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The 1nfcrnatxon presented in thIS booklet. is fer

group leaders, facilitators, and meambers, and’ outlines some. typzcal

barriers or_ problenm. situations groups. encounter.fThese are’ (1) W
reluctance to assume LEs sibility for tasks, 42) a decline in." -
attendance, 3) - unprodug&z Y™ tlne-consnmlng mectings, (4) lack of
\iollownp on deczezons3 {5) disgussions .that are dcaminated gy a fei
nelbe: ana (6) conflzcts anong neabers. Several tactlcs nd '

Earrxers. (Anthor/uﬁ?)
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x Reproductzons snppixe& by EDBS are the Eest that can be lade ’;-f
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ABGUT THE SERIES ST e T L
N ’J ; - N R hd
Keys té CDWHI tg TﬂVDi vemeﬂt is a: S'el" ies Of booki’ea

: developed for governing boards; commum.ty leaders, Qroup . .
members, administrators and citizens.  ‘The booklets ‘are des:.gned
to help these aud1ences strengthen their s]u.lls -in-group

processes; work cooperatively with others, and plan and carry

oi1t new pro;ects. Topics include techniques to maintain’ enthus:.-
.8sm in a group, ways that agencies can effectively use »
consulfanfs, and faowrs that affect Introdtic::ng and ::mplementmg .

fréir 5;53&&»25. ; . : , G

- The booklets are written by menders of the Rﬁ-al Bdt:catxon .

- Program of the Northwest Regional Educational Laboratory. The
Laboratory is a nonprofit, educational resea.q:h and development
cqrporat:.on, headquartered in Portland, Oregon. o
R The booklets in. the series are adapted from a. much more )
_comprehensive set of materz.als and training activities developed

-and field tested by the Northwest Regional Educatronal _Laboratory

over the past several years in dozens of locat:.ons throughout: the
western United States. . o R : Ce

-~

(: Informat:.on about other booklets in this_ serles--tJ.tles and . ‘
! how to order--as well as -information about: related servrces--

—— - e —~ = - e

: tra:.n:.ng, workshops and consultation-—can be found on Jthe Inszde" o

- ‘and outside back covers of this booklet.
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into &:r.fflcul-t:.es. Howeverk such d:.fflcultles can be v:.ewed

.asa WS?PIY?}??F‘}E‘S experierce.. /If group members are, s

$killed in recognizing”the difficulties ¥nd are.aware Of - ;-
‘methods. tb overcome them; :!-mpréved ‘group ccohamn amd ;-
fproductivlty can: result‘f’ co T _- . ._ B = R

';‘ -

1ea&ers 7 facz:i::tators—and manbers, ,and outi::tnés some typ::oaif'..:';f'

' These are:.

J
.

§e7§f§1 tactics an& gst;w:tties are présented You carbuse L
“them as they are described or modxfy Eﬁéﬁ to address the [
un:.que needs of your group.. T IS S
g o N _0--‘_'_7 . .;l7 - S- . ;:_‘-;_‘:. \ ‘ SE
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PRUBL%VI anAnc}Ns AND HOW TO HANDLE THEIVI

EMBERS ARE RELUCTANT TO ASSUME RESPON&BIUTY FOR TASKS

. e
- - O N ! . - .
A

Most groups are orgam.zed to accompilsh tasks. For :
example, _- c:.tlzens group may. be-established to help the . .

school board 'identify, pian and carry. out school improve- N

.. ment pro;ects. or-a temporary task force m::ght be set i:p

T > ¥ RN S
CETLT AN LT

¥
3 to plan a: ‘staff retreat. R T L
‘r ) Gett:.ng the work done depends Qn the. wlll:.ngness of "I
- menbers: either to .do -the work themsalves or .to ‘assume-the
respons:.bllzty for gettmg work done by coordlnatlng and: -
delegat:.ng specif::c tasks to others. o
. _1\ 7 o . P . s
Sometmes a grOup may be faced w::th pienty of work but .
few members who want to do- 1t. . There may be many reasons
for th:.s, mclud:.ng. o s RO
R 4 . ) e ;--.__ ' ' 7; .
- e . 'r(anbers d0n't feel comm:.tted to the tasks *
' .® = Members Feel they w:.il fal]; or won’t do the work -
L 7“rIght“ - g T
| o Tasks Seem vague and confus:l;ng
Y 'Members don‘t th;Lnk the> Xe are adequate resources- ‘
‘ ST people, time or money--" successfully complete '
;7 .. ¢ the tasks - RR A S . \
-‘ .’.-' S : . ° = ) ’ ¥ ;
oo e ] T
2 SN TR o
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1:_’{ the follow:.ng abtlvn.tles to 1dent1fy mere. clearly what is )
ca.us:.ng ~the sJ.tuatJ.On and how to resolVe 1t. SRR

-:ﬁ; ’ :v_

. .\. N S

‘members may not see the ;celatlonshlp between “the

' work that is to “be done and the reason they- 3o.meci

' the group. Rev;.ew::.ng 'the purpose and. .goals of the ' "-
'group may help clar:l.fy the relatlonshlp and mcrease

mot:.vat:on for doing the wgrk* LT .

e

——B—nst:thmsks—on—a—chalkboard—or—newsprmt—so“an

members can see them. Clearly llstJ.ng what is to
‘be, dorie and breakmg the wor}c down into small, ©
Ymanageable tasks frequently helps reduce members'
‘confusion and anxlety about what is, to be dope and

- who is respons:.ble for doing itg; Ail:so, if bers

"+ feel unsure-about their abilities to accomplish'the -~

ories they feel" confldent about doing

Surface concerns. By tak:l.ng t:l.me to perlodlcally

.. tasks; listing the tasks may help members seiect the )

