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Preface .

This handbook 1s a part of a set of instructional (
materials developed to facilitate the efforts of Georgia"~ .
educators in the planning and 1mp1enehtation of comprehensiye 4

career guidance programs. Such nrogram 1mnrovement-efforts

are affected by several factors including the quality of

related staff deveIohment programs In turn, the quality

of the specific in-service proqram is dependent up0n the /‘

quality of the 1nstruct10n mater1;1s and upon the quaVity

of the instruction or group leadership. The focus of this

handbook 1s on the latter factor-the quality of instruction

or group Ieadership. Our purpose is to %eIp prospective “
- group 1eaders.prepare for their staff deveTopment activities

in career quidance by reviewing some basic prjncipies’of -iay ‘

group dynamics and qroup procedures lThe handbook 1s

designed to serve as an overview to be read by 1nd1v1dual

workshop leaders and perhaps, to be d1scussed with others :

prior to the 1mp1ementation of a c?mprehensive staff develop-

ment program. We hope that the handbook will stimulate

your interest, your competence, and your confidence 1n’

S

aroup leadersh1p.

f L
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THE GROUP DEFINED

Y

4 \/
The term "group" has been variously defined by.different_aufhors‘
. . r"‘v-\
writing in different academic contents, A "group" as it is used in ‘this
. ) J .-

handbooﬁyﬁefers specifically to "a collection of three\dr more4€er50n5"

<

who function in an interdependent, cohesive manner. to fully aCfdmglish
the established goal(s)." In this context-a group of fndividuals Y
may be distinguished from an "aggregate" of persons in that the latter

does not require interdependence of members to accomplish the goal(s).

To 11lustrate further the difference between a group of persons'and an

aggregatevofgpeﬁsons consider the following two sftuations;

\

Sltuation 1: People frequently are seen in large numbers at the movies.

. It might be stated that the persons have a common qoal- //”'
Aggregate ‘that of being entertained.: The persons comprising the

. aggregate however, are not interdependent upon one

— another to accomplish heing entertained, nor do they - r
- share any feeling of belonging (cohesiveness) to the '
group. . ~

This condition is not entirely true with l1ive entertain-
ment, The size of the audience and its responsiveness
(aggreaate) definately affects the performance of the
entertainers. In this loose sense, they need each other,
but not in any personal way. .Another example might ‘
include pedestrains waitina for a street 1ight to change.
Each person has the same specific goa]‘ﬁut absolutely
no need for any other. However, even here, if one person
crosses against the 1ight his/her behavior might Jdnfluence
others -to do the same. ' .

Situation 2: Five persons set thngoal of w#$t1ng a textbook and having

it ready for publication:in five weeks. Normally, it
. Group would be impossible for any one or two persons to-perform

the necessary research, write the mapuscript, edit, type,
and have it ready for the printer in the five weeks s
allowed while still satisfactorily performing one's mair
occupation (assuming the.authors are not full-time writers).
In this case, a)] group memhers might aqree to research

&

. 8 | ‘
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\ ' " the materﬂai. after whi A and s. B. would take . LY
s ‘. responsibi]ity for the writidg of certain chapters.
< . Ms. C and Ms. D might agree to write addittonal .chapters-
> .- and edit the %o(& of Mr; A and Ms..B, Mr.- E might take
v o responsibility for editing Ms, C and Ms. D's work }Ionq
Lo ' W1t2 typing. the manuscript as per the printer's rqéuest -
N . In this marneyf one can see the group of five persons -
! S . sharing in the. feeling of bélonging t6 the group -and
functioning.in an-interdependent manner to accomplish
the goals which had been set. E

Situation 3: A military combat unit pro ides an even more dramatic .

n +  example of group member in erdependence. - The failure of . K
even ope member to perform his expected function could % .- <
cause the annihiiat on of the entire unit. . , ‘;a&

THE ATMOSPHERE .o (\ o . -
The atmospheres inﬁhhich groups may be conducted are. to a 1arge ) !>i
X .

b

}. .
extent dependent upon the sty]e of 1eadership emp]oyed by siqnificant

. pérsons in the group. Blroadly speakinq the atmosphere of the group
may be either (1) democratic. (2) eutocratic. ér (3) laﬁssez faire. or

various combinations of these. S A, {<c/ :
. ) ! : '

The Democratic Condition | = o e

.

,.4tc.) _and quickly moves inltiator

. : e '_ clarifjier-

. to the ro]e of c1ari ier, reflector. and /o ipterpreter, As the reflector -
' s ' : ' o -interpreter

. clarifier. the leader verba]izes, c1arifies. and/or inteqrates the . v

réiationship among various feelﬂhqs or ideas expressed by g oup members.;

u The leader in the reflector S role ‘may simply restate ? fin different -
words: ot in the same words) the ideds or feeiings expressed by one on/
more members of. the group. Aiﬂinterpreter, ‘the iﬁader must decode the
feéTTngs\o[‘perceptions expréssed in the group. %ometimes these e
7™ o , : A S

v

, v . ;
S A
.




.'feeiinqs are expressed non- verbal]y and the 1eader is expected to B

i
interpret these cues as well as the verbalized feelinqs. . Another
P e
group member may a:éfiﬁes assume this function,

-

In the democr ic atmosphere members of the group-are treated
in an egalitarian manner. Votinq. to determine group goals. is not qua;}ty
uncommon nor is periodic re- assessment of goa]s by members with - ‘
* further voting. . SR N e A TR
A consensus decis]/n may a1$o occur in a democratié group and is N

usually quite effective. aTthough it requires more time to determine '

vgoals than raising a majority decision. v In t&ﬁ votinq situation a e {
k ' .
dissenting minority often causes difficu]ty in the execub{pn of the : .

‘\decision by refusing to cooperate with the’ 1eader and/ér group. <

-~

- The Autocratic Condition _ — " C .

v

In this condition -the Jeader s ‘set up ‘as d structurer, 1nfor- "
( 3
mation qiver. evaluator and occasionaliy as an expeditoer and/or . -

-

:

oS :
suppdrter. Functioning as: the structurer the autocritic 1eader~* Structure
v . Info-give
alone determines the group's qoal(s), and purpose(s) and may channe1 Evaluator
Expediter
participants’ Verbaiizations in specific directions to meet the .

leader's percepfions of the'need(s) of the qroup at qiven times. In

~

the itnformation-giving role, the leader is set up'as an expert

{ffering authoritativeafacts or qeneraiizations nelatqnq to the qroup'

. -

situation. The eva]uative fUnction of the Teader compares the group)s
4

—~!
fu#@tioninq to some criteria (frequeptly enssp?al to the group) while

~

the expediting function serves to facilitate the group membehs to

fparticipate& make decisions, or, in qeneral, st u1ate the qroup to
o
be more productive or active, The ieader s functio as supporter is "

to communfcate understandinq and/or accepBance of the contributions

. I

of the qroup members. , - ) . o -
. . A i . 10 - o T s -~ ' ‘
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" The La1sse2 Faire Condition ' S DT -

.

less manner. " The "l& der may choose to retreat by functioning T ','..(

pr1mar1?§ as an 1?format10n seeker In th1s role the leader would ,
Information/
mbems “for their squestions. 1nformation or facts. opinion
Seeker

—

which ~the leader m1ght assume is that of op1n1on seeker N

ask group

| Another rol
'-1n-wh1ch the leader .attempts to extract sugqest1ong~for group members

neJative aJternative methods for accomplishin group goals. - (In , Y

. . : . ~
reality {here probany 1s no such thing as a 1e56é§i::s group in that

one of the significant members of the group will sen¥e that there'is . -

r

. | —_— -
no leader and move in to fill this .void.)

