" . .
premise that boded ill for thé long term cohesiveness of the dialogue.
A similar potential-problem in theJ”Cooperétion”.dialogue was miti-
gated by early work to 'build" the “youth“ groUp'é ability to manage

its own differences so that it would not be forced into defensive

"o

cohesion that would foreclose coopérétion.
1

» f
It is all too clear that_the"boundaries and organizing;premisés f

, \J :
. 4 i
organizing premises between it and others. But it also seems clea7

/

16 | -




15

that that evolutionary process can be influenced by third parties.
Much of the previous work oﬁ intervening ;n fntéfgroup relations

can be reconceptualized in terms of management of boundaries and
organizing premises. Thus "intergroup therapy'' that brings together
warping gréups to share perceptions and to dffferentiate their stereo-
typég-of one another (E.G., Blaké, Shepard and Mouton, 1974; Blake,
Mouton, and Sloma, 1965) amounts to an effort to make the groups'
boundaries more permeable to information. The work on the use of
“'super ordinate goals“'whigh both groups value but neither can
achieve without the other's cooperation (Sherff, 1958) amounts to

the development of a new organizing premise at the intergroup level.
The dialogues discussed here were efforts by a»third'barty to create

a boundary and an organizing premise for a relationship that had not . - -

_existed before, and the the third party work with the 'vouth' and

"Establishment" groups before the “Cooperatuon” dialogue were efforts
to'shapg group boundaries and organizing premises to promote inter-

i

group cooperation.

C. Influencing Interaction Patterns > .

The'patt;rns of interactioh within and between groups are at
once symptom; of and contributors to. the tensions-bétWeen—them.
When groups come into cohflict; there are likely to be substantial
differences between the interaction patterns within fhp groups and -

these bétween them.” Within groups in conflict the Interactlon pat-

terns are likely to be characterized by ”groupthink” (Janis, 1972},
ya
x@' ’ ‘ e
1 7 v . 1
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in which dissent is suppressed to preéerve the illusion of unanimity
in the face of-gxternal threats. Be;ween-groups in canfliét, the
Interaction is likely to be'characterized by “blame-césting and
deterrence' (Sherif, 1966), which has the effect of further escala-
ting the conflict. The patterﬁs of suppressing internal dissénf

while escalating external conflict may be interdependent; the ex-

ternal confllttvoffers an opportunity to vent the feelings suppressed -

Internally. [f these patterns afe muthélly reinforcing, improving
.thé reigtjonship beﬁwéen the gféups will require changing Qéﬁb_efter-
nal and internal interactiqn patternéjin the direction of a.balaﬁced
mix of ébnflict and support. There‘are some indications that con-
fronting é\f%erences and»working them through is associa;éd with ﬁore

‘effective performance (Lawrence and Lorsch, 1567}, and ideaiiy-in

T

lntefgroup relations such confrontation would take place both within
and between the gréups fnvolved.
 The aialogueg offeked a; opporpunity to dbsérve the development )

'of intera%tion patterns Qhere none existed before;'althépgh'some of
fhe “Establishmqnt“ participahts were‘acquainted,‘neiFhenfof the
groups had any indepehden; or pre-established interqction;patterns
before the dlalogue. Perhaps to most usefuT'comparis;ns ;an be made
between the ”Fight“rand ""Cooperation'' dialogues, whfch were similar

In many respects but vastly different in outco@e. ‘

The HFighf” dialogue bggaﬁ with mixed pairs‘intrbducinglthem;

selves, and then moved Into discussion of the clity's problems'as

a prelude to the search for avjoi;t project. The discuSsion;took

18
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the form of '"youth'' participants raising problems (e.g., pollution,
poor schools, unemployment) and the'”EstabliShment” particlpants
offer?ng sophisticated economic analyses that Implied that those
problems could not'be helpeh. The "Establishment' gtoup was sur-
prised at the lack of economic understanding displayed by the]”youth;”
the "youth' was frustrated at the "Establishment" ”unwjllingness
to listen " ”Establishmént“ participants actively suppotted one
another, the '"youth! parthcipants focused largely on thelr argUmﬂnts
with the ”Establlshment“,and paid llttle attention to\one another
udt!l they walked out on the flrst "'railroaded" project to Hget thelr
shit together." At that pount the interactlon patterns within and

between the two groups had much of the character of a cla55|c tnter-

group conflict. The “yduth”kparticipants"interest In a project--

/ evenrtheiruown--was by then far outweighed by~thefr'enthusiasm for
‘“victory.” The final project had numerous_defe;ts rooted tn the

“youth'' group's unwillin#neSS'to risk their new cohesiqn In really

examining the project, and the "Establishment' groups'' inability to

cooperate effectively. _ln short, the interaction.nattetns evolyed'
in the HFightﬂ‘dfelogue were characteriéed by ”grougthinkﬁewithin

and “bleme—casting between the groups. . S F _;