- ‘J-

-

questlons, a group can ellnﬂ.nete some of the blocks, L

A5'that may be preventlng ‘them from getting theIr work

* .done: A simple procedure for surfacing concerns is:

for -each’ mem;ber to list on a card or slip of paper -
any concerns or quest:[ons a.bout the group s work o

opportunlty to vo:.ce thez.r concerns) members can |
sha.re theu: concerns and questJ.ons, record them on - s

) ‘newspr:n;nt and post the newspr:.nt sheéts' fof the -

entire group to read: The convenmer or leader of '

-t ———— — = — =, = . ~

the group then helps the g group address each item.’
Some concerns myy- be dlssolved by .a member sharlng
some new information; other items may requlre that

- the group make a decision or do some additional . . -

‘problén solving. (See Booklet 3, "Problen Solv:.ng'-.i :
A Pive-Step Model.™)- After members’ concerns have ' . °
"been dealt with; rev:.ew the tasks and agree upon
task assIgrﬁnents. T Do
. O C. . - - R
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 ATTENDANCE j_é_-bééi_;mimé s
, When a group 1s f:Lrsi: orgam.zed, members Are usually
exclted and enthusiastic -about the ‘group and 1ts goals.

Their attepndance is regular and participation is lively. .

~ After a time; however; ~members’. interest and enthusiasm may
wezmtmttemiancadecﬂ:me._ﬁihen*members_ﬁrs:t—show—signs—
ofi:gndrfferenoe or disinterest,, deal with it then, not

after a‘number have already dropped out or relat:.onsh:.ps o
. -'among members have severely deter:.orated.

:-".,_.Rpathy or dlsmterest among members can be the resui:t;‘
) number of thxngs, rnclu&:mg

. ."

i U se‘ . Members may:f_eel. yhwanted .of not included J.nthe -
. gropp . R S 3 .
® :'_, 7 beingigaggg or. drsgrtmtfted w::th the
: he ;ggo operates; re.g., the pace is £oo .
- stow or fast;.or decrs:;on—mak:.ng procedures Seem
unclar o J.nconsz.stent S Y.L
T . bMembérs may feel ﬁowerless td J.nfluence fJ.nal
: dec:.srons A RN :
e ;Members may l{’éve los\t\\terest in what the groixp
S 1s doJ.ng s e
: Con .!_/“ , . . ; . LN o . e
VT e Members‘ rngryxggaiiggalsiafrefrn gogr'q:rct with
\ AR what tl'ie group has outimed as Its goals _
as i 'I'here are /a number of ways to 1dent1fy and: deal w1th

_;\ members ' apat:gy One way to pinpdint Some trouble’ spots is '
o for members tor complete the follow:.ng quest:.onnau:e. Toeo-

Y
s



- sample Questivnnaire P : \
) ;v GROUP ASSESSMENT FORM i
Directions: Below are some statements regarding your group, Please .
' give your opjnicn about the items: by circling the
appxop:iatc number and respoading in your own words. .-
1 - S;rongly agree )
—2-=—Agree : :
. ' 3 = Updecided T
SR 4 =-Disagree . " z
5. Strongly disagree’
AR ' s AU D 5
uubers get alonq with one anot:hez i 1 2 3 478
Hembers. openly share thelr ideas and feslings 1 2 3 -4 . 5
prorﬁnt decisions are made __ga_sgn_a_bx and- - . -
quickly N N ez aals
: P:oflus are aﬁqﬁésaa and réso:tved in a - ) ,‘ _ .,. S
systmtic idajr : 1.2 3 4 5
Mﬁbexs seem” enthusiastic @atfnterested o oL , .
abont accanplishlng tasks - . -3 1'2 3 4 5
eefﬁzgs are producﬁive ana’ e!ficiént : 1 2 3 & 5
.The relationship. becween the group's goals ) I
~ana tasks !3 clear ' _ 1 2 '3 4 5
- .. "(
.‘l'he group has norms or s,;gxgda;@sﬁgzggﬁgre T
' EIear-ﬁ géﬂe?iny accepted by menbers B § 2 -3 4 (5
. ,What aspects’ a.bout your group do you cohsn.de: mesrr sausfying? Ca
- I .
10. What aspects about your group do yqé consider least satisfying? -
. AT ‘ H o
- TR - - ;:5
- 5 - , 't £ . —
. i -~ PR

ERIC

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

[ Y
|
.

- : ) B oI N A
: T -t e -SK A’ U D:Sp o, |°
ER AT SE R BN L :
- 1, I und-raund”:{\ejurp&e and know what 'ﬁ oL T
B IR tho agcnda ;la tor’ ‘our mtings L 123 4. s N
b 2. I am genezuly fziendly md suppottiva of | :‘ v
' " other. nqnbexa o . 12 3 4 s5°
| j"3"; Iihggoigdegggggigpportmities [ nha:e my el e
Mmmﬂi_oﬂmn;\ 1 2 .3 4 8
SR : N L R B ‘
3, I feei I an a valuablg member of th:.s qroup .1 2.3 4 5 -
P i . . ‘ "
s: -1 EIeany unaexsfua ana- zeel éamiﬁted R U
- tothoworkandtasksofthisqroup el 2374 500 )
‘ 6: I am satisfied with the amount of intlue.me- T R Y
: Ihave ‘on what happensindzis qroup o1 203 4~ s :
27 I amiable to inflgence ard parﬁc:.paﬁe 1n - o
S naki.ng g:oqp decisibﬁs : e .12 .37 8754
'8 I am satimfied with the type of Iea.aetihip S
provided by, éur: comrener PR L. : -1 _2,. 3 dj S,
A e = LY . . . L N
) R S aspects ahéat yo@ pi?ﬁicipaﬁian oF inHuence :'.n the grcup do _ o
B B you eonside: most’ satisiy:.ng? % . : ; L
E Lo RN : -
-+
10._ what aspects afoouﬁ ycmr pxrticipatwh 62' ﬁx‘fméﬁéé 1n Ehe group do :
. you consider le&se satisfying? . . N