- One should not anticipate that any one of these leader determined

e

.conditiohs‘w111 exist in a pure form over an extended'time period.
To force adherence to one of these at all times could: resu]t in the

_fatlure of the qroup to achieve 1ts goals. Other factors also
A

affect the/gtmosphere of the group; such as, the pature of the task

and chanqes in 1§\°the composftion of qroup membership 1nc1uding
: 1
turnover and time 11m1tat1ons The significance of these factors

w111 be d1scussed later. S

e
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LEADERSHIP : e

/

\ ) AssesSmént 04/Leadership Style: oo T L,
) - T 2

It appaars that: 1eaders with different personalities function

"with varying effectivengss in democratic. autocratic and laissez- o
Ao fa@re climates. ’For'some 1eadérs it may be natural to function
v~a dechratic atmosphére; while others may find it more natura] or Al

' ‘

?convénient to operate in a 1aissez-faire or autocratic climate. It,

-

-t -‘.’v R

- 1s usual for an Indfv1idual (1eader\kto be more. gomfortable in one oo . ;
parficu]ar climate than in: another. It- islthe unusuai [eader»who is
"equa]]y‘effective and comfortable operatinq‘fnhali three éiimates;‘
At this point it may be beneficia] to refﬁect back to the .

opportunities you have ‘had to participate in or lead groups. _Ash
yourself the follgyin;ﬁ;uestions tb help you determine your preference

. for group climate, ‘ : S : : "‘a'ﬂ
‘1, -'Can I comfortably sit down and allow another R ’
. ‘group member to function as the leader-even yes - no-
, i when 1 dfsaqree with the person's opinion7 : -
! b A TN . ¢ .
-2, Am I comfortable allowing the qrouﬂ'to . o~ )
E Y formulate 1ts own goals without my input7 - yes . no '
o 3; Do I function well as & "verbal minor“ j\‘ :
of an individual or the qroup? yes. 'no .

4. Do I feel most comfortable whén I feel -~ ~
that I have fu]l control Fver the process yes no
of the qroup7 . ' ‘ :
¢ :
- Answers "‘. L . s \
1. If you answered yes to number 1 it appears that you. may prefer
! g a latssez-faire atmosphere. A no answer to number 1 {ndicates
a preference for an autocratdc climate; ‘ N

2. A yes response to question 2 indicates a laissez-faire feader-
ship style, while a no answer shows a preference for a
democratic climate.

~

L \ ‘ T ./




3. An affirmative re;bonse to question 3 1nd1cate$.that you
might be more attracted to operating in a democratic climate
rather than in an autocratic or laissez-faire ‘environment

_(the no response), v
1 .- 8..An affirmative reSponse to question 4 {ndicates that you feel
e most comfortable when you can determineé the process of the
. L_27 - .group in advance.: Your decisions would be final. A no 4
- - response suggests-that such a condition would not,please you,
. . - 'Summary of answers: | . !
/(;// mary wers | ' Q‘ ' 4 |
T Question 1~ Laissez-faire Autogratic -
| Question 2 Laissez-faire , Democratic. or -
- _ ‘ Autocratic .
. ..
Question 3 Democratic . Autocratic or
5 Lalssez-faire
Quéstion 4 Autocratic v 6emocratic or
' - Laissez-faire

Leader Characteristics: . ) §

Leadgf§h1p qualities and styles of leadership are prohap{y two
{ F . ' . ) Q.x\
of the most researched areas in group dynamics. A brief defihition\gf

1eader$h1p is the éb111ty to influence the opinions, attitudes and °

behaviors of other people. Surpr1;1ngly 1#ttle conclusive evidence

z\;'

pas been compiled regarding the bdst or most efdective type of group

leader. To a large extent this 1s‘due to t#§.¥éft that there are so
many d1fferent'types of groups wh1§ require varyfnq leadership
-qualities and/or styles of leadership® Consider-for a moment some of
the differentltypes of groups. Th§§e might 1ﬁclqde'task groups,
counseling groups, various soci¢1 qroﬁps including sbrorities.
fratern1t1es.lmen‘s and ladiesylglubs. discussion qroups, thqrapy grqups,'
quidance qroups and so on. Ove}gll. however, these qup]ities f an’
effective leader have emerged and appeaf to cut across qrdunsyJi\

1. Flexibility-the effective leader is able to function in

divserse roles (see: roles within groups in following section).

The leader is able to adapt to new events, new group mgmbers ,
a changing environment, etc. : . N

R 4
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1

2 De]egates authori ty-the 1eader 1s ab]e to assess her/his
‘leadership styles, skills, knowledge, etc. and does not
. hesitate to assign leadership roles to others in the- -group, °
: who have greater knoWledqe or skill in dea]inq with others.

© 3. Maintains psychological d1stance-wh11e the leader is open
* and genuine to all members of the aroup, the. leader does not -
- become a “pal" to one or more members of the group.

4, Promotes group cohesion-the leader makes every attempt to
s . develop unity in the group, to develop a sense of pride in
belonging to the group, and to increase the members' identity
with the groyp (see: cohesiveness) v

ROLES. WITHIN THE GROUP

Moreno (19743 1nd166tes that the term "role" has been in use since
the:time of Aristotle. wﬁile its present meaning has changed somewhat
since the'timelof ancient Greece, the fact that it was'so early iden-
tffied and described attests to its importance. In a modefn context
the term "role" shall be-defined to mean a particu1ar'11fe‘script.
chara;teristic'scheme of response, or method of behaving which may be -
of efther long or short duratic: h |

Certain roles which have been noted to exist af one time or

another in all groups are outlined on the following pages.’

. =
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NOTES: 7 T ROLE DEFINITIONS

' ' . ' 1. Information Seeker: Asks for c1ar¥f1cation of suggestions made
v - in terms of their factual adequacy, for authoritative infor-
-mation and for facts pertinent to the problem betng discussed.

’

1-12 . | 2. Opinfon Seeket: Asks not primarily for the facts of the case
Positive, goal - but for a clarification of the values' invelved in a suggestion
orientbd roles, made or in alternative suggestions. ‘ ‘ T

>

3. Information Giver: Offers facts or generalizations which are
"authoritative" or relates his own experience pertinently to

» : the group problem. ‘
1-4 .| 4. Opinfon Giver: States his belief or opinion pertinently to a
* Most commonly - / - question, a suggestion made, or to alternative sugqgestions.

employed roles.