_— In the "Coopehatidn” dialogue, In éontrastf\quite different oL %

patterns emerged. After a similar introduction hrocess, the parti-

cipants again discussed the problems of the city; But probdems

" were raised by both ''Establishment!' and "'youth" participants. When

n ”Establishment“.participant offered an economic amalysis to rebut

\ At
N :
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a ”yegth“‘description of a problem, another ''Establishment" pa}tir
. clpant rebutted him. When a '"'youth" particibantVOVe}dramatized
problems in the -Inner clty, another ''youth" participant sugges ted
that her experlence.was dlfferent. In short, the differences between
the groups, although they were serious and much Jiscussed, did not
obscufe thevdffferences within.the groups, which were also discussed
at some length. The tension between the groups‘peaked when the
uyou;h” group presented a prpposa], devised the night before and then
. kept confidentiaj for six hours. The initial ”Establishment"l response
was entagonistic, and the third parties noted that.the "wouth'' group
had been manipulative in thefﬁ presentation; both.”youth” and "Estab-
}iéhment” participants then agreed that the facilitators were ''too
sensitive to manipulation,' and the discussion of alternative pfojects -
continued with aﬁtacit agreement>net to presssfor adobtlon of the pro-
posal.’ Ultimafeiy.seQera] p?ojeets to be impleménted by mixed sub-
grbﬁps from the dielogue'Were adopFed. The interection patterns that
. chatacterized the;“Coeperation“ dialogue ihvolved willingness to dis-
cuss differences end to effervsq%Fort both within and-between_the two
groups; in contrast to the '""Fight" dialogue, the interaction patterns
witﬁin and . between the two groups were similar rafher'than-dras%ical]y
\ ' dffferentv though the |n|taal starting point was almost identlcal
| \&he third parties influenced the evolution of interaction: patterns
In these two dialogues In several ways: (i) in composung the groups,
(2) lﬁ\settlng expectations, and (3) in intervening in the dlavpgue

process ltse]f ) . _ ’ S 'J
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The Qémposition of the ”Fighf” dialogue Waslmarked'by a rela-
tively hdmogeneous “Establishméntﬂ group -=- chposed'almbst entfrely
of corporate-chief executives -= and a very hetérogeﬁeousv“youth“
group == composed from representatives of a variety of disadvantaged
groups in the city, many of them bitter rivals. %he hohogeneity of
the "Establishment" éroup made it eésy'for them to clump tégéther
and form an '"'united front' which in turn‘pﬁt'pressure on the 'youth!
to do likewise and set up-the pattern of unity within and antag-
onlsm between the grdups. In the “Cooperatian”.dialdgue,'increased
divefs?ty_of thé ""Establishment!' ‘representatives made it easier to

develop patterns of conflict and support both within and between the

{a]
1
o
o

he
n

logue, many partnc;pants on both s|des had only yague and somewhat
threatening,expectatlons of "the event:. "Establ{shment! particupanté
were suspicious oflthe ”youth”)and tHe third,parties, and "'youth"
participants were susplcnous of the "Establishment, " the third partles, -
and each other. Before the “Cooperatlon” d:alogue, in contfast the
third parties had “extensive dis;ussions with each of the ”Establjshment”
representatives, and met ieveral times.with the ”youth”-group. The
MEstablishment" dlscu5510ns helped to set £onstructIVe partucnpant
'expectatuons for the dlalogue, the thlrd partles, and the ”youth
group;“ the "youth' group meetings\al]owed for expectatigg setting
about fthe ”Estab!ishment,”‘the third parties, and the other ”yoﬁth”

participants. It seems likely, in retrospect, that constructive
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expectations of the “CooperafiVe” dialogue contributed greatly to
‘a relatively relaxed and fr!endl; atmosphere‘by tending from the
outset to elicit the expected constructive béhav!or (cf. Rosenthal
and Jacobson, 1968).

Finally, third party interVentions in and structuring of the
dialogue process contribute to the development of igteraction
patterns. In the "Fight' dialogue an eérly consul tant observation
on the "Establishment's" tendency to respond to problems with sophis-
tlcatedfrationa]izations may have contributed to the poléfizatlon
processjlcertainly a consultant question about commitment that pre-
ceded - the ''youth" rejection‘of the first project was seen by the
""Establishment' as outright sabotage;. Similarly, an argument between
two third parties abéut the’purposes.of the dialogue on the first night
- of tHe ”Cooperation“_dia]ogue.méy.have contributed to the leg{timation :
of internal disagreementwithin the gfoups, and the third party remarkg'
_ about manipulation after the "youth" pr0p05aj cledrly had the effect of
‘defusing Intergroup tension. The third parties both ef%ect and ;re
effected by-the process of the dialogue }tSelf; the third parties came
away from the “Cooperatio&” dialogue feeling effective and able to l

influence events, and they came away from the ”Flght“ dialogue feellng

helpless and paralyzed by the experienCe

D.- tnstitutional!zlhg Change

However difficult it may be to deveIOp vertical intergroup cooper-
ation in a retreat 5|tuatlon, 1t is more dlffucult to. preserve tt iIn

the "real world" from which the retreat protects it, The real test of
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changeq relations is their survivai back in the environmental situ-
ation that spawned the orliginal problemé;:can cooperation wifhstand
the forces thag press for further conflict, like the concerns of
representatives! constituencies or the re-emphasis of the powér
asymmetries? The longitudinal resulté of the dialogués suggest
that at le;st two issues are closely related to- long-term coopera=
tion between the participant groups: (l)vthe commi tment of parti-
cipants to some focus of future cooperation, and (2) the develop-
ment of mechanisms to‘faCilitate that cooperation, |