Flgure 1_ ;'Sample I;roup Asgéésmén't Fom . 7 i 7
’ O?xéé a11 menﬂ:ers have qcmpLeted the questlonnan.re, the v ';
lea_der or a member can comglle tHe. data and present it tg-: -
th group. A dlscusslon of the data may 1nd1cate potentlal
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The f.ishbowil; Is another technrque that cam be used to

K ehcourage members tg tdlk about and examine some possrbie rcauses '

of apdthy or dlssatlsfaction. ) In the J.shbowl, small\youp A

~is fonned w:l.thJ.n an enclos:.ng cuc’le by the. full group. f :
e . T B i — - .xi * "
- Y . e _-.7 . ! _
s ‘ : o N T :
s

. . . AR '_\:..:$ . - .ﬁ ,7.~ »;..:/ E 3

: R X - T : '

Toe S A e . . . - e

e M ,:.i . Ll ® - ‘¢ 2 e

v sy - : :

" .0 .9 e .® - v

The- smai:l group rs then asked to &rscuss a questron, such-as

"Several people have complamed that opr meetings are boring.
What are we dolng or-not doing that is causmg people to.feel
bored?" One or two empty cha::.rs can be avallable 1n ‘the ’
temporary, r‘otatmg Qas:.s-—-to ‘make a comment, ask for a 'p'oiz'it,

to be- clarrfred, offer additional information and so- on. The'_"l

_ fishbowl is'a’ Way to get members tatking an& 1rstem;ng &o one:v -

.

short-term :eff" cts but are riot generally satz.sfactory ways f s
to deal With group J;ndJ.f.ferenceg 'Such technlq-ges address

».symptoms rather t‘nan cauSes. ' -

- . . W . . L.

L It is easrer -,to gr_sv;e;g__t enthusraan a;nﬁ J:nterest from :
waning than it is: to recapture group morale ‘once «it has begun .
- to deter:l.orate‘ ’ .. ) L

., Use of the 'follow:.ng procedures may hel;p prevent th:.s
' f)r&l_:iem.j : . .




ST x:-,A

A. At the beglnm.ng of each; meetmg, stafi% the o

. purpose of the meet:cng and review the agenda. -
- . Give-members a;n opportunity to mod:f.fy or add. to.

' Ehé ose. and - agenda.

' that members might have--and dea:t wrth than as
soon as possxbie.- e e .

" * B, 'Penod:.cally surface any questions or concerns '

. - -~

e -Keep meetmgs fim and act:Lve. Group work doesn't )
- .. have to be hard and agon:.z:.ng to be effectlve. B
o -

PR » R ,Encourage all members.to be. mvoi:ve’& and to

t — — R — —_—

igipate in the act:;vrtzes. Comum:cate to _’

N . i B ', : each member that his . or her Involvanemt is

S 'mportam: to -the §r6up. C - e

el Most group members are busy people who have lz.ttle t:une

“to waste, partzcuﬂ;ariy for meet::ngs. They usually come, to

meetrngs to get: someth:l;ng done. When méet:.ngs ‘begin. to run

- overtime- regularly or people feel that 11tt1e is- being

"reach agreements L e T

S accompllshed members frequently become trated and :

- m. - ) T . o . R -

7 . - . . e ;{ -7_ . . .
~ ) Unprcduct:.ve meet:.ngs can be the resui:t of severaI
_ .factors- * 4 , -

- . T . R A - L L
e 5 No agenda ‘or pian for Qle meet;.ng q SN
. "I.ong. rambl:l.ng dlscgssz.ons o " IR

e ,4 e Ihébillty of the group to make decrs::ons or




™ Too many activities are pfl:anned for the tme

ava:l;labie

’,.

. Recurr:.ng confllct or d:.sagreement among manbers

. Since 1t 1s fiore efflc.lent to preye.z}t meet:.ngs from
‘becoming unpro&uct:tve than to cure the malady once it occurs;

keep meetmgs fiow:mg

three procedures can be use& to he ]
ami productlve- : .

2&. Establlsh an agenda f"rr each meet:.ng. It serves -

° ident::fymg Issues to be covered

Checkmg progress throughout a meeting

AR
A

x, i(eep:.ng a recbrd of ‘ﬁzat was done

. R
¢ L :
O T < L

Insurlng followup on’ each 1tem dlscussed

At the begxnnmg of a meetmg, present the . )
agenda and have members review it. Go over: the :
agenda to _makefsm:e everyone ur;derstax;ds each item.

, Check to see: if any. important items of business

¥ 'have been amitted or nged to be added. Next,

e ,&éférTniﬁé the top prio¥ity items and number them -
accordrngiy. Finally, estimate the amount. of time

each Item wﬂ;l requ::re. . ‘
. Items'on the agenda are likely to be varied-- R
o - some will involve shar:Lng J.nformat:.on, others w111
' ©©  involve 1dent:.fy1ng probleis, Seeking. solut:.ons,
" pooling ideas and assigning responsibilitiés. An’
item that calls for a decision or resolution will

' “_probably take longer than pne designed meérely to -

(V5]

. provide :Lnformatron. Review “the time estimates and
determ:.ne the length ‘of the entlre mcetmg. :

L e
«




-The sample fbrm below shows how One group

.developed its agenda. If necessary, modify tﬁe-.?
sample to- fit the needs of your group._-

-

o'
~ - ) :
ggbqyn¢6mwug aonua Cﬁspuﬂﬁiﬁi;
‘ o (:>:§ww§?%nr Py nprt- - - T
?auamsaaswas /3/mr N
~ &nuwwdun. S
'\0/@«»3;5% azwanu&q pmin j o
@ R e .
| s the meeting progresses; have a Tecorder ,
.. : '. or .secretary keep track of foiiowup steps.”  Use