5. Structurer: May define the purposes of the qroup, establish
goals, and describe the group process. Sets the stage for
role playing discussions. May summarize the discussions of
previous interviews to channel immediate discussion to a
specific direction. Az

1-2 > 6. Initiator: Suggests or proposes to the group new ideas or a
Laissez-faire changed way of regarding the qroup problems or goal. The
leader initiation may. take. the form of a proposed new procedure for

) ) the group or a new.way of organizing the group for the task
/}‘ : ahead. '

v 7. Clarifier: Shows or clarifies the relationship among various
o feelings, ideas, and suggestions or tries to integrate
3-4 feelings, ideas, and suggestions. .
/ﬁutocrat1c in f , ' :
nature, , | 8. Interpreter: Interprets feelings expressed by members of
P : the group or interprets the significance of non-verbal

behavior. ~d<:
9. Reflettor: Reflects feelings expressed by members of the X
group. This reflection is usually limited to specific :
: - feelings which have been expressed by the person to whom
5-9 the statement was directed. Occasionally the counselor or
‘Most typical of . one of the clients may reflect a "qroup feeling."
the group leader--° .| <
regardless of style. | 10. Evaluator: Subjects the accomplishments of the qroup to
Most facilitative. some standard or set of standards of group functioning in
k ' the coritext of the group task.
1

H. Expedftbr? Encourages and facilitates the participation of
others.| Prods the qroup to action or decision; attempts to
Y stimulate or arouse the .qroup to "greater" or "higher quality"
v activity. 4 - :
i
, ~ ,
12. Supportér: Agrees with and accepts thecontribytions of /0
: others, iIndicates understand1no_and‘ack /

. . eptance of other /
points of view, ideas andsuqgestions - /
E N o

E .o :
| 15 o ‘ -




13. Passive Resister: Displays a lack of 1nv01vement in the qroup's
work.. Actions may take the form of cynicism, noncha]ance, horse-
play, and other forms of "out-of-field" behav1org

14° Non Participant Does not participate in the qroup discussion at

; -all but shows no signs of active or nass1ve resistance.

3.9 - 9 15. Blocker: Trijes to avoid an- 1ssue beinq discussed. Attempts to
Generally maintain or bring back an issue after’ the qroup has rejected or
. construed as by-passed it.
. negative '
force . "1 16. Aggressor: Exhibits hostile behavior toward others or attacks
., relative to | °  the topic of discussion., DNeflates the status of others. ‘Expresses -
group disapproval of values, acts, or feelings of others.
accomplish-
ing its 17. Recognition Seeker: Cal]s attention to self by boasting,
goals. mononolizing the conversation, or othey forms of exhibitiomniscic

behavior. Struggles to avoid beinqg placed in an inferior position.

18. Help Seeker: Tries to evoke sympathy from others through express-
ions of insecurity, persona] confusion, or deprecation of self,

19. Dominator: Tries to.assert authority or superiority in manipuiaiino
the group or certain members of the qroup. The dominator gives
directions authoritatively or interrupts the contributions nf
others,

16




Iéé that a group member may function

At this point 1t should be ,no
in several of the‘roles outlined above within a relatively short period
Or, the individual may elect to fdnction

of t1me (30 m1nutes or 1ess)
Ee
1n a s1nq1e role for an indefinfte span of time. Both of .these con-
ditions are commonly observed 1n ongoing qroups of various types and

»

are quite normal,
Further, an 1nd1v1duaf(1n the qgroup has two methods of adopting
Role assumption occurs when an f

“one or more of the varfous roles.
1nd1v1dua1 freely chooses a desired role and behaves in accordanfe
with the role: description. Here “the key is that the 1nd1v?d0a1 decides Qg

wha\ role to assume based on her/h1s personal needs, desires,_perception
of self, and/or perception of the qgroup situat1on RoJe assYgnrient is
the alternate method in which an individual is ascribed a part@rilw; f
: ‘ ¢
role based on the group's perception of the "best" role for Qha@ H
. ) I
e ) i!
i
f

The key here is that the individual is not free to chorse

Jdpdividual,

e

a desired role. Role assignment:occurs when the qroup sanctions a
/l"

In qenera] the qroyp sanctioning

[

particular role for an. 1nd1w1dua1
kS
of a particular role re1at1ve to an 1nd1vidua1 may eithér be positive
. {
”"’ 1

!

r
{

or negat1ve.‘depend1nq upon_the qroup's intention of the sanction as
well as the individual's need to behave in a specific role

It is 1mporfant Eo remember that role assumption and role assign-,
or morog
]

ment are almost a1ways interactive and mutually supportlv , very rar(yv
However, contradiction could exist,

;
4

in d‘lf\,t
Y

contradiction,
tely develop, creating a dissonant condition within the qroup which

reeds to be resolved, -
Sometines an individual may wish to change his assigned and, dr
Roles in qroups tend to become relatively fixed qu1r%

assumed role,
aviy in the 11fe of the group, and the qroup resists alterations i
10




role expectancies. A member wishint to chanqe ro]es may need the
. leader to daSiSt him/her 1nlzaininq qroup acceptance of different
role behaviors from the *role(s) which had been previous]y ac}ed out,
_The leader needs to be sensitive to indications that a member is

v

" 'becoming uncomfortable in an assigned role. If role experimentation ‘

is beilt-in early as part of the qroup nor, the shift from one rple
. fﬁ another becemes’easier to accomplish.
Consider belew*th four situations in which the roles are .(1)
~assumed, (2)-assigned;~{%¥) assigned, positive sanction, (4) assigned,
negative ganctioﬁ. ' ;w R ,

Sftuation 1: A counse?or working in a larqe urban middle school was asked

' to Work with a group of ei hb\\p ten acting our students.

The counselor decided that/qiven this particular type of

student, an. externally ¥posed group goal (imposed by

« . counselor with input ffom teachers and administrators)

i ' was the most appro riate. The counselor p]anned *0

c structure the groyp activities so as to minimize the

potential for acting our during the first two group
sessions (auto atic). e 0

}
K move toward a more democratic style would occur when
.and if the students exhibited positive controls in their
, behavior. By the third session it appeared that most all
S - of the students had taken" on positive roles a majority of
o ~ the time. Bi1ly, hovever, had entered the aroup as a »
domfnator (see role defini*+ ) and continued in that
-.i:f 'role ‘for all three sessi.... lhether Billy was actinqg
" “consciously and realized h1s tendency to dominate or was
Exjtinq unconsciou-? ;atisfy some inner need {possibly
¥ need to be a "leader" through control) i\uncfear
TRg/as cjear to the counselor and some qro«p membhers
wrehdwaver, that Billy had chosen {assumed) this qroun role
5 Vapd that 1t was detrimental to the qrowp in its goal effort.

S?fvat1on 2: A counselor was assianed the task of facilicatina teacher-
. administrative interaction by the County §uper1ntendent
, The counselor was told not to take sides in the discusgions
. but was to see that a compromise/solution reqarding

’ . ‘teacher-administrative misconceptions was effected.

Sftuaticn 3: A group composed of the teachers in a small elementary school
was given the.task of formulating goals, processes, ohjec-
tives, and activities for a new proaram which was to he
implemented in the school. Ms. Jones, a teacher in the school
had just returned from a two year sabbat1ca1 leave during

M . which time she completed her doctorate in curriculum plan-
ning. At the first task meeting Ms, Jones was -appointed task

y . ‘ 8 . l'gql
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leader by group consensus even though she stated that fhe

. o was- unfamiliar with the new program‘fﬁ be 1mp1emented

vl

* r.
. ) 1ittle for/any n
- AN .
' . from reacl{ing {

Situation 4: In another elementary school the principal sefét@sg s%ven

~teachers to serve on a committee to determine how™to best '
. modify the curricul 0 makedétAmere‘?E{gvaht to ‘today's*
youth, M ith,/who has made it clear that he cares //i'

progrgm, attemps to block the group

goal by asking.meaningless questions,

o interrupting others and by continually asking persons to

' repeat th ves. By the third meeting, Mr. Smith was

"not recognized by the leader, group members failed to

repeat for him and he was “"talked. over“ as the attempted .
to interrupt others, )

S

.5'

GOAL FORMATION “ [ | o
Goals may be eitﬁer (&) groupr formulated throdgh consensus of
-opiniofnt, (2) 1Hpésea‘b; a power source of clique from within the aroup,

or (3) extgrna]ly imposed -from an agent outsidé of the qroup. Tn.ui=-
ively, one m1dh§ assﬁme that qqa]s ﬂhich are group formulated have che
highest probability of being ach{eved.‘ In many instances, this will be
the case s1n¢g)members ténd to work harder to achieve' qoals in which

they have a personal investment. However, the ¢ *uﬁ'?kpotentia1 for

‘the attainment of the qoals ultimately will be dependent upon the

~findjviduals comprising tég group and upon the resources readi]y

avai]able to the qroup members. It follows that the members of the
aroup must have the necessary skills, intelligence, etc. for goal
‘attainment regardless of how the grour's qnals are férmulatéd.

| The qoal or’goa1s‘may involve a number af'intefmediary stené (1onqg
range) or may be attainéd directly in a relativegy brief amount of time
(short ;anqejfb Netermining yhether a 9oa1 is 1dgng or short ranage will
depend tp a large extent upon the abilities of the membérélcﬁmnéisinq the
group as wel’ as their willingness (capability) to function as a qroup.