.The commi tment of participants to diglogue projects varied

across the cases. The '"Establishment'' commitment to the project

tn the "Withdrawal! dialogue, never cemented in a retreat, ‘evapor-

ated under the pressures from their constituencies, The 'wanth!

commftmegt to the ""Fight' dlalogue project, generated from their N

concern with "wictory' over the “Establishment," cooled rapidly.’

’

The ""Cooperation'' diglogue managed to geherate enduring commitment

5 1

in many part}ciéants, at least partly bécadsevseveral smaiJ ;db-
groups were cfeated to Qﬁrk on projecté of special—abﬁeai to their
members,lrather than undértake.a singlelcompromise project to which
none were particularly committed hut al] could accept. If codpera;

tion did not offer some valuable outcome to,membérs of both groups,

i
'

there was 1lttle 11kel ihood of long term commi tment to a coopera=

tive relationship.
Preservation of the cooperative relations also required the

development of mechan!sms“ﬁo facilitate that cooperation. Partici-
: : ‘ ,
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pants from the "Communications" dlalogue continued to meet oecasion-
ally for social reasons, but no project had been adopted to compel

" more focused cooperatlon_or the development of formal structures.
Slmlliarly, one close lnterpersonal'relatlonship eVOlVed from the

- "Withdrawal'' dialogue, but that relatlonshlp too depended on social
bonds rather than some common project. Although the abortive pro~
ject In the "Fight'" dialogue pulled together some participants to
work for several weeks, no further contact between “youth“ and
ﬁEstablishment“ participants occurred after its fatlure in spite
of tentathe inltlatlves from the ”youth.“ The “Cooperation“ dia-
logue gave rise to several new lnterpersonal relatlonsths, but

even more contact between participants occurred around project

-

work. Literally dozens of cont:

lD

cts fn 1sed on- tasks in

addition to a variety of social events, including a diriner for

all participants. Within a few months, a number of formal mechan-

~

_isms developed, including contractual relationships and funding -

arrangements to support projects, and extensive use was made of

third party folJow-up resources.

Thlrd parties engaged in promotlng Vertlcal intergroup coopera—'
tion may influence the. lnstltutlonallzatl%h of change relations by

(1) helping the parties develop realistl commitments to cooperation,

“

(2) helping theh Invent mechanisms to focus;and facilitate future
cooperatlon, and (3) acting as cont[ndlng thlrd party resources to

help the partles manage stralns on ‘the new relatlonshlp Although

- ~ .
A
= r

the cases described here of fer only one Instance tn which any sub-

.
o
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stantlal institutionalization of change took place, experience with
the '"Cooperation'' dialogue suggésts qhat continued third party work

to help the parties manage the interface between them is important

to preserving the coogération, at least in the short\run.
o N V. SUMMARY

| have described four cases of intervention in vertical inter-
group relationsl The interventions were designed fd promote bettér‘
communications and long term_cdopéfation on a joint project; and
one of the four did in fact succeed in producing those outcbméé.
| have used the four cases as the basis for distuéslhg four perspec-
tives on interventioﬁ in vertical infergroupjrelations. Examinatioh
from the “pnwer asymmetry" perspective suggests that the power differ-
ence§ ﬁay have to be dealt with prlor to other |ssues, and that: rigid
adherence to the well-established “neutral' third party role may'

undercut the process of ''evening the odds“:%equired for cooperation.

The ""boundaries.and organizing premises'" perspective émphasizes the

third party's potential contributjon ‘to the evolution of group ident-
“Ities and ldeclogies, and the possigle imnacts of.develbpments at one

level to events at another. The ''interaction patterns'' perspective

emphasizes the dynamic°qualifies of evolving interaction that may

lé@d to changed relations. ‘And the:"institutionalization' perspective

focuées on the importance of longitudinal supports for maintenance

changes in the context of ailargef social system that may Be\antag—

onistic to'theh.

]
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\ These perspectives are not intended to constitute an iﬁtegrated
theory of vertical intergroup interventioh; They do suggest ‘that
vertical intergroup relations present dynamics that differ from inter~

group relations where power is not at issue, that those dynamics imply
e M

A 4

-

. different roles for third parties who ‘would intervene constrictively,

and that -- at least in some circumstances -- efforts to improve verti-

cal Intergrou relations‘can be successful.
’ \g p -
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