, ' the followup column on the Sample Agenda to* :
R A record who is taking responsibility for _an 1tem'.
S .. and what _the plan of action is. If pollcy is"
.‘generated, state what it is. -

~

,1’0’"_,‘ - , S ot -




e . Brlnglng out all 51des of the tOplC to Insure

" not just the group leader—-are respon51ble for the -

,conduct as well as thetquality of the dlscus51on. B
-“Each member can help keep dlSCUSSlOnS purposeful and J
- productxve by. S L o , . R l

i. Monltorlng the dlscuSSIOn and 1nform1ng the
- group when 1t strays from the 1tem at hand :

Attemptlng to prevent one or two partlclpants
frem, EEﬁiiﬁaEiﬁij Ehe afiscussmn ;

N Eskxng peopie to ciarIfy WhaF3§§,§é%§§4”,,, -’ -
discussed. in order to be sure that everyone L
understands one another B R T

.. Drawlng all partlclpants ;nto the dlscusslon
- by frequently SOllcltlng oplnlons and ‘
: Informatzon froi é?eryone concerned.
v v / ) “j A -¢ “ 'J oL
. Helplng the group use. agreed—upon procedures,g R
e.g., each member, in turn, shares his or her__:'-" '

pOSIthn and. then the issue is. open. for 10-
rmJ.nutes of general dlscus51on o ;_,

e eccasxoﬁaliy verlfylng that : group members are'» 72-,

satisfied with their décisionsand the way they, o

; frare being made [ T

v - T . . . ; b;-.
“‘that the group has cOnsldered all aspects
before . a declslon 1s made. T

,

At the ciose of a drscu551on, cheqk to be sure

that everyone who: wanted: to partrcrpate has had a

-chance to do so.

-

o

T

-
:
LN
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- . . .. Y

ST C. ‘01a.r1f¥ pend:.ng decrsroﬁsandjecismnmaiqng

o procedm:es. Groups me:ke a: 1ot of dec:.s:.ons-—'

N Members can help prevent the\group from gettlng e
‘bogged down when’they'have dec181ons to make by- ’

[ . \ .
z- "'i T Paraphras:.ng or statrng the proposed .
. decision. that is before Eﬁé group: "It
- ' been proposed: that'wé adopt the Distar R
. Reading. Program for ail the d:.strlct' - T
. : L _'4__;'_4e1ementary schools. ' S AR
o \ -7 S . -
e e "Statmg the Procedure that is gomg to be e
©5 -0 .o used to make the dec:.s:.on—-consensiis, - :
. ,magor:.ty vote, etc. R 4;\,\ e

° .f'_Restatmg the dec1slon after it has been | -

- . made, testing to make sure all’ members L
5 .. . understand it and outlining the next steps e
: - N to lmPlement the dec:.s:.on. o \\ R

LACK eEFe_ttéwqr% éﬁgtézcismﬁs“ S

v 'membe.rs. Uccas:.onally, however, the time comes-or _' s
f‘passes-for the decJ.sJ.ons to be Jmplanented and noth:.ng
. happens. i . : - . : -; )

.i‘ -

: o
e

e Severait reasons mrght bf the root of thIs problan

srtuatron. For example-“} A

Members fearw or are unsiure about the consét§ﬁénces .

i, . 'of a deCJ.SlOn _ ,i_ . : Y
e Members feel ‘the dec:.s:.on is unmportant or o
o '_ms:.gnlflcant L g =

- 12 - 7 L :




1) - > -
. s o .
,_,\x'-, s . N
e 5,Members don't feed they e beeniapproprrately i 1
o -‘ih_,?an—maklng the dec151on7and, therefore, lack th :
e L ccmmltment for carrz;ng it out . J,’A ’
S Members ‘donit understand how to implement the o T
: ‘decision; they don't: know what to do‘fxrst, second " o
gand so, on ' : A - : '

The key to. turnlng thlS situation around ils ccmmunlcatlon.

'< In order to determmine what is blocking 1mplemeﬂtatlon and what

~can be done to. remove the blocks, members must be wrlllng to - *

deal openly wrth the problem. -'I_ s e S et T

l

One. method, called force-fleld ana1y51s, can be used=to{

', identify the conditions that support and*those that block SR

-‘1mplementatlon of a deClSlon. Ce ERRR “

e Use the followxng steps to conduct a force—fleld ’ '
ana1y51s-1' ;" : : -3?¥~ » s

- AL Clearly state_the_goal_or-de51red 51tuatron, rn‘thIsjf:
’tfg_}» ‘case ‘it would- ‘be the decls;oﬂ‘that IS to be R
R xmplemented - :

R

DA 3 IdentlfY'the-.sitiiation :“as"it 'i'-;-;.'“' '

¥

R d Cs Brarnstorm the forces whlch support

. / .
' ﬁ;ﬁf Bralnstorm the forces whlch prevent you from Lifi"'
-j'changlng the present 51tuatlon._;1‘ e :

- +-BEa. L1st “the. blocgzngiforces in order of the most
K = slgnlfrcant obstacies./ EEE e
- B BrarnstonmgpoSSIble solutlons to thls prlorltlied Sl
' llst of obstacles. ' T
- é:- Create an. action- plan based on the solutrons e e
o generated . A AL S S
-‘; ) '~ R ] . ;. . L N o 7. | i y . Q/"-.'.