.

Consioer the three methods of qoal formation in the statemenfs which

follow. See if you are able to‘determine (1) how the qoa]s are fon~

19 | N
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. ¢ L
‘ulated (by the group, from clique within.the droup, or from external ,

source) ard (2) whether the goéls are long Sv short range.

(\ By
. ~

1. A work group has been formed by the director of a telephone

© company ™Mo squegi new ways to improve service to customers
and reduce operating.costs.” A written report of suqgestions
is expected. . '

2.. A number of telephone employees formed a. group for the purpose
of helping earthquake victims in a South American country. - »

They desire "to help as much as possible."

. ’ 3 . . .
“The Vegetable Club which meets the first Tuesday of every. pther:
.month is in the middle of discussing to vihom and in what way -
surplus vegetables should de distributed. Mr. and{Mrs. E and
their neighbors state that they.both have trucks and~would be
willing to pick up and deliver the surplus vegetables if the
vegetables are given to their favorite charity. The qroup

so decides.

Answers .

1. The first group-had its qgoal externall; imr
It may either be a short range or a l¢
on hm the members construe the ask of CICG L L TGRS,
i ample, in the short range situation t. srkers miahty
deciu2 to meet once after work for one hour. :ne gqroup memper
might be appointed ar elected to write down the various -
suggestions given within the hour. Th™s 1ist might then be -
submitted to the director. ) '

|5

In the long range situation the workers might meet and decidd to
- remain for one hour per day after work for the next two weeks.
After they believe they hal exhausted all reasonable suggestions
¢ a subgroup m{ght be appointed or elected to reSearch company
- records. to determine which if any of the qroup's suqqgestions |
had already been tried. This ;ubgroup miqht then make its
findings known in an after vork session to the laracr room.
The larger qroup miqght then establish further meeting times
to discuss and revise the suqgestions they had oriqinally had
-~ which had not been already tested by the companv. Finally, a
comprehensive typeuritten report of the aroup's suagestiond, _
along with the research, and possible pilot studies then be
cubmitted to the director,

'::"/

2. Situation 2 examplifies qfoup formulation” of the qoals. It
also may be either long or short range, as in c?se one. ( Y

3. Th third situation is an example of subqroup or clique-within -
¢ the larqer group formulating the qroup's qoals throuqh afild o
. coerston, ThisAapBgars to be a short ranqe.qoal.

. , 2()
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Jf Cohestveness mioht best be described as’ the q1ue holding a qroup

con;st@suess' .

together. It is the sense of we-ness-~the - shared feeling of toqether-

e~

ness. or solidarity among the group members cOhes1veness is

]

necessary for any group to'function re]iably 'and“effectively.
A-groupﬁtends to be more highly coheslye:((l)fthe more homogeneous -
the members; attitudes and'be11efs are. (2) the nore the oroup'members
‘f“1nteract (communicate) with Oneqzhother. (3) the smaﬂ]er the size of
the group,. (4) the greater the perceived. exclusiveness of the group,

and (5) the more homogeneous are individual member's goals. In essence,
‘ . . . \

& ,
the cohesiveness -of the qroup depends upon the similarities |
actual or perceived) of the member. ..esires to accomplish a common
‘goal and their idiosyncratic motivational levels while functioning as
\ J ‘
group members,
To further illustrate the difference between qroups-hﬁoh and ‘Tow

. {n cohesion consider the following examples:

Situation 1: Five college students, all from rural backgrounds, have
: formed a group to lobby for leqislation mandating indus-
: trial clean air and water standards. Fach member strongly
High believes that the federal' qovernment is the agency which
- Cohesiveness must accept responsibility to insure the clean air and
. . water standards. The group meets informally at least
three times per week to discuss governmental involvement
and pending legislation A1l five members are ecology
# majors and plan to work with the Department of the
~ Interior or Department of Natural Resources to further
effect their betiefs. K /
1
Sltuation 2: Eighty per‘ons ranqinq in age from fifteen to eighty- six
have formed a group to educate fts members in vegetable
~ Low gardening techniques.. The qroup meets once every two
Cohesion , . onths for two hours to view a film and to hear a quest
lecturer. Members. are distributed widely throughout
large urban area and rarely have or)take the opportunfty
,to interact except at meetings. Attepdance 3t the meet-
1nqs qenera11y averaaes about 50%

21 \\‘ R ‘
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\\“ FACILrTATINGﬁCOHESIVENESS IN AN ESTABLISHED GROUP v : '/){

<

-1 Factors wh?ch 1ncrease cohesiveness in functioninq groups have
R

been detqf]ed by numerous researchers (Seashore. 1954: ﬂZ1der. 1958
Ross and Zander. 1957) Eight basic conditionskyhich have b-en demon:

~r

’\\ ’_/7‘ .

A
strated ta prongzé cohesiveness include:
. v

1. Shared heliefs and attitgdes .among the qroup members Conseﬁsus

"\ - .regarding purpose and goal . v ;»
. \ . « )

2. Shared security needseof qroup members.

3. Feelings of positiveness toward the orqup. .
4. The degree to which the group 1s valued by other qroups.
5. The exclusiveness of the group.
6. Sma]]ness of size of the qroup.
7.'Co?mun1fat10n among members:\that 15‘§Pen. two- way interaction,
" 8. Focus .on common thresy. T

(4

The group 1e4oer. as the responsibility of he]pino to build a
foundation which will\promote cohesion within the group. This is
probab]y the most\difficdlt task with which the leader is confronted.
Pro%oting cohesiveness w1th " the qron may well be a greater challenge
“than actua(]y solving a larqe part of the qroup s stated problem.
Ever%day 11fe‘confronts us with examples of the above. Consider
the civic club president who is dhab]e to suff1c1ent1y motivate qroup
members to work towards achieving the stated'group goal. It-is not
unusual to see such a leader'performinq the entire group function alone
or ith the help of a few others., It 1s the lach of cohesiveness, in
thiz 1nstanc&, wh1ch caused the group members to fail to part1c1pate

S 4
. and forced th} aroup leader to function independentlv of, the aroup.

o .22
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. Any group regard]ess f. the stylevof leadersh1p, the'cl1mate. the -
e e on

s compos1t10n cg’ e members./or a cemb1nat1on ofan:;hns 11ndts 1mpos
| upon it from sources external to the qroup The 1imjting factors 1n-
c1ude the envirénment 1n which tﬁe qroup must function -and thj
,soc1a} system 1n which tnﬁ'qroq% exfsts. in essence “peality.
Gt Thé group q?s& mus.t contend wﬂth the 11m1ts fmposed by the members
i l—with1n the, gréﬂp 4_he 1mit% established from within %he‘eroup are in ,f
effegt the qroup norm, - Bonney (1974) has def1hed the group norm as
"the Timits of a1lowab1 behaviors of individual members of the group -
wh1ch a]sb 1ncluﬂes var1able rewards and punishments when the behavior
exceeds the a]lowab]e 11m1ts " \ o \’/4 ‘ ///
| The group 1eader As in a position wh1chvnorma11y a]loWs"her/hfhﬂ
to establish or develop further group 11m1ts _An example qf(th;s type
of limiting occurs vhen the leade: dec1des. before the grOup is formed,
what its climate shou]d become. That s, the 1eader may realize a b 8
personal preference for functiqning in a democratic environment and may
SO structure the gron.( Or, the leader may choose to develop an
autocratic or laissez-faire atmosphere depending, upon a désired out-
come, the personalities of the qroup members, the 1eﬁqth of time the
group has to furiction, and a variety of other vartégies which the

4 : N e
leader considers relevant. It should be apparent at thi§ point that

" the teader has many value decisions to make, all of which affect the
» .

entire group membership. /y
Hhen a group is first formu]aﬁld or éefore if possible, the
leadler ‘must consider: p | S
e !

1. The D¥§Sib]e or Qrobable qgoals wh1ch the qroup members may

fo.mu1ate. If the qoals are externally imposed or 1f the leader is to

~ determifie the goals th1s condition .can be considered before the qroup
' . ) Xs JORN . : '
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is.actuaiiy créated If the group is to-set its own goals then the «

N :
~ headqr must wait until‘after the goa]s have been developed before _ ~
Y A

fully determining in what ways and . i hat Conditions\the goals ,
o’ 1 . ) :

might best be met‘ < T R N S A

\1 -
i2. The group atmosphere/leqher sty]e&ﬁ In this instance the leader .

No.

_ ‘fds dbiiged not onix\to consider the groupfgoais (as in #1 above) but* v

must aiso take Thto account(the‘persopaiities (if known) of the various ~

[ A} —

'tgroup members and the leader's 'S perference for & partiou]ar leadership Li o
" styld, The leader must.then determine {f she/he can provide the type

of 1eadership (climate) necessary for the group members tB achieve the y
" desired goa]s. If the leader is unable to provide the necessary climate,
" a new leader, or a cq-leader, 76mfortab1e in funttioniné in a different

climate should be employed.. The new) leader or co-l}eader may be a
, - Y )

K [« . -
e
WA

3. (a) The environmenta1 (physica])ﬁdeterminants. These are the

member of the .group.

external limiting factors under which the group must operate. The
group leader will db well to consider in advance things such as the
physical comfort of theiqroup. Are there sufficient tables, chairs,
etc. so that everyone may work comfortably? Do oroup member's have all
the material needed,to function effﬁﬁtiveiy and fuliy? Are audio-
visual materials Qn‘éood working order and canithe presentation be
seen and heard by a]i without strain? In generall envir0nmenta1 i

determxnants should be accounted for and prepared for well ahead of

a

time whenever possible.»

fb) The socia1 Aystem of the community.: The group T‘?der must

determine if the group activities and goals are congruent with the

r 5

P
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prevailing social mores, attitudes, beiiefs.<?tpi of the community in
'3



FORMULATING THE GROUP

e [N
- for a group Reader to gonsider the origip(of the group 1f the legder s

T ~ ” - &
\,«/"" K™ -

-,-whdch the group 1s. beihg~éonducted Are the activities appropriate

for members of all’nges? Should the activities be presented ohly with

3

aﬁ older or }Bunger group? NG . ~

' - _4. The grougxnorms., In this‘respect the leader must consider 1f
st;ndards of allowable behah\ors exist and 1f s0 what the standards
are. A leader who vio]ates the larqer groupinorm 4n a neggtite/minner:

wil] incur resistance from members of the group or possibly expulsion/ 8

‘dsxcidsion from the group dependinq upoq the severity of the violation. '

In this matter consider the new, young reiigious leader invited to J
lead a mission in Centrai America; Suppose the young man was intelligent

and perceptive but that he failed to realize the parishoner s belfef

that any form of birth control was taboo. Fhrther, suppose that at one

of the first few group meetings the leader Qelivered'his‘sermon on the
necessity of birth control, zin this instang§‘the leader by his vio-
@,
lation of the group norm (espousing b rth control practices) wou]d . E\
\

probably, at the very least, incur resistance, or at worst, be exclyded

from further group parti;cipation. N ‘ ‘ / & $

' I

Now that we have considered many of-the dynhmics present across
groups let us turn_to some of the more specific leader behaviors which l
have heen effective 1n formulating groups, estabiishing ground rgles,
ficilitating the general discussion and he1ping to keep the %roup on task.

¢ ‘ ) _b

.
s . : ) =
& . “ . .

The group Inggr,isggeneraiiy,less active]y invo]ved with this
process thdn with alk ofh;ps which follow. However. 1t is important

| potential is to be makimized. A s _pontaneous qroup (type I) may form

when a number

-

7potentia1 members communicate and/realize the co : B
: g
e g e g

<



. a11ty of ‘their n terests be]ievs and 4qtitudes. The- potent1a1 members
alsd‘realire thig theytshare & common need wh1ch can| be best be satisfied -
through group membership. )

* Another type of group (type II) may be forme when a pcrson 1n a

' position of authority or p_wer destgnates\persons of lesser power to work )

.together to\!ccomp11sh‘some goaﬁ The goal 1n this case 1s determined
-~ uby the author{ty figure. . In this case the goi]s may be to help the power'
figure make some decision/ acquire 1nformaé$éh qain understand1nq and/or“

perhaps Just to feé/ better In this situation the powezafigure chooses

to. function as a part of the group. This person may or may not choose

to function as the group S 1eader. however, as an exampIe of this case M ®
consider the President of the United States and his cabinet members,
Thhe President (authority or power figure) designates'the cabinet
members (usually persons of less power) to help him accomp11§h some
goa]w(balance budget insure defense of country,” etc.). The President
is &ndoubtedly a part of the group and he may or may not elect to funct-_
fon as the group leader, . ' e ‘ ' v o
_ A third way (type III) in wh1ch.groups are formed~1nvolves a person |
in an authority position mandating that subordinates function together to
accomplish a goal set by the authority f1gure.' In this case, hqwever,
the power figure 1is not_aaworkino member of the group.f,This principle is
i1lustrated when the President of the United States appoints a commission
of scientists to study the effects of supersonic travel on the earth's
atmosphere or, in the schools, when a super1ntendent appoints .a group
. .of pr1nc1pa1s\t6’determ1ne methods of equalizing teacher workloads amonq
their various schools.
In general it can be st ted that iadividuals funct1on in groups .to
and/or eJtrinsic (secondary) needs, When

26 ’ ¥ N ] 4
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¢ oL .o : v
a person functions in a Group,to achieve‘a personal;goai or to satisfy

personal need we may assume that the person is operating at.an intrin-

sic 1eve1 when the person functions in the group to satisfy someone

else or to gain something other thaﬁ one's own satisfacfion ‘then one is.

fextreme]y motivated A third condition may be said to exist whén-a person

functioning in'a grOup simu]taneous]y satisfied both the Intrinsic and

the gxtrinsic need states. This state may'he 11lustrated by the teacher

2

whosrema#ns aftar school each ddy to coach a football team. - The geacher
may be satisfying persona] needs (intrinsic) relative to perceived status,
being associated.udth a uinninq: eam, being a leader, etc. Further.l'

this person may be compensated monitari]y or considered for a promotion
therehy satisfying.an extrinsic need (money, possible assistant
principalship,etc.) throughgmarticipatiot’ with the football team.