ook T



L L e SAMPLE rom:r:-rm:.n ANALYSIS . .-
A St v _ -
| ‘A, Statementof the Goal: Té plaii a staff retreat
B: The Situation: =~ - \ ,Noth:.ng has been started (andv the decz.sz.on
. . . ) \,’ D wasmaie two weeks ago) | -
**1-ci , Porces For D. Forces Aga:.nst - .
e. The retreat was a_ _ ‘&  Work pressures- Timit Planning’
: . consensﬁs decision ; N ) © . time * v
) S : L ' T ‘
1 e vqn}gggiaggigcge mporta.nt e Few peopIe seem mterested in
R oo issues that must be . L serving on the planning cchI‘E&e
4N aealf withbyﬁhe sfa.ff - s
. _ ) R ¢ ® .No one seems ﬁo kT!ﬁw what Eﬁe o
'.o-‘-"rhe.reismoney:.nthe - planning tasks are
. {. - =~ budget to cover sﬁt‘f . :
.+ time. for plamning ] -
E:_ il;?ioriu_ze Forces,Agunét& S 1. No.one seems to: know what the
- S PO plamiing tasks are S
- T _ - 2. Wc:rk ptessures '1mit planninq time ‘V
'; : . 3. v gwipgople Seem. mferesﬁea in Sérﬁng
= - o o . .on the plaqxing cmittee
F. Possible §§iﬁti6xi§: Have somecne who wo:ka -on Ixsf yesr's
: h : . retreat jggm:.ttee help t‘nis new comittee
) : S . ) getscarted e e
- | . Develop an Action Plans. - ; “1n ozdezr 7] cIa.nfy pIarﬁﬁag tasks for the
N o - staff retreat, we will {1) use last year's
o P /7 - ’ .  retreat program.as a guide, and (2) ask Joan,
3 s S ‘a member of last year's staff retreat
o - committee, to help us “outline major- tasks 4
.- ) R |
. . . _ ,. . .
: Figure 2. Sample Force-Field Analysis S
. - . . 5. )
- . Z . e
: o . a T SR
) : = . ' R

ERIC
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Once & dec:;s::on has Been made, the follow:.ng steps omay .-

help to engure: that the decIsIon will be carried out:
R ] S A
. 'déﬁtify some actlon steps to get some work or
. ctivities started. ~ . B
. ) . . :
e 'ec:[de who w:.ll carry out spec:.fxc act:Lon steps. -

et a tlme when a progress report w11l be made <
' the entJ.re group. . R o E /7

throia'gh oral exchanges or dISCIISSIonS .among members. And °" o

' . sifice somie people are naturally more vocal than others, it is

: ble that a few will ‘have "miore "aJ.r tIme dur::ng meetmgs 7
than others.: .For some groups this may not be a. problem, as
. the more silent members may. feel qu:.te comfortable comzmm1cat1ng

. many of their ideas and opinionson an informal basis=-during

coffee\ brea:ks, over the telephone’ betWeen meet:.rtgs, or J.n R

bn.ef haJJ.way conversat:;ons. oLt .

. HOWever, members who do dommate gfoup d:;scuss:;ons may
‘not.* be aware. of ;the-needs. of others nor of- the nﬁpact of _
then:r dom:.neer:.ng behav:.or wh:.ch may- result J.n the follow1ng- o

. o “ Pertinent’ Edeasiori}ngormatlon, mportant for a
\' dec1s::on, may not be stated R
N A tense, combat:.vé atmosphere may emerge o
e ."-'Less assertive members beg:.n to_ feel expendable A

: ;'l_and un:.mportant and may eventually quit the group
e Meplbers may not be able to express genu:.ne support o '
o for good 1deas or offer .constructlve cr1t1c1sm '

- ¢ - . [P

t

Y
\
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When 1t Becoties . obv:.ous 1t dlscussn.ons in wh’lch only e -

A~ ) few are part:.cz;pat:.ng have come dysfunctlonal to the LT

group, you can suggest us:;ng one of the follow:.ng ] . .
prOcedurgs. S S SRR e EU

ﬁ_lghd:a.ﬁcer—tapout The pr:unary ‘putpose of the

"high talker tapout" is to prevent d:.sci:Ssion B

- . . g - -
. -

- béing dominated by any one person in a group = s

;- and to allow all members to act::veiy. part:.c:.pate ‘
jdurlng a.meetlng. . : PN .

?9,9??5’ out th:.s act:Lvlty; someone needs to be :

des:.gnated as a monrtor. The monitor watches
see if anyone seems. to be’ domlnatlng-lf two

- or ree people seem to be doa:ng all the taikmg' g

or J.f certain members have excegded the nﬁmber

of m.mutes that” were des::gnated for stat:.ng
One s op:r.n:.ons. '

."
.

The next’ step is for the n\om.tor to nota.fy the 7

N Jhigh talker." This. oan be done in a number of -

— il oo e

"with dlrectrons on it; i.ez; ,"Pi;ease‘ refrarn

: When using this actm:[ty, it is 1mportant that

. what a-high talker .is to do (or not to do) once
notIfJ.ed by the mom.tor. S

ways. One way- 1s to hand the person a card -

-

from - making’ any further comments until the group

- mOVes .on to a new. topic or agenda' 1tem," or _ '+

"Please refrain from making any further camments .

for five m;nutes. I'll tap you on the shoulder
'when: your t.une is up. ‘Taking another approach,
--the moniter can place a token in front of a: h:tgh

talker-—thls might signify to 'stop taﬂ:k:tng for a,

'certa:.n per:.od of time or until everyone in

'group has contr:.beed to the dlscuss:ton at hami._

the group understands the _role of the monitor and -

f.;‘»,_"_'._-b',\_,'\:' LR
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‘B; Buzz groups.  This is-another technique th broaden .
‘participat:l.on and - dJ.scuss:.on. Smatl groups of .

three to five members are. formedv to discuss the
concern or wplc at hand. " After a short per:;od of

. time {two to.five minutes)- a manbei' of each buzz ' .
L. - group ie asked to summarize the ideas and opiniong

expressed during the buzz group. Sesslon and report .

these to- the lai'gé group., - ¥ e

c.’ Sumeyrg_onpoﬁmemhe:s inthenu.dstofa

' .- discussion or. beforg a decision is made; someone -
% .can request each member to indicate whelle he or

.. ~> 8he’ stands .on the issue or proposal that ‘is before

e the - ‘group.. For. example, ‘2 member might saz,’ “I'd

" .. like to survey the group: 6n this matter. The. .

= proposai: is to hire Mrs. Alma’ Baker ‘as head teadher

‘of our elementary school. Alan, how do you feel
P about ‘the proposal?" 'Each. .member in turn states T
j'& ""\ ~ his/her pos:.tion.' Members' statements can be: as A

: brief as "I support the proposal" or "I don't.

support :;t,“ or members may elaborate--"At this '. o

‘point I won't support the proposa:]: for these

: reasons...;"’or "I have some questions I want %oy
a "ask before I can decide one way or -the other.! /.
o This techm.que gives each member an opportunity = - - _
-to share his or her opinion and indicates whether :

- or mnot the 1deas and opinions of vocal menioersare—

' ). ) o :; ‘.

_".CONFLICTS AMONG GROUP MEMBERS L f e

L Eonfllcts m,qroups ‘are mevxta:bie. -Each member has
' goals( asp:.rati’o'n's, needs and expectatlons that differ-
. - some sllghtly—and‘—some more s:.gm.flcantly-from ‘all: other
- members.‘ As long as . these d:.fferences ex:.st, confl:.ct w:.ll




e L e

. P . N — - - - T . - - i
. o : o o N, . % Coee
. _ ; N .-; .',,

© -, as negata:ve—-somethmg that should be _avoided or quic
*?eil;:nmrated if it does occur. Butc conflzct has its pos:;tnze

Unfortunateiy, most people tend to: th:Lnk ‘of confllct i )

*>,

B

s:[de too: it ca.n be- a source of new 1deas or- creatlve @ :

Sblutnons to —tough problems IR
. . '.n L"Q ~ * 7; . .. 7’. ) 7-; _7
Confl.:.ct may - stemﬁgrcm many sources. Some of the -
more typ:l.cai: ones: include: . A < 8 Lk
e e Slalueblfferences. Confllct situations can

emerge when members have badic’ Jdifferences in - .

' bdliefs, attitudes and valtes. For example,: .. *

" supposé a -local land-use ptanning group has to - .‘_' )

decide how 40 acres of tand Just outs:.de the

community should be zoned. It\s likely’ that
Eoﬁftiét will occur if scmie members. value
: . prdtectlon of prime agrlcultural land wh:Lle
L others value industrial growth ‘

- {‘i;-\_ Goal leferences._ In some groups ser::ous :

KT ;' - conflicts are created by divergént--and scmetimes.

’ oo mcompat:rbie—-goéis _among members. For example,-
R thé staff in a sma ‘company is trying- to decide = .
A - h/ . to allocate sorie addltional monéy that’ has .

'~ tie’., '*.- 'Hecome available. One manager wants to use the

qoney o buy more efflc:.ent equ:.pment to boost

owever; .another maziager wants" to. use the money -

-/to hire an eng:tneer t6 improve ‘the quallty of the
pr0&uct which wauld uitmately cut ‘costs and v

reduce the return of faulty items.. . The managers' '
goals at this level. are J.ncompat:l.ble, -and both.
‘have:made - assumpt:.ons about the goals of the. %
other Ferson as’'well as the goals ‘of, the comga;ny
& TR

Role Pressures. in every group, part:[cularly 1n ~

: ‘work settings, members take ‘on differernt roles and
.are- &pected to carry ott certa:Ln kinds of . . :
act1v1t1es. Eow.ever. when expectat;:.ons*are f; i

unclear or are not conmonly understood the stage

. . Lud

N RS

\.
Lel
QUP‘

T produbtlon and, subsequently, sales’. and prof:l:tsz e

f'»i;ﬂ
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i5' set- for va.r:.ous k:l.nds of role confl:.cts.-, f"o’:’r: S ‘
_"'example, J.f a manber expects the chairpersen : o -

-make all final ge€isiprs and the chairperSon sees..’ ..

T decision making as the fesEéngiBﬁIw ‘of; the éi&fé
R .greup', theif/’iole expecta{:mns dlffer arﬁ are in _ it ’
s, confl:.ct‘. . e U .

SN s P < eptual Dxf-ferences. leferences'::.n how th:.ngs’ :
T T a;efv;eye@fdegeq:gp}gegat}se every pexrson s&es and H
= experiences other people; events and things.ima . - -

: unlquemy-- Past. exper:[emes, values and emotions .-
Zact as’a’ ﬁ&sonﬂ ‘viewingiscteen fo¥- flltering @l
R elenenw of & situation. . Conflict that results. - - -
R TP O from a :perce?tual d:l.fference is ,J.llustrated J.n thé‘ DL
Do ‘ ﬁbllowmg example- I ! 1{;'_: .. L .

.

A ‘,".'.-." s :
o~ Sy - : o
R .&eaéﬁéf- Y‘our -assignment is tﬁo dﬁ;ﬂ:&t‘e e
L - al}l‘vé;y; uifra;ppyi ‘Why Can't’.
R A . S you get thmg‘s In on tme? PR (
el *, T ' ;_Stii’cﬁﬁ?{:. I wa.nted to do tHe best 3ob and I N
IR I T didn't’ Eunk ar’ ex,txa ,cauple: of ot
R SR e - days Would matter-ﬁ:itiggesnigxgake\ R
TR ~_-'_,;; Do "”_‘» a:nyL aiff’“rence to Y other teachers. i

7 Identlfy:s.ng the source of- confl:.ct can be ext:ranély

, helgful_ when' you're try:.ng‘ to resolve i.ts And once a
* donflict ‘ades surfice; it's important to @eal,with it rather
‘than avoid it. Othexwise feelings will likely fester and - L
evoive into mare dramatic” confl:.cts or eventuaIly cr:.pple AT
.'ti.reu.-gz:onp‘: ST s B ' -