(4 . <

EstabliShing,Ground‘Ru]es )

Onde/a group. has been conceived (or actually formed) some basic
dectsfons must be made concerning the - desired outcomes for the “ B
partitipants. These decisions will Undoubtedly be value oriented and ‘T?‘L*’
will necessari]y invo]ve from one person to the entire group membership.

That is, someone or some(collection of persons must decide in what

manner (through what activities) the group goals can best be achieved.

'In the Spontaneous group (type I) situation, Bonney (1974) has *
indicated that the group must necessarily experience certain develop-
mental epochs ?f 1t is to become fully functioning. Ronney sta}es that
the group operates at first at an establishment stage in”which;the group
members attempt "to achieve a functional interaction...that wili allow

)

for persona1 qrowth." This staqe is further divided by Bonney into two

" substages of ;_ploratibn and socia]ization In the exz}pratory and

socializatiqn stages each member of the group tries to estimate.how he/she
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is received by the others and how to expect oth::—group members to

"behave, The Ieader is tested in terms of his competence. The form
dn-which the expioration occurs w111 depend on the kind of peop1e
invoived their ways of reiating (to others) in groups. the behavior
of the counseibr‘t1 eader) and the settihg. . |

f Before the socialization and expioration stage begins, however, it

| is desirable for the Ieader (or‘an informed group member) to briefly -

. summarize° (1) the purpose of the group, (2) the physica1 and socia1
reaiity (conditions) under which the group must operate. (3) amd genera11y
the appropriate, or an appropriate method of participant interaction.

“In summarizing the purpose of the group 1t is stressed that the group
goals heed not be espoused. In actuality, the specific long and short
range'goais will not yet have been established:  When the physicaﬂ and ?ﬁf'
social contigencies under which the qroup must functioh are defined ht f
shouidﬂbe'brief and fn the narrowest sense possible. This 1is done/in \ ),
.an effort to keep’the ground” mgmbers unbiased reiative to their individualf
(percéptions of the "real”.environment. At a later point in timg)the |

i

v members will usua11y discuss open1y the reaiities operating on the group

A group decision will theq’be made concerning this reality and how °

members are to function within it (parameters of aliowabie behaviors are .’,

~ ndefined based on the group 3 reaijty perception) The appropriate )'
method(s) of interaction among group members shou1d be broadiy defined SO
A 85 not to unnecessari]y restrict, inhibit. or Iimit members from
expressing affect The most qenera1 quide in settinq the qlound rule” for

' appropriate modes of member interaction 1sno ask whetheg'Or not a . ‘
member's behavior (verbai, physicai) contributes to the:growth of the
members 4n the qroup,~is within the 1imits of aiiowab]e behauiors for 7
the society in which the grqﬁp functions and is reiated to the purpose

and goais of the group. If the anagE; is yes . then the group behavior

. ey ’ . a
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:1s appropriate. .
In thq Type .IT group (forwed by an authority figure in which member

porticipution.is mandatory rather than voluntary) the establishment of
ground ruIes roceeeds much {n khe same way as,above with the exception
that the thority figure is free to step in at any t1me to determine
, the group' s purpose and/or goa]q Further the authority figure may
.dictbte the group's redlity andlthe method of interac
In the Type III\situation the ground rules relative to the purpose

and goals of the group as a who1e are set by the authority or power
figure’ during,or before the estah]ishment stage. The group's reality
and mode of'heuber 1nteruction_hégezjr. is usually left to the-dis-
cretion of the group members.- In this situation (type II1), the
‘authority figure is usuaIvafnte;ested only in the ehd~product of the
group-that 1is, whether or not thé group met the identified need relative
to the purpose and/or goals wh1ch were defined for the group. In.this
case the members personal qrowth ‘needs, etc. are not of pr1mary

*  importance..
'FACIE}TATING THE GENERAL DISCUSSION/THE LEADER AS FACILITATOR

The process ofvfpc111tating, in (ts most basic form, simply means
making it easier or more pleasurabie for the group members to interact,
e1ther verbally or non-verbally. A h1h§5¢eqree of facilitation s most

often arh1eved when certain leader and group properties, descr#bed

pelow, are present in the functioning group.

. ’E@&uctioﬂ,of Anx1ety or Threat
S I (o T
. A ghoup functions best with a minimal level of anxiety in relatfon

to the purpose and process’of the group. Most of us tend to react with

some degree of apprehension to unexpected, novel or amb1guous sttuations,

I 23
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He‘can only respond to any !nterpersonaI situation according to ner-
ceptfons and response sets:we have formed from past experiences.
Students typically expect school situations to.be fairly we11,structured.
:If the expectation is ignored or violated, the 1ikely result will be
”confusion. hosti]ify or inaction. A simple acceptance of the uncertain-
ty felt by the participants &s normal will in itself re11eve much of the
enxjety associated with it, Further help may be given Jtr]y in the group
by exploring with group members the ways in wnich th{s'droup-w111 be ;

similar to groupsv they have experiﬁed before and ways in"which it may

become unique. A similar sort of &Mxiety may also be experienced by

the leader. . s ‘ ©f )
. i i L o

_Dembcrat'l Leadership Style

- The research has repeatedly shown that members more freely construc-

g

tively communicate when the group leader functions in a democratic _ -

manner. (See ro]e behaviors for 1e;der pages 5 through 7). Lippitt and
White (1943) in their c]assic study have shown that under democratic

leadership‘originality and spontaneity exist at a high level. Tension-
hosti1ity appears to be present at~@ very low 1eve1-esbfc1a11y when

t

. v
compared to other forms of leadership. This suggests that, when practical,

” the leader should étrive to develop a democratic atmosphere within the

[

Rl

group. A

3

Environmental Engineering

. \W
This term refers to the preplanning involved to“fnsure the safety

(psychoiogical and physical) and comfort of the group members. In i{ts

simp1e§f form 1t might mean that the leader arranges a quiet, tastefully

furnished ioting place for the group. More elaborate schemes might

prove necessary as the group progresseiitnrough different activities such

10
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role playing, ‘'sociodrama, psychodrama, etc. = .

’ : «

Cohesiveness' Stressed

’The Ieader should attempt to promote and maintain the highest

-

level of cohesiveness possible during the life of the group. (See

cohesiveness. page 14) In this respect certain leader roles are
mandated. - These roles which serve to clarify and increase the members
understanding of one another should’ be undertaken frequently by the

leader.

Y

Ground Rules Established by the Group as a Whole

When each member.of the group has fnput into how the group should

;function then each member becomes personally committed to abide by the

group s rules and to help achieve the group qool In this same manner
the group members may determine how deeply they will become émotionally

. Involved with the group and what types of experiences are appropriate\for
members to .share with the group. This consensus relative to the level

of sharinq serves to he1p keep a11 group members operating with 1ike
amounts of emotional involvement. Threat may “he kept to a minimum as

_ground rules are established which forbid discussing the group activit-

tes with persons outside the qroup.

Estab]ishing Time Contingencies

This is the process whereby the leader designates definite segments -
of time”by which a certain task .or goal is to be accomplished. The
group members.are thus forced to {nteract cooperatively if.the task is
to be completed in the time allowed. The leader must be cautious
however to insure that sufficient time 4s allotted for the successful

completion of the tasks. This suggests that the time continggncies

should be somewhat flexible and capable of being varied at the discretion
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of thefﬁeader. As the Teader and group gain experience functioning
together the leader will be better ab1e to set reaiistic time .

contingencies.

4

Difficuit Group Members k

Passive-resister-enqages in "out of fieid" behavior, stares out

the windows, makes irrelevant remarks, etc. If the group is cohesive.
the group. itself will probably pressure him/her f:to constructive invoi-
vement or at least neutralize the person's destructive potentiai. If
'possibie. assign hjm/her‘to a project with'a partner who is active and
well accepted by"the}other members. The passive resister may eventua11;

force you to remove him?her from this group.

High status in the 1arger group based on referent power- This

xerson may be ab1e to exert more influence over the group members than
the leader. Exampies include the leader of a delinquent gang, an

| exceptionally bright student, or a star athlete. .The leader shou1d
attempt to elicit th?s member 3 cooperation rather than compete with

him/her.

High status. in the larger group based on legitimate or assigned
power-A principa1 or superintendant of a séhooi'as a member, but not
. the presumed leadery of a group of school teachers and counselors.

L
Other groups members may defer to this individual even $hough his/her

o
r

.céments may not be especially re1evant or qoa1 directed. In this

situation the group leader would do well to deyelop an understanding

with the administrator before the first meeting of the group. At some

point a dip]omatic confrontation might be necessary, The ‘administrator
" should be helped to understand the importance of cooperative effort

and mutual respect among all members of the group. It'hay be necessary

to remind the administrator (and gtéer members also) of.the group goals.

8
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‘A comment recognizing the unioue réSponsibiiities and duties. of the
administrator may give the leader sufficient credability to’ suggest
that the group return to a task orientation/(in 14ght of the realities
anq/restrictions posed bypthe high status person)

- There are several other types of behavior which the ieader should _

be alert to such as the. clonn. ‘the deviant. the monppolizer. and agfew Vo

+  others, The one thi'ieader must do somethinq about without exception.
houever. is the biocker. . o - €
The Blocker-Many groups and especia11y those groups which have
involuntary participants. esperience members‘who behave in such a  manner
.80 as to block the group from achieving a stated objective or goal.
In the case of a very young group (recently establisﬁed) or a group Tow
in_cohesiveness it is doubtful that any member will confqpnt a blocker
. due to the fear of breaking of the group. In this.case it ts- necessary
for the group ﬁeader to minimize the neqative effects of the biocker on
~ the group-until the group either becomes more cohes{ve and/or matures.
In dealing with thg blocker the leader need not become invoived in
direct confrontation. In tact. confro tation is usua11 best avoided,
at least untti the‘group becomes sufficiently comfortable fynctioning
together to handle a major internal disorder. The leadey can'sérve to
w,nimize the biocker s effects by: _
(1) systematicaily ignoring the blocker, or (2) by delaying or postponinq ,
. the blocker's verbai notions. Examples of these situations are iiius- |
. ﬂ ) ]
tratﬂd below: ' > e o .j - P
Situation 1: Leader Does anione have any suggestions as to what we can
do to help Qohnny?

. ~ BYocker: Johnny doesn*t need any help..

ignoring . - N - .

Leader: (1gnoring blocker): Mike, 1t looked as 1f you were
about to ‘suggest something, or




Rl )
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Leader: (ignoring blocker): What are some things we can
. do to‘he1p Johnny? *

Situdtionafz Leader: Does anyone have any suggestions as to what we
T can do to help Johnny?

Making ' | : . '.f
Blocker Blocker: Johnny doesn‘t need any help. . - :
Delay
Response Leader to B]ocker' If you w111 hold off a moment untfil

, . after we've come up with some suggestions,
. | : I'11 let you tell me how ybu feel,

o | /o ‘ A ; ‘
_GROUP ACTIVITIES USED TO FACIL;TATE INTERACTION AND LEARNINGN

.-

Role Playing i ~:/(' | ) o
o 'Re1e playizg 1; the conscigus e&eptioh of a perceived inethod of
behaving not normally emb]oyed by an 1ﬁdiv1dua1 for the'perpose of
1hcreasing the 1ed1v1dda1's or greub's understanding‘ef the dxnamics
of the péychologica] 1nfefactﬂgn at hand;’ Role playing may be of
_ either long or short duractieqé{hith thirfy minutes to an hour being
~ constdered of‘ldqg duraction, §o1e§ may either be assigned by the
group leader to the individuals ovw the 1nd1v1duals may volunteer for
a s;ecific role. A role p1ay1ng activity ma& 1nv01ve one group member,
a ggipion of the group, or the entire- group. _
| Consider the fo119w1ng role-p]ay1nq si@getion in which two par-
tizipants, a teacher end‘a counselpwx'.re ask:d to interact. This-
could be any twd?or ﬁzre members of the grouﬁ'wﬂo appears to be in
a?“flictp thereby obstrecting the progﬁess of the érOUE. '_Teaeherih
fﬁlﬁﬁ the teacher feels strongly that the school should take a more
act1ye cart in/tel1yng ?Zudents~whﬁ; they‘ought to do with fhe1r liyes.

Lo L
Cbviously i{nay are not mature enough or experienced enough to make

these decis .7 by themselves. Counselor Role - T#ettounselor fee]s
7T -
Just as strongly that the students shou1d be encouraged to-make their

¥
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.own-decisfons without advice or direct‘infSuence from others even when
v requested._ The counselors' typical response to students is "hof do

-

you feel about this?" . ) ’ c //.
~ The two peoplg playing the roles then discuss their. opposing views
with an effort to reach some’ sort of understanding. O ; J

L4

- ' ! A

Role-revera] - After participants have interacted. it may be he1pfu1

to have the same participants switch ro]es—qu then ro]e piay the ‘activity

lgain. In this manner the participants may gain insight into the probe--
Tems and needs of persons different 1n some way from themselves. o -
by T

Socio-drame = This is an acting out of.a problem area common and
~ significant td g]i:members of the group./ftf the group is large enough.
it 1s best to have part of the group put’ on the drama while the rest
) Observe and take notes. 'Thekparticipants may play themselves or be
assigned typicai roles such as initiator, blocker, etc. A discussionj

, C #
- should always foliow the drama. ‘ -

Sub-grouping ’
Thi} technique of breaking down the whole group into smaller iogicai

gmggneéts has been demonstrated to be effective under a number of
different cireumstances. In one situation, the Teader may wish to divide
-the-whole group into sub-groups for ‘the purpose of ‘task comp]etion. In ’
this situation, the leader may give general directions to the large

group “and specific directions while circulating amqng the various task
groups., Or the leader may bive speciFd!antructions to the entire group
‘and serv: as a member of the functioning task group.
, “Ina second sitiation the leader may use sub-grouping in an effort

to match tho personalities of individual members«to achieve maximum

.+ interaction. In this situation the leader might elect to _group: three
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or fouriof the more- non-verbai members with a fifth member who 1is

i only s]ightly more outspoken. In this instance the sub-group goal
might be to encourage'more individuzﬁ participation by the non-verbal
members. By eiiminating the dominating or more vocal membersb the 1esl
verb&] members are- encouraged to participate. ‘

-~ A third majn application of sub‘grouping is to Allow the group :

leader time to deal individua]]y with a member of the group. In this .
context either a co-]eader ts designated.or the qroup is left to de-

termine its own leader. This third situation is often employed by

¢ '.‘

~

succegsfuT‘feaﬁhers .and counselors ‘in tZsk and guidance’groups in the B

schooi setting.

Sumfarization’ o | J 5
z

The technique of summar{zing mgy oe effectiveiy employed by the

group ieader (or any group member) to faci]itate remembering, to
‘refocus the group members' attention;~0r to tezminatg;anactivit} or
sessfon. Lo ‘
- As a remembering technique the 1eader or other group member brief]y
describes the main points which were developed during the group session.
*  The leader then asks the group if any of the significant topics of
areas of incerest covered during the sessfon have not been mentioned.
By asking the group if all topics:haVe been‘covered, the members are
forced ton remember ae best they/ggn unat actually occured in the session.

z

As a technique for refocusing attention, the leader may summarize |
the s:? ted group purpose, ,goal, objective. or specific activity or task.
In this mutter the grdup members are reminded of the group's oriqina]
purpose, etc, which serves to put the group back on task. The 1egder in ///*
this case 1s actually functioning as a c1arifier of information and"

evaluator. ' ‘
: 36
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- Summc. "zation -85 a techhique for termination offers the leader an
effec.i. .av to end a focus of ddscussion. restate what was said, and
then nove D anothgr topic or dismiss the group 1f the t1me for the
Session is comp1ete. This final summarigation hae the effect of helping
tme members reerct ubon what occured during the session, but no time
is allowed for fee&back from group members, By summarizingewithout &

feedback a sense of closure is encouraged which al]ows the members to

. leave the session feeling qood abput having successfully.completed at

least a pert of the group task. s

SUMMARY A

=

Ask you#;elf the fo1xow1nq questions shortly after the group has
begun, ¢ Periodicallx ask the quest1ons as the qroup matures. ’ »
1. What type of atmospher( exists? A
2. What type o* Teadership style is present’
3. Am I demon§tmet1ng.the qua]ities of a anod leader?
. 4 What roles have the vartous memEersyedOpted?'

Are the roles. conStructive7 Are the roles compatible with the
group gpals7 ‘ - . .
a .

" \hat. are the gqroun qoa1= WHat is the purpose of the qroup7 Do
211 memgérs recogrize the purpose $nd goals? .

7L Is the-group cohezive? What ar 1 doing to increase cohesion?

&. byt are some of the faciore 'nich limit the aroun?
coE¥T am ¢ dealing wich Jiffficult members?

. - P 4 , ' -
vhoslo o make a majur alteration in my approach? iihat?

N
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Handling Silence . :-- ' . -'t“ 4e'<§: ‘ .

Occasionaliy the leader will ask a~quelthon of the group and will’ . Y
"be met with a deafening si;che}. Thii s most discouraging not only '

. I A v
to the leader but also to the participants&’for‘interest in the group !
-and/ar-the ability of droup nemberskto“solie the Qrodp's'proﬁlem is
questioned When a leader asks a qeneral question and {s met with th
period of silence it usually iﬁdij;tes one of tio main'conditions'

1. The questi is cons ered rhetorical by the group members and
they are waiting for the group leader to continue with the "1ecture."
‘ThJs iP an indication that the leader may be over]y directive and active
thereby denyinq»the members an- opportunity to effective]y participate,

The members may have the f@efing "What's’ the use?" or "It's just what
hé wants to hear." ‘ﬁli - = ' ’ ' g

2. Lack of undérstandinq relative to the expected behavior on

the part of the participants also leads to ‘periods of silence. I]Lthis
e it

.

over their heads”, irrelevant to_them.‘or Jjust plain boring. As a

’ ‘-t e, the participants may not be "following" the discussion’beca
is
R &e s . . : P N
leader, ong may wish to check on the source (cause) of the silence by
~asking random members to state in theirtown words.wgat has transpired in
the group and what the group's ‘goals are. If the members canﬁoo this
accurately then the lerer must assume that the silence is due efther to

} irrelevancy or general boredom. The Teader must then strive to actively
L 3 v /

\
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*

involve allhpartiéipantS. This miqht/take the form of an experdential«
exercise among pa icipants vhich 1s later processed'and integrated into

the oroup fraﬁizzpk. The key here is that all mepbers should have an

active role in the experience. -

—~

' / + The leader should realize that boredom can develop.in any group. It
' . . // / .
ts a natural phenomenon when people are asked’to be inactive physically
( | - 38
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for long periods of time to become less attention and eventually; .
i : 9 . , | ) « ot R w
. disassociated. " Again, 96%1v1ty 1s,the'kéy/:ﬁ\thht‘1t breaks the, -
- - R . : e - ‘ .
routine leading to boredom. N : o v

N Is h . )
b £ : : - X

Buildidg Personal Credibility

-

* afs a gfbug leade;,it,is espigial]ynimp;;tant to project e%feg}ﬁveTy '
_-éh adherence to»the norms and Vaitzgriif the'groﬁp to which ?pgkbelongs. 1.‘
— It communicates to o%her grbup_hembers a w1111ngnéss to pub]fc;]Iy
acknowledge tﬁatlin which one believes. It furtHer,pommdhicateg thf
1¢ader'§ a;sertidn QP rights as a productive human Béind.

The level of one's‘dwn personal credibility in general is a function

-
v

of one's 1) éonsistency and 2).per§ona1'péﬁency. By consigtehcy reference -
is made to fﬁe predictability of one's ratfonai béhaviorrzatterns; Thaf,
is, will the person‘respénd (béhave) in the same way‘when presented with
the same situ&tjo?_ahganoth;r\timé?' Can I cqunt\on this peﬁspn to'dd
R as he has;gone in the past? The past level of consistency w%ich a’ézrson‘ o

has demon#trat;; may.e{ther augmeﬁt or de£§act from one's JéVe] of c;ed-
1b11{ty. Ausecond aspecf of one';<;;§d1hf11ty'1nvo1ves the 1diosyﬁcrap1c
natgre of the person--the pérsonaI,effectivgness (potency) of tpkkiﬁdividuéj.
One's personal effeét1Veness Hs dependent upon -the extent of'oné's -
1) knowledge base, 2) knowledge of human,nagure and 35 %hg ability to
effectively interact with othe#?; It is easily seen that for oné to function
with;a high degree of credibility there must be a dynamic interplay between

v
the necessary coﬁditions of consistency and potency with both conditions

¥ -

being developed to a high level. L ' '

.

39

s




~

The L1§t Word

Leading a group of people through a serfes. of well
p]anned activit{es can be a very rewardinq and . productive
experience--for the Ieader as well. .as the participants.
The cha]?enqe of leading groups ts great whether-yop are

f preparing to lead a series of ;téff.deVeIObment se§s10n§ s
for your peérs in tﬁe(area of career quidance or to ledd
t series of experientia] actibities-for student groups. .
Ne trust that this overview of basic qroup dynamics and
f. group procedures w111 help you meet thg*cha]]enqe of
group leadership, S : : A‘\

As a'final exercise you may wish to deve1op a short
practica] Ssummary of this handbook by seekinlmq\swers to
_the fo]]ow1ng questions: ¢ . . "’\> AN

Hov: can a leader»re5pond'to g*oup tiJence? .<\13 :

"How can a leader handle a bloeker’ . "

How can you mainta1n task orieﬁtation or group focu99

e can you as a- leader build yourrcred1b111ty? '
What kind of leadership style do you pre?er?

=% Co Pl
: }hmfﬁaﬂ you work with authortty figures?

L 33
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