R shoufla be e-emphas:[z‘ed t‘hat conflzct is not

: ‘hecessarlly bad.‘ ;Disagreements_ and d:.fferences ‘can be
5 ”"t:.ve, lf manbers\ are w:.ll:.ng to explore the:.r

-resﬂt;‘ 5 . . -~ o
.o ) < L : A T S f

. . PO .
. :_(‘,‘ -:‘ - B .;' r . . L4
S &r - - - : . A X Tt . )
=‘ s L ; - . - . ‘ L.
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': : . W&ys of dea;'txng w::th confl1ct vary from person to

pe:son, situation to s:.tuat:l.on. 'l‘yp:.cally, hovvever, people:; .
) 'attempt to »resol*:'e conflicts by using a win-lose apprdach. =~
' But ‘other methods; such as negotiating and collaborating, .

can-also be quite effect:tve. Each' of these three methocES° :
is described beiow.z . . .

A. Wm_IbSé ‘The win-lose a?pro*'ach is a étruééié

i e win over. another-. ‘Voting, compet:mg and -

‘flghtlng aré‘all forms of a win-lose approach

In situations where there are strong d:;fferences

.+ between members' goals or-values. or J.t's a “matter L

X " of:the.one best way, w:n-lose ‘may be the- only

. fea;sﬁ)];e approach However, it caﬁ‘have some

' extremely adverse consequences. For example,
it can lower trust among members and jeopardzze :
group effectlveness in a number of ways--

cliques may - develop between the "winners" and

—— . the "losers"; open communication may diminish;

or- cooperat:;on may declme among members - that

usualiy have to depend on one another. . = . . .

LN T >

- .Neg ouat:.r_xg’ 1. This approach 1nv01Ves bargaa.m.ng
Or compromising. -Two--and sometimes more~- -
‘pParties discuss and trade different goals, needs
and demands until a final agreement is- reached

"' ' Each person or: party tries to’make scme iy .

- concessions without Jiving up too much of:wha
o+ is important. To nedotiate successfully,.’c

S " elements must be. present in the éituatioﬁ53

4

o
»

.

® both part:.es bel:.eve they w111 benef:.t from _ )
co -the outcome o S :

‘'~ - @ : each side believes t.’ne other wall keep the
bargain T : s

S o, . s

wik = e ne:.ther sJ_de can force ~the crther to comply g
: N unwllllngly -




-'{.._i,,,: :. each party is w;:\:'l:n:g té\propose -J.dea.s and :

s '-; _work. toward a solution that is aoceptabi:e t
L both Partles ;— ' ,;., Tl Ay

) 5 : ea;ch understands sane of the constramts th.e

S other operates under Cas v e
N et AT . . N
-;Negot:.at:mg enables you o Iook at; a;itternatlve :f'f

. A I—

< . solutions to the.cor\fllct and work .toward’ a reso

- tion that’ maximizes the ga:.ns whlle m:.nmxzmg the

’I.'h:.s appg:ach mvolves fi.ndlng s

tisfifs\ the needs ‘and mterests of

'peoisle Jom together to hare mfonnatzon abo ’ the

mu "‘Ey sat:.sfy:.ng The key question lé; "Can .
nd a so];ut::on that we both accept?" not* "Who

-
-

AT Resolv:.ng confl:.cts in a coﬁa:boratxve manper ,’,-i.'.
- - requires a high degree of trust, open’ comum;catxon,

-and a willingness to explore ideas - outs:;de the. -

. 'o

5 “amount of time it takes and tl}e energy required to
S - build trust and expiore var::ous optxons. -
Each of tliese methods for resolving confl:.ct can °

_ ;' :tncorporate systematic problem-solv:.ng prcmedures. The' fIgure
that foi:i:oﬁs in:ustrates how this can be: done.

. . .
7 .
# ; . 3 ’
; . ' ‘\ s
RS
: . ::" N s
—_— 21
.
3 | Y §

-flosses for all" concerned. . -_, o » SR

) boundar:.es of the confl:.ct and People s own Interests.,l ::"7'

'The d:;sadvas:tages of collaboratmg are prmarzly the,, :

0
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L /- et Rasodving Conflict Using a problen-Solyag deproach! _—
L8 1 p:osxn-mm SBE [ R, R A——
g L] B ' ' ‘Collaborating - ... Negotiating s wl.n-tmy .
i*' ‘ <k -Pocusing on the Problem ‘Conflict is due to ' cOnflict is. due to diverse , COnmct is l_gged‘ ;;
CO L. " | sisunderstanding, lack_ and/or incompatible needs right vs, wrong ora
Y w7 ol complets information and values. . f matter of docidlng one,
- : " |oraless thancowplete ) - . . - [best vay
‘ g:‘- ‘ ;,-'J c e e | picture of the interest Separately; each.party exanines '
0 P poth or an parties. [his or her o\m_and others' self« Smtat._ely, exch party
S o - . o ~ |interests, values, needs, . |looks at his or her own
f,t : - ‘Both, parties join - |resources and likely approachel and others" strengths
-3 R, N together to share - to tha pmblun. L - Jand mkneml. _
Q. | | inforsation on the C
6. -~ . . | "problen.” . - S L
0 ——
"'_h ) Searching for Alterratives | Bralnstorning and other '|Different it_rifiglii"ﬁé'e‘iﬁﬁied DIf!mnf. smuqies
W ' : | procedures are used €0 and one or more that sem appro- faro ‘exbained and the
e .'; . | genecate.alternatives: . priate ae uIectad., : one that seems best
e © Y. 7| the Feasibility of . : L., |is selected, '
g T | identizied alcerndtives | . S
E'q . RU éx&lingd ‘
b JE . _ ‘ .
R R N — R TR
.Planning for Action = | In!omuon about - strategigs  are developed, the ,ﬁfgapg p[.gn il
a R e e !| alteznatives is_ . |case is prepared and resources - developed and practiced
S | analyzed'and shared atmobilizod. S and resources are.
. g '_' nong'all concerned, . e t : nobilizad
N R e R R o o ' , N
. P Carrying Out the Plan' . | Full discussion is held. |Parties participm in nego:la- e gane, Is pIayed- ke
_ g : e | using all the available |tions, bargainfng and ... . |competing, coercing; ,
' é .| infomation; decisions | conprondse. Each party follows |contesting, fighting, -
0 ' R are zade by CORSEASuS Ehrowhonagrmenu, vith & e e
o _and carried out with. \ ponitoring process f.o muxe . |The_victor's plans and |
5. ‘ _« | personal éoniIﬁiéiiﬁ ' ccaniance. L .+ |decisions are can-iod
5. for the decisions. * ' o feuts
; -%’ .+ wf.. hssessing the-Results Information i3 shmd on | Information is shared on the - - wtcmas are coapared .
m o .| the_adequacy of the out='| adequacy of the outcomes’and - |with the original
- N.* Y KAV, | ‘ . ‘| comes and the’procedures | the process to to mest self goals. "l‘hc progec}um-
p 0 A IS | .used to achieve the ' interests, The situation is to_improve or to d;-
g;;‘.,: . \ Vo | goals. penocucany reassessed, - - |temmine how towin
A\ N o o next time are reviewed,

Wi,

~




7Somefconflict4ituatlonsfmaﬂea long—tﬁie%owrork :

h .*.

through; while other,fmanentary misunderstandings;, may be

resoi:ved m a few minutes: 'xHowev% in either case; for: a

group to rewain an effec?.ive work:;ng body, It neeﬁs to

recognxze four th::ngs-

"o B Confllcts do occur. -and are leglt:unate. o i .

® Ind:.vzduais and groups may qiffer. w:.thout one party g

beng ent:;rei;y r:tght or entxrei:y wrong.

i ' _Confllct rarely ‘goes away bY 1tse1f’ By feoogm.z:.ng-_i

: ?'greater chance of resolvmg issues. T .

;..- " : Confl:.ct is: ma;nageable ani can be dealt w::.th. _

‘CGNCLUSIéN PR
The barrlers descr:.bed J.n th:.s booklet a.re Some of the
more common and cr:.ta.cal situations that can slow or br:'l.ng

group progress to-a hait. But they can be dealt with

snccessfuii;y and eliminated by appiymg some of the suggested :

apprmches. And the approaches descr::bed in th:;s bookiet
are only a sample-you may want to mod:.fy and. adapt them, .
generate some of your own or try others that are descn.bed J.n
a number of other pamphlets and books 11sted in the
b:.bl:;ography. . , e : .

E
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ff,, if rhe gluhes of your posmon eoll for commumcohng wnﬁ rﬁe puth or otﬁers

- ‘edu anon#lSPMﬁembeshrpggmgq foryou. ‘Curtentmem-.
._::_’;b.ers include superintenderits, -assistant” superintendents, community/ pUbIIC‘ .
i.‘rélonons specrolrsrs pnncrpals elassroom teochers college professors ona

St o —

- . S .. . N - o

T NSPRA Prodycts Sérvrces@nd Aerrvmes
:.f:-EDUGkTIONUSA. Lo WORKSHOPS.

. - .
A

- The weekly education newspoper rhor provrdes " “Conducted by NSPRA sroff members ond.'-' i

up-to-date coverage of legisiation, education . trained.consultants; the staff develogmem in-

“research-and national and regional devel- service workshops can'make o aucidl difference . .7

opments.” it's your finger-on the pulse of the .in ‘Yyour.communication program. Wherher it's | &

nanonwrdeeduconorrscene Price SZt?peryeor’ ' -communicoting with porents; or improving . ;-

(52 xssues) . S . building level communicarion, NSPRAWork-
T o 7. . shops can help Pnce SUbJeCT to specuol quoro-
ITSTARTSIN THE CHSSRGGNc o tion. 3.‘ . =

-Amonthly newsletter pubhshed nine nmes dur— . - o

"ing the school year thar's fall of figs ond tech- - SPECIAL PUBLICATIONSIAV MATERIALS

‘niques thar. can improve comemunications _in ‘Each year NSPRA roduces timely, -special pubi:-

_your district. An’information: cléaringhouse for . cations and audiovisuol materiols.on: fopics: of -

‘procticing educarors. Pnce $18 per yeor (9 interest 1o communication speciolists and ad-

issues). , ' ministrators —- like educating the handicapped,
. T budget and finance, and.improving public’con-. : -

EVALUHION SERVICE ) ' - fidencein edocoﬂori Wrire for corolog and pnce

This special contracr service is QYOEQQQ fo pro- list. - .

vide indepth arfalysis of o school district's com- - i T

-munication program: and specific recommen- LOCAL CHAPTEPS

dations for Jmprovernenr Price sub;ecrro spe- " NSPRA has 44 chapters Whrch provrde an oppor- o

cnol quoronon o . .. tunity for information_exchange and profes-
: T ' - - .z 'sional developmenr (Dues vory) ; :

, "GT.HER AGT lVlTlES . : '
e Include representotion of rncuor educonon con-
T “ferences, .sponsorship of thé Golden Key Award

presenred annually by the NSPRA president and™ - -
an annual publications conrest for schools -and
- colleges v

"o order oddmonol nrles in rhe Senes orto obram rnformcnon obour orher -
" NSPRA products and sefvices, contact: 0 o i

| National School Public 5eloﬁons Assocroﬂon:- L .
| - 1801 North Moore Street * .. RPN - .
- _'"Arlmgton Vrgmro 22209 ' . e




ERIC

Aruitoxt provided by Eic:



