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Preface

THIs Book is for the millions of people who make up the
myriad of groups operating within democratic societies —
who are searching for ways to enhance the results of their
group activities. Much of what is known about individual
and group behavior has not been integrated and translated
in meaningful terms so that it can be used by individuals in
democratic groups to help them perform more efficiently
and effectively.

Interpretations of the generalizations from Sociology
and Social Psychology give further insight into human
group behavior to those responsible people who are faced
with the everyday problems of group living. Understanding
these interpretations will help them be more efficient group
members and leaders.

[5]
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This book develops the logic of individual behavior in a
group setting. The general framework of group behavior,
which is the central theme of this book, provides the specific
points which are elaborated upon. It already is a working
tool of many group leaders and has proved that it helps de-
velop more competent group members and helps achieve
group goals more effectively.

Group techniques to facilitate group action toward goals
are not a bag of tricks into which leaders can reach when
action is needed. Each technique has its own unique
potentials. The chances for successful action are greatly en-
hanced if techniques are chosen on the basis of specific
potentials, characteristics of the group, and the nature of
the goal which is desired.

If this book strips group leadership of some of its beliefs
about its divine powers and hereditary nature, it also should
make leadership more realistic and more attainable to the
group member who wishes to improve his human relations
skills and assume greater responsibilities.

We have borrowed heavily from our professional col-
leagues. Because of our purposes in this book, we have not
footnoted them except when we directly quote them. We
have written this book to be used by the everyday man and
woman rather than only by someone versed in special jar-
gon of a scientific discipline.

If the reader finds this book to be an aid to becoming
a more effective group member, the authors’ purpose has
been achieved.

GEORGE M. BEAL
JoE M. BOHLEN
J. NEIL RAUDABAUGH
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i. Group Interaction



Say! They're talking abouyt us!




CHAPTER

1.

introduction

THE CONVENING OF GROUPS of persons to promote some
sort of action or other is the great American pastime. For-
tune magazine puts it like this:

Except for a few intellectuals who don’t believe in
“joining,” and the very, very poor who can’t afford to,
practically all adult Americans belong to some club or
other, and most of them take part in some joint effort
to do good. This prodigious army of veclunteer citi-
zens, who take time from their jobs and pleasure to
work more or less unselfishly for the betterment of
the community is unique in the world. It is, in a way,
the mainspring as well as the safeguard of democ-
racy. For whatever the silly rituals and absurdities of
some of their organizations and the self interest of
others, the volunteers are always ready to work and
fight for what they think is right.}

1 “The Busy, Busy, Citizen,” Fortune, February 1951, p. 98.

[11]
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That’s us; no doubt of it! From our early days in school
and on throughout life there is always an impending meet-
ing. Most of us are a part of this “prodigious army of volun-
teer citizens.” We may question and even resent, the time
we take from “our jobs and pleasure” to work for com-
munity betterment, but we go right on doing it. This truly
is the mainspring of democracy. We usually are ready to
work and fight for what we think is right. Regrettably we
sometimes fail to take time to learn what is right, and
sometimes we fight harder with each other than we do
for the “cause.”

Often we doubt the wisdom of group action, especially
when our groups make questionable decisions, dissolve
in internal bickering, or fall under control of those who
manipulate them for their own ends. But we also take
time occasionally to marvel at how much we do accom-
plish; at how many important jobs do get done. It is a
lasting satisfaction to take on a task for the common good
and to see it through to completion, even though it may
have been a routine chore. In retrospect we can remember
many enjoyable experiences in our group activities. Per-
haps we have felt ourselves grow in human relations
skills as we have participated in these activities. Perhaps,
as an even more rewarding experience, we have seen
others grow under our leadership.

So it is to all of us, the members of the “prodigious
army,” that this book is directed. It should be of special
value to those who are making their first tentative begin-
nings in community service and to young people who are
still in school. It should prove useful to those professional
and semiprofessional group leaders who are consciously
trying to develop leadership in their groups. And finally
it is directed toward any one of us who, as of today, has
a special task to perform as president, officer, trustee,
chairman, board member, ccuncilman, or as a member of
a committee or team.
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Our interest may lie with the Red Cross, the P.T.A.,
the 4-H clubs, the Boy Scouts, or the Community Chest.
Perhaps our allegiance is to the League of Women Voters
or to a service club, garden club, or a little theater. Our
group may operate in any one of a hundred areas: re-
ligious, political, civic, educational, trade, business, patri-
otic, fraternal, recreational, or just social. Even a listing
of the virtually universal worthwhile groups would fill
pages. And the word “worthwhile” is used advisedly, since
it can never fail to impress an objective observer that the
summation of all this helter-skelter group activity is to
advance the common good. Usually this is because leader-
ship develops within the group.

Most of us are leaders, have been leaders, or would
like to become leaders. At least we would like to better
understand the nature of the leash by which we are being
led.

Many of us feel insecure within our groups. Perhaps
we have had problems working with other group members.
We should be willing to recognize that some of these
problems revolve around ourselves as individuals. We may
have difficulty communicating with others; when we speak
we seem to “rub people the wrong way.” We wonder what
others really think of us and of the job we are doing.

Often we have difficulty figuring out what makes other
group members “tick.” Why don’t certain members take
more interest? What motivational force can be tapped

When we speak up we seem to “rub people the
wrong way.”
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that will set Joe on fire? Why doesn’t Mack speak up more
often — his ideas are usually good. On the other hand,
why does Hortense try to monopolize the discussion; how
can we get her to see her proper role? Why do Maurice
and Sylvia always disagree; do they really see things
so differently, or is it a personality clash? Does Jack take
part in the group activities only to enhance his prestige?
These and a myriad of other questions rooted in human
behavior inevitably arise.

Then there are the problems of the group as a whole.
Do we really know what we are trying to accomplish;
what our true goals are? Are they set up for longrange
purposes, for this year, for this meeting, or for only a
part of the meeting? Are there cliques within the group
who see things differently? When there is general agree-
ment on the objectives, then how do we differ on the
proper means to accomplish these objectives? In the
main are we interested only in pursuing our conventional
methods and techniques? Is the group getting in a rut?
Or does the group prefer to be in a rut and not strike
out in new directions? Do the members really feel them-
selves a part of the group; do they feel responsible toward
it?

Most of all, does anyone really take time to ask these
questions; to evaluate our activities?

Again, how dces our group relate to the outside? Do
we really communicate with the rest of the community,
or with the county, or state, or national organization of
which we are a part? Do outsiders understand and ap-
preciate what we are trying to do? Are we considered a
sneb organization, or a mutual admiration society? What
are we doing to interpret ourselves to the rest of the
world? Are we failing to achieve our ends because of this
lack of external communication?

Such a question bee could be continued indefinitely.
Any veteran committee worker could compile an equally
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formidable list. Many times it may seem that our own
problem or the problem of our group is unique; probably
this is rare. Problems tend to recur and to repeat them-
selves; they are the universal problems of human rela-
tions. One of the aims of this work is to analyze these
problems, classify them, and provide basic understandings
which may help in their solution.

What is an ideal board, committee, or council like?
It might prove valuable to list some of the virtues of such
a group so that we may compare it with our own.

The individual in this group feels secure, wanted,
needed. He is able to accept his fellows and knows that
they accept him. In such a group the interests and moti-
vations of the members are readily tapped and rapid prog-
ress is made toward the goals selected. From time to
time such progress is evaluated, as are the means by which
it has been achieved. The group has a concept of leader-
ship which does not put all the responsibility on a few
persons. It tries to use rational metheds of deciding on
goals and the means of achieving them.

Unfortunately, few of us could apply this descripticn
in every detail to our own groups. Such smooth running
perfection is seldom found in human institutions. More
commonly we stagger, stutter, and clank toward our goal.

There are wide differences in the efficiency with which
groups operate, ranging from near perfection to complete
chaos. When effective action is obtained, we are not quite
certain why things worked out so well. Actually, those
who have led and have developed an efficiently working
team have probably been “playing by ear.” They have
learned the hard way — largely by trial and error — which
techniques work for them. They rarely can explain the rea-
sons why a certain move was chosen or why it was suc-
cessful. They have learned by experience that certain meth-
ods work, and often they are equally certain that other
schemes will fail.
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We say that these individuals have developed the “art”
of leadership; that they can “feel” the temper of a group;
that they seem to “sense” the right moves to make. Of
course there is no such thing as a “natural born leader.”
Those who succeed so well are those who have consciously
or subconsciously selected the proper methods from their
experience. Unfortunately they often are unable to under-
stand their own skill and are, therefore, incapable of convey-
ing it to others. Also they often fail to adapt their meth-
ods to entirely new situations which may arise.

Even the most skilled leaders, as they try to develop
group members around them into leaders, find it difficult
to communicate the basic understanding of human be-
havior out of which skills emerge. However skilled they
themselves may be, they often cannot transmit this skill
to others.

The field of human relations is rapidly expanding be-
yond the confines of an art which is ruled by “common
sense.” One of the objectives of sociology is to bring scien-
tific methods to bear on group behavior — analysis, experi-
mentation, and valid generalization. From these studies
are emerging certain concepts, principles, and tools which
— when fully understood — will greatly enhance the
achievement of leadership skill. Once understood, the basic
principles of human relations can be applied skillfully and
adequately without so much fumbling along under trial
and error methods. Here, then, is the purpose of this book:
the interpretation of those generalizations about human
group behavior from sociology and social psychology in
such a way as to make them applicable to the everyday
problems of group living.

When the statement is made that people have within
the range of their capabilities the ability to recognize, de-
fine, and solve their common problems, it is not assumed
that any group has all the knowledge necessary. It is as-
sumed that rational and intelligent people will seek out
the necessary facts upon which to base a decision. A group
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taking action without having learned the facts is merely
pooling the ignorance of its members and cannot hope for
well-founded rational solutions.

Homans has stated the problem very aptly: “What
the leader needs to have is not a set of rules, but a good
method of analyzing the social situation in which he must
act. If the analysis is adequate, a way of dealing with the
situation will suggest itself.”

This might be compared to the statement that once a
physician has diagnosed his patient’s ailment the treat-
ment should prove easy. However, this may be true only
when the knowledge of the principles involved is basic
and broad.

The ideas and generalizations just referred to so glibly
are actually complex. For understanding, we use over-
simplification.

It is hoped that the reader will expand, amplify, and
better organize his more or less general ideas concerning
the social psychology of the individual in the group, and of
the group itself. It is further hoped that his awareness and
understanding of the internal and external forces of group
behavior (dynamics) can be so extended that he can put
this knowledge to use in a practical way. To this end cer-
tain methods and techniques will also be described, al-
ways with the hope that the reader will be able to develop
his own way of operation in order to fulfill his own needs
and those of his group in varying situations.

2 Gecrge C. Homans, The Human Group, Harcourt Brace, New York, 1950,
p. 424.

Some leaders find it difficult if
not impossible 1o communiccte
basic understandings.
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Unless we are willing to cultivate the skills of group
relationships, our democracy may go the way of the great
democracies of history, and like the Athenians, we may
destroy ourselves. In order to maintain our way of life, we
must be eternally vigilant — not only toward external
enemies, but toward ignorance, neglect, and lethargy
within. There is a tendency today to think of democracy as
something that is being stored for us somewhere in the
great bureaucracy in Washington and to which we pay quad-
rennial lip service by voting in the presidential election.

Nothing could be farther from the truth. Democracy
will live or die as a result of the day-to-day actions of all
of us — when we attend or fail to attend the meeting —
when we sign or refuse to sign the petition — when we ac-
cept or evade that committee appointment.

The fact that everyone in a democracy has the right
to express his views carries with it the corollary fact that
he has an equal responsibility to do so. Doing nothing is
in itself often a most destructive act.

Our democratic American heritage can only be per-
petuated by those who clearly see their rights, privileges,
and responsibilities as exemplified by the democratic
group. A hermit would waste his time reading this book;
it is prepared for those who believe in democracy and who
are willing to put some effort behind their belief.




CHAPTER

2,

Democracy and the
Democratic Group

EVERYONE PAYS LIP SERVICE to democracy. It has become
a “status” word and anything which can attach itself to
the word thereby attains status. Surely what the Russian
Premier means when he alludes to a “democracy” is a far
cry from what the President of the United States has
in mind when he uses the same phrase. Each may sincerely
believe that his is the only “true faith” and that his concept
of democracy is the only valid one. Even within our own
national culture there are many meanings of the word.
Hence a definition of some length and detail is necessary.

THE TERM “DEMOCRACY"

The Greek root Demos, the people, is combined with
the word Kratos, authority, to imply that all authority
stems from the pecple. Under such a definition of democ-
racy all who must abide by rules, regulations, and controls
are entitled to a voice in their creation.

(1wl
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Democracy, then, is the means by which individuals
are able to determine what they may ultimately expect in
the way of freedom without impinging upon the rights of
others. The degree of democracy achieved is not measured
by the degree of such freedom to act, but by the extent
to which those whose acts are thus abridged possess the
authority to do the abridging.

It is right and proper that we should return to the
founding fathers for the origins of our own democracy.
Too frequently this means we believe that they presented
it to us complete, with power steering and brakes, auto-
matic turn signals, and clectronic headlight dimmers. Not
so. Our present concept of democracy is a product of many
years of evolutionary growth. As a matter of fact it prob-
ably would horrify most of the founding fathers.

In general, these creators of our political system were
obsessed with the idea of personal and political liberty
and were not at all interested in democracy. Many of
them were monarchists, or at least oligarchists, and our
nation developed along those lines until the directicn was
changed by the one man who did have an abiding faith
in democracy, Thomas Jefferson.

Jefferson recognized the evelving nature of democracy,
the necessity for an ever broadening base, and the im-
portance of universal education. He believed in the per-
fectability of man. But let us permit him to speak for
himself; few have said these things better:

Enlighten the people generally, and tyranny and
oppressions of body and mind will vanish like evil
spirits at the dawn of the day.’

I know no safe depository of the ultimate powers
of the society but the people themselves; and if we
think them not enlightened enough to exercise their
control with a wholesome discretion, then the remedy
is not to take it from them, but to inform their dis-
cretion.’

3 Letter to P. S, DuPont de Nemours. April 24, 1816.
4 Letter to Willlam Charles Jarvis. Sept. 28, 1820.
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To better appreciate the expanding concept of democ-
racy it is worthwhile to examine the context in which
the founding fathers spoke when they referred to “the
people” or to “the electorate.” We have become accustomed
to thinking of the beginnings of our democracy in the
New England town meeting, or in the deliberative bodies
of the various colonies. We seldom remember that these
groups were made up of “the people” only as they were
freemen as opposed to slaves, only if they were not in-
dentured or apprenticed, only if they could read and write,
and only if they owned real property. Most of all, no rec-
ognition as citizens was accorded women!

Even Jefferson, with all his insight, idealism, and faith
in the future, was unable to project his ideas nearly so
far as we have come. He did not believe that man would
ever become truly responsible in his behavicr unless he
owned property. When he made the Louisiana Purchase
this was uppermost in his mind, for he foresaw a vast
nation of small landholders. Even his advanced thinking
failed to visualize the day when ownership of an automo-
bile or of common stocks would serve the same purpose.
He surely did not envisage the possibility that vested
rights such as pension security or collective bargaining
would do the same thing.

We have discussed chiefly the political aspects of
democracy, since the origins of the term are in our politi-
cal past. As democracy has grown and expanded it has
become more and more apparent that this concept invades

Even in our own country democracy is
defined in many ways.




22 DEMOCRACY AND THE DEMOCRATIC GROUP

every aspect of our lives, not only in our political thinking
but in the way we carry out all our joint ventures.

Free men everywhere work hard to maintain their com-
mon institutions: their churches, schools, businesses, and
governments. Many of the most important activities rele-
vant to solving common problems take place at the com-
munity level — often by means of the social structure
which we call the formal democratic group. The essence
of democracy may be observed in these groups — small
entities composed of people who interact in an atmosphere
of tolerance and respect. It is a part of the American dream
that by the devotion of time and energy the group can solve
problems and satisfy needs with which the solitary individ-
ual could not hope to cope.

This penchant of the American people was first docu-
mented in the early 1800’s when Alexis de Tocqueville, that
astute observer of American life, wrote:

A citizen may conceive of some need which is not
being met. What does he do? He goes across the
street and discusses it with his neighbor. Then what
happens? A ccmmittee comes into existence, and
then the committee begins functioning on behalf of
their need, and you won’t believe this, but it’s true

. all of this is done without reference to any
bureaucrat. All of this is done by the private citizens
on their own initiative.’

If then, we have somehow approached the true mean-
ing of democracy, and if it is best implemented by the
formal democratic group, then how may this group be
described?

It is the voluntary association of a group of equals into
an entity capable of action -— and recognized as such by
both members and nonmembers. Further, it is a social
structure within which the members partake of a pattern

5 Alexis de Tocqueville, Democracy in America, New American Library,
New York, 1950.
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of interaction based on the premise that each individual
has both the right and the responsibility to contribute to
its tasks.

Such a definition, by its nature very broad, only be-
gins to describe the formal democcratic group. Usually
such an organization has a name; often there is a con-
stitution and set of bylaws. Elected cfficers are the gen-
eral rule, regularly scheduled meetings are held, and a
wide variety of activities are carried out. There are literally
thousands of such groups and many examples come readily
to mind.

THE GROUP PROCESS

The fundamental belief of our American democracy is
in the dignity of man. As a result of such belief we have
devised the group process as a means of governing our af-
fairs. In every phase of living we find people working in
groups to solve their problems,

The church board is an example. So is the township farm
extension group and the board of the union local. The local
chapter of the Federated Women’s Clubs and the committee
for Little League teams all operate as formal democratic
groups. One could as well name the board of directors of
the most gigantic corporation, or the powerful finance com-
mittee of the United States Senate. All of our governmental
units down to the smallest locally appointed board function
along the same line.

Such groups are not unknown in other democracies, but
Americans are most unusual in their faith in the formal
democratic group as a means for solving problems. Even in
far-advanced democracies the “people” have delegated pol-
icy making as well as the day-to-day activities to the rich,
the wellborn, or to “the establishment.” In other countries
small oligarchies or even dictatorships control the affairs
of men. But in America we continue to have faith that the
people, when they have access to the facts, can make better
decisions than others can make for them.
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Because of these faiths and beliefs, our lives are con-
stantly surrounded by the group process in action, and
constant claims on our time and interest are being madse
by this myriad of groups.

It is the authors’ opinion that the following assumptions
are fundamental to a faith in the democratic group process:

1. Groups of ordinary people have, within the range
of their capacities, the ability to recognize, define, and solve
their common problems and to satisfy their common needs
by working together.

2. Group action is based upen group consensus achieved
through the participation of all members according to
their differential abilities to contribute. It follows from this
that group activities are more acceptable and more suc-
cessful when evolved by the group as a wholc than when
a product of the drive of any individual or clique. It is a
corollary that all group members, not only certain leadcrs,
are responsible for the quality of group production.

3. Group productivity can be increased through efforts
both of the entire membership and of individual members
to improve their human rclations skills, to foster better
group interaction, and also by continual evaluation of
progress toward goals and of the means used to attain
such progress.

The essential characteristic of the democratic group is
that decisions are made by the group as a whole with each
member participating on the basis of his skills and intcr-
ests. Ideally, a further characteristic is that ideas are evalu-
ated on the basis of merit and relevance to goal attain-
ment rather than on the status of their proponcnts.

Furthermorc, a group is a social unit whosc process can
be analyzed. The functioning of a group is under thc con-
trol of its members and it can become more efficient and
more effective; in a werd, it can mature. The first step in
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such a program of improvement is analysis of the partici-
pation and interaction of the members.

The formal de »>cratic group is neither a laissez-faire
nor an autocratic group.

The laissez-faire (let alone) group is characterized by
its lack of organization. A good example may be the ordi-
nary precinct organization of a political party. The leader-
ship tends to be passive and the influence of the member-
ship on each other is casual. Only as an election approaches
does the group show any signs of life. Usually a caucus is
held -—— a most desultory organization meeting.

The great defect of such a group is its inability to ac-
complish any purpose. Individual initiative is stifled and
progress is usually nil. When accomplishments are made
it is because a more definitive organization begins to take
place — usually when a “hot” election shapes up. At this
time the group often becomes truly democratic and real
progress is made.

Unfortunately an even greater defect of the laissez-faire
group may appear. It is easy for individuals to seize con-
trol of such a group for their own ends and convert it into
an autocracy. This is what happens when machine politics
takes over. Some of our most venal political situations occur
because of lack of organization of local groups.

The autocratic group is under the domination of an in-
dividual or a “power clique.” The rank and file members
may go through the motions of democratic behavior, but
they are present only to “rubber stamp” the decisions of the
leadership. In groups of this type (and they are very com-
mon ) there are wide status differences between the mem-
bers and communication tends to be one-way — from the
leaders to the followers. Ideas are accepted on the basis of
their origin, nct on their intrinsic merit. When the leader
{on a basis of prestige or power seizure) advances a pro-
posal it is usually accepted. When a member attempts to
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reverse the direction of communication he is usually
“squelched.”

The classic example of the autocratic group is the
military unit. Another good example is found in certain
small businesses which have a board of directors elected
from the stockholders. Often a single individual or a clique
owns the controlling interest and the board, made up of mi-
nority steckholders, merely echoes the program, wants, and
desires of the control group. The autocratic group usually
carries the seeds of its cwn destruction. Removal, illness, or
death of the autocratic leader normally results in a contest
for power among his successors. Such a “palace revolution”
may result in another dictator or a clique seizing power.
It may result in the formation of a democratic group, or the
group may dissolve into oblivien.

Evaluations of the relative effectiveness of the three
major types of group process (democracy, autocracy, and
laissez faire), have been carried cut in many ways and at
many levels. Of special note are some which have involved
boys’ clubs, industrial groups, educational groups, and some
experimental groups created solely focr this purpose. The
results are uniform encugh that certain generalizations
seem to be warranted.

Democratic groups have greater motivation toward
work, more member satisfaction, and greater productivity.
There is less discontent among members and less evidence
of frustration and aggression. There is more friendliness,
cooperation, and group-centered esprit when democracy pre-
vails. Despite the group orientation it has been demon-
strated that more individual initiative is displayed. When a
group or its action is criticized there is little or no tendency
to use an individual as a scapegoat.

The autocratic group cannot compete with the demo-
cratic in all-round productivity. Within these groups are
found excessive irritability, hostility, and aggression, often
directed toward fellow members as well as toward the auto-



Criticism of fellow members is much
more prevalent in the autocratic group.

cratic leader. The members of such a group are apt to be
apathetic in their general attitude even when secretly dis-
contented. Individuals are much more dependent and show
a minimum of creativity. When the autocrat is absent lit-
tle or no action ensues. Criticism of fellow members or
attempts to dominate them are much more prevalent in
this setting than when democracy prevails.

The principle characteristic of the laissez-faire group is
its lack of productivity. Individuality is often exhibited, but
cannot be channeled into useful fields. The general feeling
of lack of progress tends to make the membership uninter-
ested and apathetic,

A basic principle of rational behavior is that the means
used must be consistent with the ends sought. This prin-
ciple applies to both individual and group behavior. Thus, if
one of the ends of our society and the groups that operate
within it is to promote the basic goals of democracy, it
would seem logical that democratic, rather than authori-
tarian or laissez-faire means should be used to attain those
goals. Both the logic of the use of democratic means in a
democratic society and the research findings reported in
the discussion above point to the importance of using
democratic group procedures for effective goal accomplish-
ment.

Every group assembled does not necessarily have within
it all of the needed information and resources to make valid
decisions. When a group proceeds to make decisions and
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take actions without considering all of the relevant informa-
tion available from expert sources it probably is acting on
the basis of “pooled ignorance.” Groups appear to be as
guilty as individuals acting as separate entities of not seek-
ing relevant expert information before making decisions.

It should be emphasized that for all purposes the group
has not always been shown to be superior to the individual,
nor has the democratic group always been shown to be
superior to the more centrally directed type. Especially
where certain limited objectives are concerned there may
be advantages in nondemocratic action. In the long run,
however, and whenever there are situations of great com-
plexity, groups arrive at a larger proportion of correct so-
lutions than do individuals or groups dominated by an in-
dividual.

In industry, among housewives, in the classroom, and
even in the military it has been demonstrated that the in-
volvement of people in group discussion and the reaching
of decisions in a democratic atmosphere leads to more fa-
vorable attitudes toward the decision and better compliance
with it.

One industrial study indicated that participation in de-
cision making by all members of the group resulted in
greater productivity, less resistance to change, and a lower
turnover rate of employment than did either committee
decision making or careful explanation of decisions made
by others. Another study points out that when supervisors
and subordinates were involved to a high degree in research

. the group did not use an individual
member as a scapegoat.
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planning and in the interpretation and analysis of the find-
ings the results were better understood, emotionally ac-
cepted, and utilized.

During World War II a campaign was waged to induce
housewives to use some of the less popular cuts of meat
such as heart, kidney, and sweetbreads. With some groups
the lecture method was used; with others a short opening
statement followed by a group discussion was concluded by
a show of hands by those willing to try these meats. The
second method was ten times more effective than the first.

Similar results were obtained in a study which aimed
at increasing the use of milk in the home; the group dis-
cussion method was more effective by a ratio of 3 to 1. In
this experiment the duration of the results was also checked
and found to be greatly increased following discussion
group methods.

When individuals commit themselves to act in a certain
way their decision is strengthened by an awareness that
others are similarly committed. They do not wish to lose
status by failure to follow through on a decision witnessed
by their peers. One of the strongest motivating forces for
an individual is to be respected and to have status in the
eyes of the members of groups to which he considers it
important to belong. This principle is one of the most im-
portant in establishing the superiority of group action over
individual action.

It is obvious from the above discussion that human be-
ings participate in many kinds of group situations in their
efforts to satisfy their needs and desires and that these
groups have influence in the lives of these individuals. In
this book our major interest is, however, in the formal demo-
cratic group, and its major characteristics may be listed
as follows:

1. The goals and objectives of such a group are established
by group interaction.
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The means adopted to achieve these are determined by
the same process.

The interaction process is such that each member feels
both freedom to contribute and responsibility for suc-
cess.

Group consensus prevails, even though individuals do
not completely agree, but disagreeing individuals feel
free to present their points of view.

Ideas are dealt with on a basis of their value to the
group rather than on a basis of who introduces them.
Those in position of formal leadership recognize that
their major role is that of facilitating group process.



CHAPTER

3.

Leadership in the
DPemocratic Group

IT 1s PROBABLE that without leadership no group can pro-
duce worthwhile action in the direction of its goals. But
what is leadership? This word, like democracy, means many
things to many people.

Just as our concept of democracy is a growing and ex-
panding one, so is there a parallel growth and development
of the meaning of leadership. The expansion of the demo-
cratic principle has demanded that new types of leadership
arise.

It is easy to credit a leader with both the successes and
failures of a group. Perhaps the true virtues, or faults, were
those of the group itself. Many believe that the leader casts
his personality over the group, but more frequently the op-
posite situation occurs. Much of this vagueness arises from
the looseness of the meaning of the term leader in the Eng-
lish language. It is used to designate both one who com-

[31]
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mands and one who guides. In actual practice these may be
as widely at variance as the chairman of the P.T.A. meeting
and a Marine platoon leader in combat. Yet both are leaders.

The myth of the “born leader” is one common idea of
the past which will not stand up under modern research. It
was no doubt perpetuated by those with hereditary authority
and was given support by the frequency with which sons
succceded fathers as leaders. One must remember that these
sons were given training in lcadership almeoest from birth.
It was no accident that Aristotle went from Athens to
Maceden to instruct the young Alexander. 1t was planned
that way. In thc carly days of our culture, leadership was
of nccessity confined to the few, since knowledge and free-
dom from superstition were only available to a few.

Irazer, in The CGolden Bough, states that the risc of
despotic leaders was a necessary concomitant to emergence
from savagery, since in primitive societies there was no
mechanism by which large numbers of persons could be-
come sirnultaneously enlightened. Hence history is replete
with stories of the military leader who seized power and
subsequently effccted great civil and economic reforms. So
the “great man” thcory of history arose, culminating in
the eulogies of Carlyle in the nineteenth century. Only more
recently have historians begun to question this concept and
to consider whether leaders might have automatically aris-
cn in response to forces at play too complex for man to
control. Even Toynbee — popular protagonist for the inter-
play-of-forces idea of history — conccdces Frazer’s point that
leaders must arise, and at least in the emergence from
savagery to civilization they must be despotic.

Many great leaders of the past were military
leaders. The military leader functions in a predetermined
organization so completc that all the duties and responsi-
bilities of each lcvel of leadership are spelled out in ad-
vance. The “chain of command” is inviolate, and within
such a Iframework an individual with very few qualities
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of leadership may function efficiently and even effectively.
This is the entire basis of the bureaucratic organization.
Many organizations follow this pattern, though the military
one is the most characteristic. The leader of such a group
has been very aptly termed the bureaucratic leader. In our
modern organizations, particularly governmental, he often
seems to be the indispensable man, even when ostensibly
and basically other philosophies of leadership should pre-
vail.

Another type has been termed the passive leader. He
has developed a following because he happens to possess
certain talents, skills, or traits which are much admired,
not by any deliberate effort toward leadership on his part.
Contemporary examples of such leadership might include
Mickey Mantle in sports or Pablo Picasso in the world of art.

The leader who achieves his role almost entirely
through personal magnetism has attracted the most interest
in the writing of the past and still dominates some of the
most fascinating chapters in history. He has been called
the personal power or charismatic leader. All the great re-
ligions were founded by leaders of this ilk and many politi-
cal leaders have possessed the same ability. Most dictators
begin as this kind of leader, though it soon becomes neces-
sary for them to solidify their power by developing a
bureaucracy. They are followed because of their original
attractiveness or “charisma” and most of their followers
soon become convinced that such leadership will maximize
the ends which they seek.

DEMOCRATIC LEADERSHIP

In a group of equals working together to solve a mutual
problem, another type of leadership will emerge. Ideally,
and most commonly in actual practice, this will be demo-
cratic leadership.

The democratic leader evolves out of the group of
which he is a part, rather than by creating a following of
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his own. There are inevitably those whose ideas influence
the others more than theirs are in turn influenced by
others. In such a group a tradition builds up that certain
individuals are the most capable for certain tasks. When a
crisis arises the membership turns to these individuals
more readily than to untried personnel. These members are
leaders, and they are democratic leaders.

In general, a leader of a democratic group is one who
epitomizes the values and norms of his group. The group
considers that his judgment is most in line with that of
the membership, that the alternatives which he proposes
fit in with the value system of the group. Often it may be
said that he usually puts the well-being of the group ahead
of his own desires where they conflict.

The democratic leader has the ability to perceive the
direction in which the group is moving and to move in that
direction more rapidly than the group as a whole. His fore-
sight into the means and ends which will help the group is
superior and for this reason he is chosen, or becomes a
leader.

Democracy moves slowly. One of the reasons for this
is that a democratic leader is seldom one who is far superior
to his group. Groups which form tend originally to be made
up of peers, or equals. If such a group happens to consist
largely of average citizens, it is unlikely that they will se-
lect a member who has far superior qualifications as their
leader. They will select one who is somewhat ahead of
them in qualifications, but if the gap is too great they fail to
communicate and thus fail to make use of this leadership
material which exists within their group. In our general cul-
ture the distrust of one of superior ability is anti-intellectual-
ism, and it pervades all levels of group behavior. This tend-
ency has made some persons impatient with democracy,
but as expressed in the previous chapter, the alternatives
are worse in the long run. Someone has expressed the
problem like this: “In a democracy the ideal solution to a
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problem is almost never achieved, but some solution is
eventually reached, and it is a solution with which everyone
can live.”

Pure types of leadership seldom exist. An historical
anecdote may help to point up this fact. In the summer of
1832 there was a minor Indian uprising along the Missis-
sippi known as the Black Hawk War. As was customary at
the time a company of volunteers was raised and according
to the custom of those more democratic days they held an
election and chose their captain. Thus the young man se-
lected was obviously a democratic leader, but by virtue of
the military organization now became a bureaucratic leader.
The interesting speculation is whether or not the soldiers
of that company really recognized the personal magnetism
of the man who was to become one of the greatest “charis-
matic” leaders in American history, Abraham Lincoln.

Up to this point the personalized term leader and the
abstraction leadership have been more or less intermingled
without regard to certain subtle differences. Paul Pigors,
in his book Leadership or Domination, says: “Leadership is
a process of mutual stimulation, which by successful inter-
play of relevant individual differences, controls human
energy in pursuit of a common cause.” If this is a logical
definition, then a leader is anyone whose ideas are helping
to give direction toward the common goals of the group. Or
to paraphrase once more: An individual is a leader in any
social situation in which his ideas and actions influence the
thoughts and behavior of others.

It may readily be seen that acceptance of this concept
de-emphasizes the leader and emphasizes leadership. And

An individual is a leader when his ideas or
actions influence others.
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in the highest development of the democratic group leader-
ship is not concentrated, but is diffused throughout the
membership. The greater the degree of this diffusion, the
more effectively democratic is the group.

Such a view of leadership has little to do with the for-
mally elected leaders of the small democratic group, the
chairmen, presidents, and other officers. In a group of this
kind these officers recognize that their formal leadership is
situational and that other group members may perform
functions equal to or superior to their own.

If leadership is, as we have said, the process of influenc-
ing people by ideas, then there is no limit to the number of
leaders that can function within a group. In fact the more
the better because the very act of leadership, in whatever
form observed, develops initiative, creativity, and mature
responsibility.

Furthermore, leadership of this kind is not a mystic
something or other that one individual has and another has
not. It is learned behavior and anyone can improve himself
in it by proper study and application. Such leadership is
also situational and in the ideal group will shift from person
to person depending upon the task at hand.

In a truly democratic group, leadership is diffused.
Every member is a leader whenever he contributes an idea
that is needed at a particular time. Leadership passes from
person to person as each member contributes something
needed in the process of achieving group goals.

It has been stated that the democratic group succeeds
on the assumption that people, given the necessary facts,
can make better decisions than others can make for them.
One of the weaknesses of group democratic action is em-
bodied in the phrase “if given the facts.” All too often deci-
sions are made emotionally, on a basis of ignorance. This
raises another point. Since every member of a democratic
group is a leader or a potential leader it becomes his duty to
inform himself regarding the problems of that group. If he is
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to make intelligent decisions and suggestions for action
which will provide leadership for his group he must accept
responsibility. Responsibility calls for knowledge: knowl-
edge of the group and its goals, knowledge of alternate
means by which the goals may be sought, and general
knowledge of the area in which the group operates. Thus we
come full circle in pointing up the relationship between de-
mocracy and education.

Proper answers must often be sought beyond the
group — from experts and resource people. Willingness to
seek outside information is often a true mark of maturity in
either an individual or a group. The anti-intellectual ap-
proach tends to belittle special knowledge and ability, to
the loss of everyone.

Democracy is vitally important in American life. Many
of the decisions which culminate in national policy begin
at the “grass roots,” where ideas tend to originate. If we
are to have maximum benefits from this fact every indi-
vidual should have some insight into the processes of
leadership. He should recognize the great importance of
having every group member feel himself a leader, or at least
a potential leader, with a willingness to accept the responsi-
bilities this entails.



CHAPTER

.

A Framework for the
Study of Group Action

IT 1s IMPORTANT to establish a framework upon which may
be draped the many diverse ideas regarding group forma-
tion, group action, group goals, and group methods. These
ideas are not simple, and it is necessary to distill, refine,
and organize them in such a manner that the reader can
marshall them wisely into an appreciation of the principles
of human relations inherent in group behavior. The group
leader looking for a “bag of tricks” or a set of rules to apply
to all situations will be disappointed. Analytical diagnosis
of the social situation must always come before application.

Let us begin with an oversimplification. All forms of
life have requirements for existence which they try to sat-
isty. Man differs in that he is a telic being; he can project
his thoughts and desires into the future. He is thus moti-
vated and acts with regard to certain objectives. Through

[38]
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his thinking process he sets up goals toward which he
strives, and his actions have meaning only in relation to
such objectives.

To state this another way: Since man alone is able to
think, he alone selects goals which represent desires as well
as needs. Having desired, and having established goals, he
proceeds to act in such a way as he thinks will enable him
to reach these goals.

The same basic analysis can be applied to groups, since
they are made up of individuals. Groups also have desires
and act to satisfy them. To attain their goals they must em-
ploy certain means.

Here then is the most elementary breakdown of the
group process: Groups, like individuals, develop wants and
desires, some of which they establish as goals. In their ef-
fort to achieve those goals they select certain techniques.
These are the three basic elements in the group process: the
group, the goals, and the techniques.

Simplified pictures of complicated subjects should never
be taken completely literally. The comparison just drawn
between individual and group behavior is a case in point.
The individual, within his own mental capabilities and back-
ground, chooses his goals and adopts his means largely of
his own volition, even though this is modified by the social
groups in which he moves or would like to move. Group
choices, either of goals or of means, are a product of the
interaction of many forces within the individual members,
between the individual members, and in response to ex-
ternal pressures. Thus the individual choice may represent
a fairly simple, straightforward, action and reaction. Any
action on the part of a group represents a resolution of nu-
merous forces which must in some way be directed.

Too often we ask for ““a bag of tricks.”
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THE GROUP

This can be illustrated schematically by a circle, which
represents the group (Figure 4.1). To further simplify the
problem, it will be assumed that the group already exists
and that certain motivations are at work. The small figures
within the circle represent the individual members. The ar-
rows, large and small, represent various forces at work.

Fig. 4.1 — Forces at work on individuals within a group.

The individual member is unique in that he is different
from every other member. He brings to the group certain
general and specific interests, drives, and motivations. He
has certain expectations and aspirations which he may or
may not have translated into goals. He brings with him def-
inite values, attitudes, habits, feelings, and beliefs. These
things, which have applied largely to himself, he now also
applies to the group members and to the group as a whole.
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These basic individual drives are indicated by the small
arrows beside each figure.

While all the above-listed individual traits might be re-
ferred to as positive forces, it must be remembered that the
individual also brings to the group certain negative forces.
He is a human being with premonitions, frustrations, inhibi-
tions, and fears. He has developed certain adjustment pat-
terns to his past failures. He introduces these patterns into
the group, as illustrated by the small dotted arrows about
the individual figure. There are other negative traits. Per-
haps the member is not really interested in the group or its
goals but brings an ulterior motive, a “hidden agenda” such
as personal gains. He may have a self image of the role he
would like to play in the group. This may be a totally differ-
ent role than that for which he is fitted.

In the process of interaction within the group, certain
new forces arise — forces which originate in the individual,
it is true, but occur only because of his interaction with the
other members.

These lines of force which arise out of group relation-
ships are illustrated by the arrows with long, broken shafts.
Notice that they join each member with every other mem-
ber, and also each member to the group as a whole. An in-
dividual reacts not only to other individuals in the group but
also to the fact that he is a member of the group.

It is difficult to express these forces in familiar terms.
Authors speak of the atmosphere or climate of a group, of
communication patterns, of “we-feelings,” of general role
definition, of group standards, and of human relation skills,
to name only a few. For present purposes it will probably
suffice to speak of lines of force generated within the in-
dividual, and lines of force generated as a result of indi-
viduals reacting with each other and with the group as a
whole. Together, they are commonly called the internal
dynamics of group behavior.

Further energies exert themselves on the group. No
group operates in a vacuum and the norms of the culture of
which the group is a part exercise a constant pressure from



. others are not acceptable.

without. This is illustrated by the solid arrows, and their
summation makes up the external dynamics of the group.
Every group feels the force of the community or societal
value system of which it is a part; it will probably take up
and carry out certain actions which are “acceptable” and re-
ject others which are not acceptable.

As one example of external forces which impinge upon
the group, every group has other groups to which it “refers”
to determine what its actions should be, or how acceptable
its past actions have been. These may be called “reference
groups” and may be subdivided into two types, normative
and comparative.

Normative reference groups have expectation patterns
(norms) together with some ability to enforce these norms
on others. A typical normative reference group is the “com-
munity” which expects each group to perform certain func-
tions for certain purposes and for certain people. Through
social pressure, the giving of recognition and “status,” the
community has the power to more or less enforce these ex-
pectations. The “parent” organization of any local group
(for example the state organization of the P.T.A.) is also a
normative reference group and demands certain perform-
ance from its affiliated local groups.

Comparative reference groups are groups with which
other groups compare themselves. Possibly they are groups
which it seems desirable to imitate, or groups whose errors
it would seem desirable to avoid. These reference groups
influence the membership, objectives, and activities of other
groups and help to set the prestige rating of the group in the
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community, These are only some of the external forces
which prod, impede, or maintain status quo in groups and
which will be discussed in more detail in Chapter 7.

GROUP GOALS

Why does a group exist? It must have objectives — ends
which it seeks — whether these are explicitly stated or only
implied. Sometimes groups seem to have little conception
of the reasons for their existence, what they are trying to
accomplish, or why they take part in the activities in which
they do. They exist largely because “they always have” and
people continue to hold meetings. But many groups have,
on the contrary, more specific purposes. Often they are well
defined and integrated. Such objectives may be long range
as well as shore range — they may be single- or multiple-
purpose objectives, and they may be specific or general.

If a group is to be productive it must have goals and they
must be understood. If a group is to make progress, goals
must exist against which such progress can be measured. If
effective means are to be chosen, progress toward goals is
the only way by which their effectiveness can be measured.
Adequate objectives are a prime requisite of effective group
action. Whence do they come? In a democratic group situa-
tion such as we have been discussing they are chosen. And
who chooses them? The group itself, under the stimulus of
the forces already described, which we have called dynam-
ics, internal and external.

We proceed with our diagram by producing another
circle, this time in the shape of a target entitled goals (Fig-
ure 4.2).

Fig. 4.2 — This target
represents group goals.
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TECHNIQUES

A third portion of the framework is illustrated by a
square (Figure 4.3). This represents the means by which
the wants and desires of the group are translated into goals
and also the means by which these goals are sought and
gained, and is entitled techniques.
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Fig. 4.3 — This diagram represents the techniques used to reach group
goals.

A group technique, a predesigned pattern for human
interaction, offers a better potential for progress toward
goals than does unstructured random behavior. Many tech-
niques are available. Some are quite standardized and tradi-
tional, while others are of a more spontaneous nature. In
addition to an understanding of the nature of the group and
its goals, one also should know the potentials and limita-
tions of the available techniques. This will be discussed at
length later.

A proper technique has the potential for activating in-
dividual drives and motivations and for stimulating both
internal and external dynamics so that the forces may be
better integrated and directed toward the goals of the group.
This assumes that the proper technique has been chosen
and that it is applied in the proper social setting.

The arrows within the square represent the potential
driving forces of various methods which, in the abstract,
may be thought of in familiar terms such as informality,
spontaneity, control, and diffusion of responsibility. Some
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of these represent negative potentials, such as nondirected
participation, excessive emotional involvement, lack of con-
trol, or inadequate personnel. It will be noted that we have
made liberal use of the word “potential.” This is in recogni-
tion of the fact that no technique, formal or informal, enters
into the dynamics of group action until it is applied. Only
when in actual use do the potential forces inherent in a
technique become real forces, and only then can they enter
into the dynamics of the situation.

The arrows outside the square represent the character-
istics of the milieu in which the group operates, insofar as
they will have an influence over the types of technique used.
These characteristics may vary widely from one group to
another, and even at different times with the same group.
It is easy to see that a technique which was applicable at
one time might not be at another because of the climate in
which the group was operating. Similarly, comparable
groups operating in different surroundings might find meth-
ods which were excellent for one situation to be entirely
inappropriate for another.

Usually the more traditional techniques by which group
action is stimulated are referred to by formal names. Some
of the more familiar are discussion, panel, symposium, role-
playing, dialogue, interview, and committee hearing. We
may be sure that there is always some technique at work
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within a group. It may be at a subconscious level, but is nev-
ertheless operative. Man, by his very nature, is always
working toward a goal and employing means for achieving
it, whether he is aware of it or not. Even doing nothing may
be a technique — since it may cause others to react.

In Part II there will be an extensive discussion of formal
group techniques. It is the real hope, however, that interest
will be directed toward devising new techniques; toward so-
cial creativeness.

We can all be socially creative! Certain basic
understandings of human relations skills are needed. Along
with these the possession of the principles of group behavior
and the tools of analysis will lead to ways of dealing with
each situation. Such creativity will inevitably lead to greater
group productivity and many personal and common satis-
factions.

THE COMPLETE FRAMEWORK

We can now combine the three figures — the group, the
goals, and techniques — into one, using algebraic symbols
(Fig. 4.4). The group, plus the techniques, equals the goals.
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Fig. 4.4 — The group, plus the techniques, equals the goals.

At first glance it may seem that a static system has been
set up, that the elements of group behavior have been bro-
ken down into three separate parts and that we can discuss
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them separately. Only in the most elementary sense is this
true. Individuals and groups change; only they can select
their goals and determine the means by which to seek them.
The group process is an ever-changing thing and the parts
of its structure are separated only for ease in study, never
for subdivision.

Permeating the whole structure which has been devel-
oped is man’s value system — what he considers important.
Values are the guides by which individuals and groups de-
termine their goals. Man’s interests and motivations come
from this value system, which organizes his experience and
orients his past. Values will determine what individuals
come together to form a group, how they will interact, and
how they will select their goals and adopt their techniques.
The individual in the group setting thus becomes the next
focal point of attention.



CHAPTER

D.

The Individual in a
Group Setting

WHY ARE WE HERE at all? Why do people join groups and
participate in their activities? Probably nearly everyone has
asked himself these questions as he has looked about a
meeting room. Again, why do people react so differently to
the various ideas and situations which confront the group?
These questions are basic, and might be summed up as:
Why do people behave the way they do?

To answer this in breadth and depth would obviously
carry us beyond the scope of this book. A limited discus-
sion aimed at locating the individual member within the
group must suffice.

MAN, THE THINKING, ORGANIZING BEING

Man differs in one great quality from the lower animals.
The elemental drives for food, shelter, and sexual gratifica-
tion are present in man, as in any animal; but because man
can think abstractly his desires go infinitely further. What
is this ability to think abstractly?

48]
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Fundamentally it is the ability to recall mental images
of past experiences, to make value judgments about them,
and to project the lessons of such judgments into the fu-
ture. Using this ability man can benefit by his experience
and by the experience of his fellow men, living and dead,
through communication systems. Symbols, words, and ges-
tures have been developed to communicate phenomena
which are part of the general experience of mankind, not
necessarily a part of his personal sensory experience. The
following simple illustration may sharpen this aspect of
the differences between animal and man.

A mother bear, in order to train her cubs, might take
them with her as she tears apart bee trees and eats honey.
The cubs observe and do likewise. Thus they are conditioned
to smell honey and find it. If the air is suddeniy filled with
the odors of man, steel, and gunpowder, the mother bear
can take off full speed in the opposite direction and the cubs
will follow. This conditions them to the fact that man-smell
means ‘run away.”

This is simple imitation. A mother bear cannot sit back
in the quiet and safety of the den and communicate to her
cubs that certain insects of the order Hymenoptera gather
nectar and, through a special digestive process, deposit this
product in waxen containers inside hollow trees. She cannot

Why are we here at all?
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tell them that this honey has a unique odor and that the
trees may also be located by following the bees. They must
be beside her as she does these things in order to go through
the direct sensory experience. She cannot tell them about
man and guns; she can only run away and have the cubs
do the same.

On the other hand, man — using word symbols derived
from the thinking process — can tell his fellow men about
these experiences without ever having to take them to the
actual situations.

With this ability to think abstractly, man projects him-
self into the future. He establishes goals toward which he
can direct his actions and he anticipates problems which
will contront him. Also, because of this ability, he is able
to have a mental picture of himself as a social being. He
visualizes himself as a person associating with others more
or less like himself. He has ideas of how others regard him
and what they expect of him. He has ideas about whether
or not he is liked by others and whether or not others con-
sider him to be important to them and their lives. He
evaluates others and he often acts on the basis of how he
thinks others are evaluating him. He can consider these
evaluations and expectations of his fellow men in terms of
their potentialities for enhancing or impeding the attain-
ment of goals which he desires.

Only man, because of this ability to think about abstrac-
tions, can project himself into the future and establish in
his mind the things he wants in his future. He can com-
municate his complex thoughts to others and in turn receive
similar communication from them.

A dog can be conditioned to come for food at the sound
of a whistle simply by providing him with rations every
time his master whistles in a certain way. A bear cub
learns to avoid man by associating the odor of man and the
mother bear running away. These constitute a simple
stimulus-response reflex arc. Given a stimulus — the



. every time one whistles in a certain way.

whistle — the dog responds by coming to the master to re-
ceive the food or other rewards. The bear cub is nudged
along by the mother bear or cuffed behind the ear. A system
of rewards and punishments is built around immediate sen-
sory experience and acceptable response. Nonacceptable re-
sponse leads to hungry dogs and dead bears.

Man, because he has this ability to deal with abstrac-
tions, responds to many stimuli in different ways. Man not
only can think in abstractions, but he must think this way.
His responses are always based upon his interpretations of
the stimuli which he receives. Interpretation of stimuli in-
clude: (1) recall of similar stimuli received in the past;
(2) responses made to these similar stimuli; (3) compari-
son of the existing circumstances surrounding the im-
mediate stimulus to which he anticipates responding with
the conditions surrounding the response patterns of the
past experiences; (4) evaluations of the relative satisfac-
tions received from the ways in which he responded in the
past; and (5) an evaluation and comparison of the goals
and ends which he desired when he responded to former
stimuli with the goals or ends which he hopes to achieve in
responding to the present stimulus.
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It is only after an individual has gone through these
thought processes that he responds to the stimulus. There
are great differences in the degree to which various indi-
viduals go through these steps.

When an individual receives a stimulus which is famil-
iar to him because of the number or intensity of previous
similiar experiences, he remembers these past experiences,
what responses he made, and how satisfied he was with the
results of his subsequent behavior. For the average Ameri-
can, an alarm clock’s ringing demands very little considered
thought as to the nature of the response because it is a
stimulus which has been received many times before. How-
ever, this same average American might respond quite dif-
ferently to the sound of a lute playing because he probably
has not received this stimulus before.

After an individual has recalled similar stimuli and his
responses to them, he considers his past responses in the
light of his satisfactions with the outcomes. He considers
the circumstances under which those past stimuli were
received and compares them with the conditions surround-
ing the immediate stimulus to which he must respond. The
conditions surrounding a given stimulus greatly affect the
response.

If a young college man and a male companion are
seated at a table in a restaurant and a beautiful girl of
similar age passes by and smiles invitingly, the direction
of the response is easily predictable, as well as the speed
with which it will be made. Now consider this same young
man in the same restaurant at the same table except that

. . . the direction of the response is easily
predictable. . . .
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instead of a male companion he has his “best gir]” with him.
When the same beautiful girl passes by and smiles invit-
ingly the response will undoubtedly be quite different than
in the first situation.

The stimulus in both instances was identical. The cir-
cumstances under which it was received differed. In both
situations the young man’s experiences with similar stimuli
in the past would certainly have been reflected upon. He
would have considered the circumstances surrounding the
immediate stimulus with those surrounding the receipt of
past similar stimuli; in both instances he would have eval-
uated the satisfactions received from responses to similar
past experiences and he would in both illustrations have
compared his goals or objectives at the time of receipt of the
new stimulus with those held in the past.

This simple set of illustrations bypasses other important
parts of the framework in which stimuli are received. Two
mental phenomena commonly called “frame of reference”
and “mood” may be used as examples.

The frame of reference for a given type of stimulus will
vary among individuals. It is in essence the conceptual
boundaries within which a given stimulus falls. A diamond
which weighs an ounce is considered huge, because the
accumulated experience regarding existing diamonds war-
rants the deduction that few are larger. On the other hand,
one would conclude that a piece of limestone weighing one
ounce is relatively small. Considering diamonds and lime-
stone, there is a high degree of agreement of frames of
reference among individuals.

When working with human beings in areas where there
might be a wide divergence in frame of reference about
a single topic, one must consider what the prevailing frame-
work is likely to be. A pattern of behavior or a given action
which one individual perceives as impossible may be con-
sidered easy by another. Men rarely if ever achieve any goal
which they believe to be impossible of attainment. They
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usually choose courses of action which they consider within
their range of capabilities. The range of capabilities of any
one person in an area therefore usually is limited by his
personal conception of his range, regardless of his innate
or true capabilities.

Mood is the emotional state of an individual at any
given time. It may be illustrated briefly by reference to cer-
tain words descriptive of moods which have gained general
use. These include elation, depression, lassitude, and re-
ceptiveness. Mood is often influenced by fatigue, boredom.
comfort or discomfort, recent experiences, and hundreds
of other situational stimuli received at the conscious or
subconscious level.

Another perhaps even more important set of variables
goes to determine the sort of response that will be made to
a stimulus. Considerable effort has been devoted to the dif-
ference between the instinctive or conditioned reflex re-
sponses of animals and the rational or thinking response of
man. One might have gathered that the quality of the hu-
man response was a more or less standard product, whereas
in truth the quality of the response may be subject to tre-
mendous varjation within the species, and for that matter,
within the individual.

One sort of response is called nonrational or emotional.
It is based upon the thinking process as previously de-
scribed, but it operates at a fairly primitive level where the
responses are made in respect to how we “feel” about some-
thing — whether we are pleased or gratified, whether the
response creates a feeling of well-being, etc. Also, some of
them might be made because of fear of consequences or
even to avoid facing an unpleasant series of thoughts.

All humans have these emotions and react emotionally
on many levels. As the individual finds himself higher in
the scale of intelligence and education he becomes more and
more capable of making “intellectual” choices. This is the
highest of human abilities and perhaps it would be fair to
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say that the development of this type of response is the
true aim of civilization, culture, and education.

It is a fact of human behavior that no matter how high
a person may have risen in his ability to make rational de-
cisions, they are certain to be colored or modified by his
emotional background. Such qualities give man many of
his “human” characteristics and can never be duplicated
by an “electronic brain.”

Because of all these factors which enter into the inter-
pretive process, many different responses may result from
the same stimulus in a group situation. For example, when
a chairman of a group asks for volunteers, some respond
while others do not. The stimulus was the same. Individuals
interpreted this stimulus — the request — in terms of their
past experiences, evaluations, and expectancies before ac-
cepting or rejecting the request. One person may interpret
the request as an opportunity for new experience, a chal-
lenging job to try. Another person may regard the request
as a means by which the chairman is asking for someone
to do his work for him again!

Since man responds to interpretation of the stimulus
rather than the stimulus directly, he may hear the request
in one group and accept it and hear a similar request in

. his rational deci-
sions are certain to be
colored by his emo-
tional background.
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another group and reject it. Because he can think abstractly,
he can bring his past and his conception of the future to
bear on each stimulus he receives and act according to his
judgments to maximize the goals for which he is striving.

Man, born into this world an acting being, goes through
life responding to innumerable stimuli in each of his wak-
ing hours. Each of these stimulus-interpretation-response
complexes is a unit act, and as such represents a minimum
unit of human behavior. It consists essentially of two parts;
an end or goal to be attained, and a means or technique for
its attainment.

VALUES, THE BASIS OF ACTION

The ends or goals of any man’s actions and the actions
themselves are not randomly determined. There is a con-
sistency in them. The framework which provides this con-
sistency is what is known as his value orientation or, very
loosely, his philosophy of life.

A man develops this value system in various ways. Re-
gardless of how it develops, it is essentially a mental cate-
gorization of ends and means which are evaluated as ac-
ceptable or unacceptable in varying degrees.

Members of the same culture and the same groups tend
to have similar value systems but the unique experiences
of all individuals result in many differences in emphasis
which they place on any given end or means. Group action
takes place when ends sought are commonly espoused by
members and are of relative importance to them. The
means used, as well as the ends, must be acceptable to the
group as a whole.

Some values held by an individual are instilled in his
thought patterns by the culture; they are accepted from the
value systems of others. Examples of this are found every-
where. Children receive certain stimuli and in the process
of responding, the parent assigns good or bad to alternative
response choices. One of the reasons why others have such
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a disproportionately large influence on the younger child
is that the young child is constantly being exposed to com-
pletely new stimuli and lacks the experiences from which
to make his own interpretations. He is much more suscepti-
ble to acceptance of the interpretations of others. In the
presence of a parent, each new stimulus is followed immedi-
ately by another stimulus, i.e., the suggestion of the parent
as to the proper response.

As the individual becomes more experienced and has
been exposed to many more stimuli toward which he has
responded, he builds up a reservoir of alternatives in his
memory. He builds a system of values based upon his own
judgments of the relative good and bad of his past ex-
periences. These experiences include the evaluations of
others. The degree to which an individual accepts value
judgments of others as his own ranges all the way from
complete uncritical acceptance of another’s evaluation to
complete rejection of outside evaluations. The individual
more readily accepts the evaluations of others whom he
knows well and respects and with whose values he agrees.
When we say that one individual knows another, we're
basically saying that he is relatively aware of the other’s
past experiences, his ends and objectives, and accepted
techniques for attaining his goals.

The individual more readily accepts the evaluations
of others whom he respects, . . .
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It is recognized that because of inherent qualities, indi-
viduals have varying abilities to act in given mental and
physical ways. This difference in inherited capabilities is
only one factor in accounting for differences in human
behavior. The experience of the individual is also of great
importance in determin ng how he responds in any situa-
tion. The relative importance of these two types of influ-
ence in determining individual behavior cannot be stated
precisely.

We accumulate experience from the many people with
whom we have contact, the groups to which we belong, the
reading we do, and from all the stimuli we receive and re-
tain. Each of us has had experiences that are different —
unique experiences that helped create our individuality.

It has been pointed out that man has values concerning
both the goals he wants to attain and the means that are
acceptable to him in that goal attainment. Because of our
different cultural backgrounds, the different group ex-
periences that we have had, and the unique experiences
in which each of us has participated, it is relatively easy
to see why there are so many differences among us as indi-
viduals. We may have different values — different things
are acceptable and important to us. Even if we believe in
basically the same things, we may attach varying impor-
tance to individual items within our accepted pattern of
values. Even if we believe the same basic goals are impor-
tant, we may not agree on the best, most enjoyable, or even
acceptable method or means to attain a given goal.

It is within this broad framework of values with regard
to the ends or objectives we want to attain and the accept-
able means to attain those ends that we begin to seek an-
swers as to what makes people act — what motivates them
— what makes them “tick.” Why does one person seem to
drag his feet at every new suggestion? Why does another
always seem to have to be the center of group activity? Why
is being recognized as a _eader so important to another?



THE INDIVIDUAL IN A GROUP SETTING 59

MOTIVATIONS

There are many theories extant as to the motivations
of men, and the authors are aware that these many expla-
nations exist. They are acquainted with much more sophisti-
cated explanations of human wants than the “four wishes”
of W. 1. Thomas,! but for the purposes of this book they find
the classification a useful one in pointing out the general
lines along which motivations flow. It will be accepted that
man, wherever he is found — in the jungles of Africa, in
the Arctic or on Main Street, U.S.A. — has four basic de-
sires which Thomas has pointed out. The four “wishes” are
security, new experience, recegnition, and response.

These obviously constitute an oversimplification and are
not specific wishes, but rather a broad social-psychological
classification of the various types of social desires of individ-
uals. In the following descriptions of the wishes, it should
be remembered that none exist in a pure form, but the com-
binations in various degree always exist.

Security. All wishes or desires stem from man’s ability to
think, and the way he satisfies these wishes is based upon
his basic value orientation. He may place a high value on
security. If he does, most of the goals which he accepts will
be those which he thinks will give him immediate or ulti-
mate security.

The individual’s wish for security might be satisfied by
temporal material things such as food, shelter, and clothing,
and adequate reserves of wealth to secure these in the fu-
ture. This wish might be satisfied by spiritual beliefs in the
hereafter, and by the individual’s feeling that he had a
chance of going to a desirable locale after death. Whether
or not such beliefs could be grounded in reality is imma-
terial since when men consider situations to be real, they
act as if they were.

1W. 1. Thomas, The Unadjusted Girl, Little, Brown, Boston, 1923.
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Still others satisfy the security wish by being accepted
into groups which they consider to be important to their
well being. They find security in belonging. Security to
many group members means a feeling that the group will
behave in a regular, routine fashion. Such a member feels
that if changes are made in group functioning, they will be
brought about slowly, and he, as an individual, will not be
thrust into a new situation rapidly and without warning.
His security is relative to the degree of his feeling of ac-
ceptance by the group.

New Experience. This wish or motivation may be satisfied
by seeking contacts with new people, seeking out or creat-
ing new social situations in which to become involved,
learning and accepting new and different responsibilities,
and learning to play new and different roles. A person
highly motivated by this wish would jump at the opportu-
nity to take on a difficult committee assignment or try a
new group technique. A new and difficult social situation
might well act as a challenge to this individual rather than
create a feeling of insecurity or frustration.

Recognition. The wish for recognition is expressed in the
desire of the individual to “be somebody” in the eyes of
his fellows. This wish is so well expressed in our culture
and so generally understood that little discussion is neces-
sary. Each individual feels the need to be considered im-
portant by his fellow men. This need arises, as was pointed
out earlier, because man with his unique thinking ability

Each individual feels the need to be con-
sidered important by his fellow men,
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conceptualizes himself in relation to others and he has
mental images of what others think of him. Since we live
in a highly competitive culture, people vie for status as well
as wealth, Wealth may become simply a device for provid-
ing status and recognition. Being known as an important
person, getting one’s name in the paper, working on a job
which has high prestige, and other ways too obvious to
mention are all ways of satisfying the need for recognition.

In the ideal formal democratic group, where ideas are
accepted on their merit, individuals are ascribed status on
the basis of their ability to create ideas rather than on other
bases. Thus the pure democratic group provides a totally
different framework within which individuals may achieve
status or recognition.

Response. The wish for response is the desire to be wanted;
the feeling that others enjoy one’s association and wish to
continue it. This wish differs from the wish for recognition
in that the individual is not as concerned about his prestige
and recognition as a matter of public knowledge and public
record. As a minimum for response satisfaction, the refer-
ence groups which the individual considers significant must
accept him as a person and indicate their satisfaction with
his being one of them. An individual satisfies his need for
response by gaining acceptance with a small number of in-
dividuals, his peers, who know him on a primary face-to-face
basis and accept him as a person for what he is, including
his foibles.

In any society one can find those who satisfy their need
for response by accepting the menial tasks which need to
be performed, such as washing dishes, and get satisfaction
from being needed and from associating with others while
performing these tasks. A person satisfying this need for
response is satisfied by the fact that others recognize him
as a personality and empathize with him, understand him,
and accept him. He revels in being liked by others. Even
those who chiefly value status also value the response of
those about them.

The social interactions related to satisfaction of need
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for response are usually much more intimate than those of
recognition. In the desire for response, people may seek
relationships such as love, affection, respect, a feeling of
being wanted, and belonging with and to other people.
The need for response is often satisfied by a feeling of
acceptance as a total person. An individual likes to feel
that others like to have him around. He likes to feel that
others confide in him and seek his help and advice. He in-
teracts with others in solving their and his little personal
problems. Under these circumstances he is satisfying his
need for response.

Individuals make different choices regarding the extent
to which they attempt to satisfy these various wishes. The
choices are usually based on the personal values arrived
at through interpretations of past experiences in situations
which involved earlier efforts to satisfy these wishes.

All individuals experience all of these wishes in varying
degrees of intensity. Some people have a stronger desire
for satisfaction of one or of another of these wishes. The
need for satisfaction of this wish continuously assumes
precedence over others in such a person.

If one accepts the proposition that the actions of human
beings are oriented around the satisfaction of these wishes,
one is led to ask why men the world over attempt to satisfy
these wishes in so many different ways. The over-simplified
answer to this is that the culture in which men find them-
selves sets the boundaries within which these wishes must
be satisfied, and the unique experiences of each individual
determines the emphasis he will place on the satisfaction
of each wish.

These basic wishes may be fulfilled in many different
ways. In many instances, motivations arising from them
can contribute to group productivity. In other cases they
may hinder group productivity. The wish for recognition
may be fulfilled by doing a given job well. For this, recog-



THE INDIVIDUAL IN A GROUP SETTING 63

nition is given by fellow members. However, if an individ-
ual cannot get this kind of positive recognition from the
group, he may turn to unacceptable behavior to gain at-
tention. Thus the frustrated group member may turn to
being a “cut-up” or playboy, a blocker, or a discussion
monopolizer.

The group member that feels thwarted at gaining new
experience within the acceptable group value system and
action framework may fulfill his wish by inventing new
techniques to slow up or disrupt group operation. This
may give release to his desire for new experience. In some
instances, when an individual is not having new exper-
iences, he drops out of the group.

The individual who feels he is not receiving the proper
response from group members may find one or two other
persons who share his attitude. They may form a tight-
knit clique and turn their interests and actions toward
themselves, rather than the group and its activities.

He may invent new techniques to slow up or disrupt group discussion,
decision, or action.
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When group members and leaders recognize that the
need for individual satisfactions exist in their groups,
methods can be used which will move the group toward its
goals and at the same time bring satisfaction to individuals.

Group productivity is greatest in those groups where
techniques are used which simultaneously further the at-
tainment of the group goals and bring fulfillment of the
wishes of individual members.

Although group members may lave been born and
reared in the same community, they may join a group for
many different reasons; they are trying to satisfy various
personal desires and needs. Out of these different value
orientations, different felt needs, and different desires for
goal fulfillment, they must find common interests, motiva-
tions, patterns of interaction, and personal relations that
will enable them to move effectively toward wish satisfac-
tion and goal fulfillment within the group structure.

REASONS FOR GROUP AFFILIATION

In his quest to satisfy his needs and wants, man has
found that many of them are best satisfied through group
affiliation and action. If the members of various groups are
asked why they joined, they will give many different an-
swers. Some might have joined because membership in the
group will enhance their status. Others joined because of
a value placed on service — they wanted to help other people
and feel this group gives them this opportunity. Another
person may have joined a group because he feels he may
make some business contacts that he feels in the end may
make him some money. There are other kinds of personal-
gain motivations.

Some may have joined almost purely from tradition —
their mother or father was an active member and it was just
expected that they would also be a member. Others joined
because all their friends belong and being a member of the
group is a way to be with their friends. A few joined because



Still others join groups
because “it’s good for
business.”

they are lonely people and they think they might make sume
more intimate contacts and perhaps make some friends.
Others joined what they feel is a “different” group — they
can escape from some of the restrictions and frustrations of
everyday and other group life. Of course, many joined be-
cause of the specific activity of the group: politics, garden-
ing, photography, great books, or whatever has high prior-
ity as an activity for them. Others joined because their boss
or boss’s wife suggested that belonging to this group is “a
good thing to do” if one wants to “get ahead.” In any group
there may be a tremendous diversity of interests and motiva-
tions for belonging.

When one is aware of this diversity, it becomes easier
to understand why certain groups have difficulties in agree-
ing upon goals and objectives and the methods which they
will use to achieve them. It is recognized that it is impossible
to know all there is to know about group members. How-
ever, if one has some understanding of them as individuals,
what their basic drives and motivations are, and what needs
they are trying to fulfill, one is in a better position to treat
them as individuals, find areas of common agreement, find
challenges that will motivate them, and better understand
why they act as they do. Basic understanding of fellow
group members is one of the first steps in any individual’s
becoming a productive group member.



many basic desires are best satisfied through group activity.

Since people feel that many of their basic desires are
best satisfied through group activity, one might expect that
everyone is interested in group activity and that groups
are fulfilling their needs. It is not that simple. Many
people do not belong to formal groups. Many members
do not actively participate. Other groups do not really
satisfy their members’ needs or fulfill their goal expecta-
tions, even though the members participate actively.

BLOCKS TO PARTICIPATION

There are many blocks to full participation in groups.
A potential member may not know of the existence of
groups having goals and objectives similar to his own.
He may know of a group and accept its goals and objec-
tives, but disapprove of the means used to attain them.
He may have a feeling of insecurity about groups, a concern
as to whether or not the group will accept him. He may
fear that he lacks the human relations skills to get along
with the other group members or he may feel inferior to
them for other reasons such as his status, educational
background, or even his clothing.

A person may be hesitant to join a group because he
is not sure of the groups’ expectations of its members. He
may feel that the other group members are so much more
skilled in human relations or know so much more about
the subject under discussion that he will have to refrain
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from participating. There are many other blocks and frus-
trations. Many are operative at the conscious level in the
individual, still others may be subconscious.

In order to become efficient group members, individuals
should study themselves and try objectively to cope with
their blocks and frustrations. A responsibility of all mem-
bers in a mature democratic group is to help others to
analyze themselves objectively so that they can overcome
their blocks and frustrations and participate more effec-
tively in the ongoing group process.

ADJUSTMENTS TO BLOCKS

There are many different ways to help adjust these
blocks or wish frustrations, many of which are not at the
rational, conscious level. Man thinks in terms of abstrac-
tions and tends to constantly organize his experiences with
the universe around him. He therefore must have some
rationale or mental escape for any failures in his attempts
to attain goals within that experience world. The ways in
which he does this are called adjustments.

Aggression. One common adjustment to frustration — the
blocking of progress toward some desired goal — is aggres-
sion. When one’s ideas are not accepted or when he as a
person is not accepted, he may strike back blindly. He
may show his aggression by gestures, words, or even phys-
ical violence. He may feel or say: “Well, you people are
not interested in good ideas;” or “Boy, what a snobbish
person he is, he won’t even talk to me.” He may turn this
aggression inward and condemn himself: “You stupid fool,
why did you say that?”

Compensation. Sometimes an individual adjusts to wish
frustration by this device. If he is frustrated in reaching
a given goal, he may divert his energies into another field
by substituting another goal. If as a group member he has
difficulty in communicating in group discussion, he may
refrain from comment during discussion but devote a tre-
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mendous amount of energy to the “leg work” in carrying out
the actions decided upon by the group. In some cases this
type of compensation-substitution is a rational recognition
of one’s unique abilities. However, many times it is used
as an excuse for not trying to improve understandings and
skills to overcome this wish blockage.

Rationalization. Many adjust to wish frustration by the
process of rationalization. If one finds it difficult to attain
a goal, he may unconsciously explain the situation away by
denying to himself that he ever wanted to attain it. Thus,
when he was defeated for an office in an organization, he
tells himself that after all, it is not an important office
and he really didn’t have time to do a very good job even
if he had been elected. If he has a frustrating experience
leading a discussion, he may adjust by making the un-
conscious excuse that the group members really are not
very good discussants and, besides, discussions never get
any place anyway. Rationalization usually takes place at
the unconscious level.

Identification. This adjustment may take the form of living
through the lives of others by participating vicariously in
their successful attainment rather than seeking satisfac-
tions in unknown activities. Those who adjust through
identification often imitate the behavior and mannerisms
of the person with whom they identify themselves. In terms
of this adjustment one may be able to understand the joy
or sorrow of one person because of success or failure of
another person with whom he identifies. Also, one may
be able to understand why a given person seems satisfied
with mediocre levels of attainment for himself — he really
receives his rewards from the attainments of another.
Other group ramifications of this adjustmment can be seen
by the reader.

Idealization. This form of adjustment is closely related to
identification. It is the adjustment to such feelings as one’s
own inadequacy by over-evaluating himself — his ability,
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attainment, importance. He may also idealize other individ-
uals and their attainments. Thus he may compensate for an
unconscious feeling of inadequacy by trying to convince
himself that he is really a good group member. An individual
is idealizing when he assigns greater value to his contribu-
tions to the group than the group as a whole would assign
to them. Idealization may be of one’s own behavior or of
another person’s behavior. When an individual over-eval-
uates other’s behavior, he ceases to be objective about group
function.
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. . . he tells himself that after all, it is not an
important office. .
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Displacement. This is the adjustment which takes place
when an individual transfers the feelings he has for one
person to another. It often accompanies idealization. If
one person idealizes another and that individual does
something of which the idealizer does not approve, he may
blame someone else. Often displacement takes place be-
cause the individual doing the displacing finds it more
convenient to express himself to one person than to an-
other. A person may be angry at his boss but say nothing
to him; instead he may go home in the evening and vent
his spleen on his wife and children.

Projection. This adjustment to wish frustration is one
wherein the individual transfers to another his own feelings
of inadequacies or frustrations. If a person has been un-
successful in his role as a discussion leader he may project
the blame on the group for not playing their proper roles.
Or if group member A has not expressed himself well to
group member B, he may project his own inadequacy to
B by accusing him of lacking an open mind.

Conversion. Conversion is the transfer of energy after or
during a wish frustration into some physical symptom or
complaint. In extreme cases individuals may actually devel-
op the symptoms of a physical ailment in this adjustment
to wish frustration. A person who may have wanted to do a
good job as a meeting leader may actually become ill if the
job doesn’t turn out the way he wanted it. All mothers are
familiar with this adjustment as displayed by children;
innumerable mothers have seen their youngsters develop
stomach-aches on the day they were scheduled to have
examinations at school. In many instances the symptoms
will be very real.

Regression. The adjustment known as regression is a process
of retreating from an existing complex situation to a sim-
pler one. When an individual finds a situation too complex,
he may revert in his behavior to a less mature approach in
anticipation of being dealt with on this level. In its more



. . . he may revert to a less mature ap-
proach in anticipation of being dealt with
b on this level.

socially acceptable forms, the individual using this form of
adjustment audibly wishes for, or actually tries to create,
a simpler situation. A commonly found example of this
form in group situations is the oft-heard expression of indi-
viduals in growing groups that they wish the groups were
smaller and more intimate. This results from the fact that
most people feel more competent to communicate in pri-
mary group situations with people whom they know on a
more intimate basis. Probably the most commonly observed
form of this adjustment is that certain group members pout
when they don’t get their own way — a regression to a child-
hood form of coping with this type of frustration.

Negativism. This adjustment is a common one. It is the be-
havior pattern in which a frustrated individual responds
to all subsequent alternatives in a negative way. Children
frequently refuse to do anything if they can’t do what they
wanted. “If I can’t pitch I won’t play.”
Fantasy. This adjustment involves the imagining of situa-
tions in which one’s goals are achieved when frustration
takes place. Daydreaming is the common term applied to
this form of adjustment.

Many reactions that one sees in people may at first be
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difficult to understand. They become more understandable
when analyzed in the framework of wish frustration and
adjustment to that frustration. The plea again is for ra-
tional analysis of self and one’s actions. One needs to pre-
dict the possible frustration of others and conduct oneself
so these frustrations can be minimized for all. In a mature
group, leaders may help group members to understand
their frustrations and the adjustments they are making to
those frustrations. It is within this framework that they
will mature most rapidly as group members. Otherwise,
the group may spend most of its time and energy in keeping
members from being frustrated and have little time and
energy left for productive decision making and action.

Most adjustments are complex, and it is difficult to spell
out mutually exclusive definitions. It should be recognized
that any occurrence may cause frustration for someone. Of-
ten because of conflicting or competitive interests, goal
satisfaction to one individual means frustration to another.

It is of some interest to note that extremes of behavior
as seen in excessive adjustment can be readily identified
with the well-known forms of mental disease. For example,
hysteria corresponds to excessive conversion, while the
sociopath is an example of excessive aggression. One may
recognize extreme regression in depressive psychosis and
unlimited fantasy in the way the schizophrenic loses con-
tact with reality. Opinion is divided as to whether these
mental diseases are in actuality exaggerations of the frus-
tration adjustments of normal persons or whether they
have simply developed along similar patterns.

Adjustments which people make to frustrations are not
necessarily good or bad. Because individuals live in an or-
ganized society in which certain freedoms to act without
concern for others have been relinquished for the common
good, it is inevitable that some wishes and desires will be
blocked. In a democratic society, the minority position al-
ways involves frustration. Frustrations are an intrinsic and
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normal part of the interaction of human beings. The group
member or group leader who recognizes this and attempts
to create social interaction patterns within his group which
will minimize frustrations will find that group morale will
remain higher and the group will move more rapidly toward
the achievement of its goals.

Group members need to recognize that there are both de-
structive and useful effects in the kinds of adjustments
which one can make to goal frustrations. Adjustments such
as rationalization can be used as a constant escape from
the reality of the social situations in which one finds one-
self. However, if this adjustment is used intelligently it
provides an “escape” around the goal blockage which allows
him to go on to do other constructive activities.

On the other extreme, such adjustments as regression or
aggression, while they may give the individual immediate
release from the tensions built up by the goal blockage,
nearly always have adverse effects on group morale. When
individuals or groups are blocked in the attainment of a
goal, they may either change their attitudes and their goals,

. . . they may sirive to change the circum-
stances which caused the blockage in the
first place.
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or strive to change the circumstances which caused the
blockage in the first place. As members become more
skilled at recognizing the factors which cause blockage
or frustration and the kinds of adjustments made in these
situations, they can choose rationally to make those adjust-
ments which require the least expenditure of time and emo-
tional energy. This leads to greater individual motivation,
greater personal satisfactions with the group and its activi-
ties and greater group productivity.

GROUP FORMATION

Group formation and participation, including individ-
ual motivations, blocks, and adjustments, is illustrated in
Figure 5.1. It is a complex process by which an aggregate of
people with a wide variety of individual goals, values, skills,
and blocks to group participation mold themselves into a
productive group. Because each aggregate is unique it is
nearly impossible to describe the total social process of
group formation. But there are certain basic necessities
common to all group development and certain essentials
which must exist before a group will be formed.

Basic Expressed Blacks to Adjust- Overcame
Drivers or Through Participation ments Blocks
Motivation Individual By ...
Interests
T RATIONALIZATION
A
| e, Reedin f&'ﬁ?ff'f&ﬂg:
SPECIAL ACTIVITY ’°|;’3NFI‘°:§§“°"‘ IDEALIZATION
SECURITY SERVICE Bistence of Group :Egmg” UNDERSTANDING OF PROBLEM
HEW EXPERIENCE LS é”"f""ﬁé“"e’ " Change Sel
fF————> FELLOWSHIP 0als of broup FANTASY o
RECOGNITION PERSONAL GAIN LACK OF THE DISPLACEMENT _., Change Situation
RESPONSE TRADITION | \ VALUES REGRESSION
CONVERSION
VESTED INTERESTS AGGRESSION

FIG. 5.1 — Group formation and participation includes individual
motivations, blocks, and adjustments.
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FIG. 5.2 — Minimum essentials of group formation.

First, it must be discovered — through communica-
tion — what the individual interests of the various persons
are, and which of these individual interests are held in com-
mon by most of the potential group members. When people
get together to form a group to achieve a certain goal or set
of goals, it is assumed that they expect to get the active par-
ticipation of those involved. If members are going to give
continued effort to any group, they must feel that through
such participation they will be able to satisfy at least those
individual interests which are held in common and also
that some of their personal needs will be satisfied inciden-
tally and without conflict with others” interests.

The minimum essentials of group formation are repre-
sented graphically in Figure 5.2. The left portion of the
diagram illustrates individuals with different priorities of
individual interests. If these individuals are to be formed
into a group, common interests must be established. There
must emerge the belief that the individuals possess some
interests in common and that the group formed represents
the potential of fulfilling those interests (illustrated by the
right portion of the diagram).
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In democratic groups, it is the responsibility of members
to become aware of these individual variations and to make
contributions which move the group to rational adjustments
to frustrations.

MEMBERSHIP RENEWAL

With this rudimentary consideration of group formation
and membership we can move on to a brief discussion of
membership renewal. In a culture such as ours, with great
vertical and horizontal mobility, there is apt to be frequent
need to renew or enlarge membership. Some organizations
have a built-in declining membership. The college frater-
nity loses members through graduation. The Junior Cham-
ber of Commerce sets a maximum age limit for members.
For such groups, renewal of membership is a constant need
and requires a considerable expenditure of effort. Many
communities sponsor organizations known as “newcomers
clubs,” the principal purpose of which is to introduce recent
arrivals to the group life of the community. In such a
group, membership renewal becomes the principal goal.
Even the most stable of groups are liable to find them-
selves with a membership declining, either in numbers or
in interest. They must go about adding to the membership
with an attitude quite similar to that called for in group
formation.

UPGRADING MEMBERSHIP

Another aspect of group membership is the continuing
one of upgrading. There is usually a certain uniformity,
or homogeneity, in group membership. People tend to con-
gregate into groups made up of others with similar educa-
tion, status, class, occupation, religion, likes, dislikes, etc.
Exceptions will be noted, but this is a general rule. Even
the leadership tends to come from the same level, for we
are as suspicious of superiority as we are bored with in-
feriority. Within any group, however, there is still a wide
spread in group skills, in resource potential, and in many
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of the other qualities which go to make up good group
membership. Upgrading may mean the exploitation of
this degree of heterogeneity, or it may mean going outside
what may be considered the normal range of members to
secure individuals with special ability.

Often groups underestimate the group affiliation inter-
est and desires of people who have exceptional knowledge
or skills. Many people with these special attributes would be
interested in becoming “regular” group members or playing
special roles in groups if only they understood the group’s
goals and means and were asked to join.

Some groups do not attempt to upgrade their member-
ship because consciously, or unconsciously, they don’t want
people with greater knowledge, abilities, or skills in their
group. They fear that these new members might upset the
status structure. This point of view denies the possibility
of the potential for individual and group growth from in-
ternal stimulation and higher group standards made pos-
sible by adding high caliber new members.

RESOURCE PERSONNEL

Related to upgrading group membership is the effective
use of consultants, or resource personnel, by groups. Seldom
does any group contain experts or specialists in all the
fields they may wish to explore. Common sense suggests
that liberal use be made of persons with special knowledge
or skills rather than proceeding on a basis of pooled ignor-
ance. It has already been suggested that upon occasion such
specialized help may be integrated into the group. In many
other cases it will obviously be impossible, and sometimes
not even desirable.

The frequency and intelligence with which groups
use specialists may be one evidence of maturity. Resource
personnel are available in an ever-widening circle of spe-
cialties. Their talents may be general or limited, but a little
effort and ingenuity can usually turn up the knowledge
sought.



CHAPTER

0.

The Internal Dynamics
of Groups

WE HAVE SEEN how each individual brings certain charac-
teristics which are peculiarly his own to the group. These
include his interests, his abilities, his desires or wishes, as
well as his blocks and frustrations and his adjustments to
them — in other words his “personality.” We have come to
think of all these items of individuality as forces which con-
tribute to the dynamics of the group. In addition to these
forces (which may be said to be the property of the persons
involved), certain other forces seem to develop as a result
of interaction between individuals. These are a property of
the group as a whole. The summation, integration, and reso-
lution of all these forces have been labeled the internal
dynamics of the group.

If use of the term dynamics tends to become repetitious
it is because it has developed as the only word which con-
notes all the things implied in its use — that is, the energies
and forces derived, both from the individuals and from

[78]
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their interaction with each other, and the summation and
resolution of these forces into active as opposed to static
behavior.

It will be remembered from Chapter 4, where the cut-
line of ideas concerning group behavior was discussed, that
these ideas were divided into those involving the group, the
goals, and the means. The internal dynamics, under that
framework, was regarded as a function of the group and
will continue to be so regarded. However, much of what will
later be considered under goals (Chapter 8) and techniques
(Chapters 9 and 10) also comes under the heading of in-
ternal dynamics. The dynamic qualities which go to make
up group action are not solely the property of the group but
also are an essential part of goal selection and orientation
as well as of methods.
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FIGURE 6.1 — Internal dynamics of groups.
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These ideas cannot be neatly pigeonholed into specific
compartments. No matter how the various components are
labeled, there will always be cross-reacting, overlapping,
and spill-over. For that reason the forces of the group which
go to make up the internal dynamics will be discussed under
a series of subheads which do not necessarily carry equal
value or at times even seem to be related. Certainly they
will not be mutually exclusive. The list will be far from ex-
haustive, but will be detailed enough to point the way for
the reader to create his own concept for its expansion. We
will consider group size, group atmosphere, group identifica-
tion, and qualities of homogeneous or heterogeneous com-
position. Also under study will be communication within
the group, participation, the leadership pattern, and the
kind of human relation skills present. The definition of
roles, the kinds of roles needed for productivity, the objec-
tives sought, and the activities chosen will all come under
discussion in this chapter. All these will be influenced by
the standards of operation and the degrees of social controls
under which the group functions. Finally, the matter of
group evaluation, while a specific force, will need to en-
compass all the foregoing aspects.

These various factors exist in all groups and many of
them are immediately apparent. At any given time certain
of them may be so obscure as to be considered latent, if
present at all. Often they will be operating at such a low
level of consciousness that only definitive objective consider-
ation of the part they play will bring them into observable
focus. For that reason a series of questions to be asked re-
garding any group has been included under each of the sev-
eral subheads.

The forces which will be described are at the disposal of
all group members as well as specified group leaders. Re-
calling our concept of leadership and recognizing that in the
democratic group all members carry both responsibility and
capacity for leadership, this subject will not be specifically
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discussed further in this chapter. Along with goals and
techniques its elaboration is carried out elsewhere.

With the above qualifications we can now consider a
selected battery of forces. Their general nature can be indi-
cated by a commonly understood word or phrase expounded
and extended for our purposes by the discussion. This some-
what detailed discussion has two purposes: (1) reporting
the general principles regarding each as modern research
has revealed them; and (2) the establishment of a frame-
work for the analysis of groups such as our own.

ATMOSPHERE

Group atmosphere is the pervading mood, tone, or feel-
ing that permeates the group.

To begin with, the actual physical setting in which the
group operates is important in helping determine the group
atmosphere. The lighting, ventilation, or even the drabness
or brightness of the room may be contributing factors to
group atmosphere. The seating arrangement is also im-
portant. Seating in a circular or elliptical pattern where
everyone can be seen and no persons are in physically dom-

. . people may distrust each other, their motives, or their willingness
to really say what they think.
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inant positions may be valuable in creating a friendly, per-
missive atmosphere.

Such a simple consideration as making sure that each
member of the group has not only met each of the other
members but has had opportunity to know a little about
them is important. Addressing people by their preferred
names can improve group atmosphere.

When individuals meet and work together they no longer
behave only as individual units but respond as a collective
whole to the prevailing group atmosphere. In the groups
with warm, permissive, democratic atmosphere, there seems
to be greater work motivation and greater satisfaction —
and the individuals and groups are more productive. There
seems to be less discontent, frustration, and aggression in
these groups. There is more friendliness, cordiality, coop-
eration, and “we-feeling.” There also seems to be more indi-
vidual thinking, more creativeness, and better motivation.
Participation in decision making in this democratic permis-
sive atmosphere seems to facilitate the development of the
individual motivations that serve to increase member pro-
ductivity and morale.

A group member’s behavior is determined to a consider-
able extent by his perception of the reaction of the group to-
ward him. The individual who feels secure, who perceives
himself as having adequate group skills, more often takes
the lead in group activities. The total resources of the group
can be tapped more adequately when all individuals feel
free to contribute and question as the group moves toward
its goals. Motivation and morale reach high levels in a dem-
ocratic permissive atmosphere where there is active parti-
cipation of both the leaders and members of the group.

The atmosphere may be one of fear or suspicion; fear
of being ridiculed, made fun of, or rejected. There may be
a feeling of suspicion in the sense that people distrust each
other, their motives, or their willingness to really say what
they think. The group atmosphere may be aggressive —
everyone at each other’s throat. The atmosphere may be
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apathetic — no life or vitality, with everyone waiting for
someone else to do or say something.

On the other hand, the atmosphere of a group can be
friendly and warm. It can be permissive — where everyone
feels free to express himself honestly and participate in
group activity for a free and open exchange of ideas and
feelings.

There can be an authoritarian atmosphere. The respon-
sibility is with the authority and no one may participate or
initiate action except at the dictate of the authoritarian
leader. It is presumed that the authority knows best what
the group should believe and do. Group member behavior is
directed toward the authority’s predetermined ends.

There can be a democratic atmosphere. Leadership is
shared by all, and individuals strive to recognize and play
roles needed for group productivity. The responsibility of
the formal leader and other group members is that of creat-
ing conditions — including group atmosphere — under
which group members are best able to work together to ac-
complish chosen ends.

A crucial stage of atmosphere creation is the opening of
a meeting. The way the leader introduces himself and the
subject, the length of time he speaks, how dogmatically he
speaks, and the spelling out of the general role expectations
of group members can all be important factors contributing
to a good group atmosphere.

Crucial stage of atmosphere creation is at the opening of a meeting.
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Underlying the establishment of a warm, friendly, per-
missive feeling are certain fundamental considerations that
all group members should have. There must be a basic be-
lief in the value of the individual — a sincere belief in the
dignity of man and an honest respect for each man’s point
of view. Along with this basic belief, group members should
develop a social sensitivity toward the group and its mem-
bers. This social sensitivity (the understanding of individual
personality traits and social interactions) should enable
group members to determine and respond to the concerns,
desires, and needs of the group and its members. The ability
to see beyond one’s own needs to the wider range of needs of
other group members and the group as a whole may well
be the most important step in the establishment of a per-
missive group atmosphere.

What About YOUR Group?

1. Is the physical setting, room arrangement, lighting, and
ventilation that which will contribute to a good social
atmosphere?

2. Is there an atmosphere of permissiveness, warmth, and
good feeling, or hostility, suspicion, aggression, and
apathy?

3. Are people helped to feel a part of the group, or are they
forced to feel isolated?

4. Does your group understand the difference between au-
thoritarianism, democratic, and laissez-faire atmosphere
and leadership?
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5. Is there cooperative sharing among the members?

8. Do you try to imagine yourselves in the other fellow’s
shoes?

7. Is discussion on a rational and objective basis or sub-
jective and emotional?

COMMUNICATION PATTERNS

We may think of communication as the process whereby
we convey ideas, sentiments, or beliefs to others. Though
we usually envision communication in terms of speech or
language we may also communicate by visual representa-
tions, gestures, and imitation. Language, however, consti-
tutes the chief form of social interaction between humans.
Through this medium we learn to know people, share ex-
periences, ideas, sentiments, and beliefs. Hence we define,
diagnose, and solve our common problems.

Many group problems result from the inability of lead-
ers or group members to communicate with other group
members. We mean to say one thing but perhaps say quite
another. We assume everyone understands us or our point
of view. The same words may mean different things to
different people. A slight inflection or emphasis may be

. we may communicate by visual representations, gestures,
and imitation.
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interpreted by others much differently than was intended.
The meaning of a facial expression or a body gesture may
be completely misinterpreted. It seems that the old axiom
about army orders applies equally well to group communi-
cation, “If it can be misunderstood, it will be misunder-
stood.”

In heterogeneous groups — where there are people with
different backgrounds, occupations, formal education, and
levels of communication skills — it is particularly important
that each group member makes sure he is communicating
with all other group members.

Group members tend to feel left out and unsure of them-
selves when they do not have two-way communication. Even
when acts of hostility are communicated, there seems to be
less resentment between the sender and the receiver when
there is firm understanding on both sides.

Where there is the desire to change the attitudes and
subsequent behavior of group members, two-way communi-
cation in formal or informal discussions tends to be more
effective than lecture or direct order from above.

A group member is more productive when he feels that
he has access to relevant information. Of special importance
is communication on matters that directly affect him and
the definition of his role.

Those groups that are most productive have a more ade-
quate communication network set up than those that are
less productive. There is higher group participation, pro-
ductivity, and satisfaction when members feel they have the
right to enter into discussion and where means are provided
for adequate give and take between leaders and other group
members.

Successful supervisors and leaders often achieve their
results by paying attention not only to the members as in-
dividuals, but to the relationships, interactions, and com-
munications within the group.

When formal communications are suppressed or ig-
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nored, informal lines of communication usually appear. In
organizations where there is dominating leadership the in-
formal organization structures that arise often have goals
that conflict with the goals of the formal group structure.
For instance, a subgroup that feels its lines of communica-
tion are blocked may take up the goal of making it difficult
for the leader or getting rid of him,

In most group situations a decrease of interaction will
bring about a decrease in the strength of interpersonal feel-
ings and sentiments and will decrease member identity
with the group. In groups that have a rigid status system,
communication between status levels scems to serve as a
substitute for real mobility toward higher levels. The results
of many studies show the necessity of trying to communi-
cate in the language that other group members can under-
stand and accept.

What About YOUR Group?

1. Does your group really work at insuring good communi-
cation within the group?

2. Are there definite means of communication that in-
volve group members in goal setting, determination
of means, and ongoing group activities?

3. Are there definite means of communication for shar-
ing knowledge, plans, administrative decisions, etc.?

4. Is there really two-way communication or just one-
way communication?

5. Does your group depend mainly on grapevine or in-
formal communication?

6. Have weaknesses of the formal communication system
encouraged the development of cliques with nongroup
goal orientation?

7. Has enough information and knowledge been com-
municated to individuals and subgroups so that they
may coordinate their activities with others effectively?
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8. Do the formal leaders of your group have only a “the
door is always open” policy or do they actively seek
communication opportunities?

9. Do you often overestimate how much other group mem-
bers really know or understand?

10. Do you depend heavily on written communication
rather than personal communication?

11. How are you attempting to interpret your group and its
activities to the parent organization or community?

PARTICIPATION

One of the most important internal forces in group par-
ticipation is the personal and psychological involvement of
individuals in the affairs of the group. We generally think of
group participation as an overt, observable expression
through speech or actions. However, there are many subtler
behavior patterns in terms of gestures, attitudes, or manners
that constitute participation. We often think of participation
as member involvement through speaking and entering into
the discussion. We may think in terms of the breadth of
participation — how many group members take part. We
may think again of the intensity of participation — how
often various individuals take part or how emotionally
involved they become.

We may think of participation patterns — how people
respond to each other. When one person enters the discus-
sion, is he usually followed by certain others? Do a few
people monopolize the discussion, or is there opportunity
for all to participate? Do we help everyone participate? Is

“Participation’ may include
many activities.
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the participation pattern leader-centered or distributed
throughout the group?

We may also think of participation in the sense of at-
tending meetings, being on committees, being officers, help-
ing finance, being on work groups, washing dishes, or writ-
ing publicity.

Research seems to indicate that individual and group
productivity is related to the opportunities provided for
member participation. These may include setting goals, de-
ciding on means of attaining goals, and other aspects of dis-
cussion and decision making. Even when an individual’s
ideas do not agree with the final group decision, he is much
happier when he has had an opportunity to participate and
express himself in the decision-making process.

Participation in the analysis and decision-making pro-
cess results in less resistance to change, lower turnover in
group members, greater productivity, and greater satisfac-
tion with the group and group membership. Decision mak-
ing by representatives from the group, or careful explana-
tion of decisions made by others are not acceptable substi-
tutes for member participation in decisions. The more a
member participates, the more favorable are his attitudes
toward the group, and the greater his feeling of concern for
and identity with the group.

Those members who participate the most are those who
understand the basic purposes and function of the group,
have clearly in mind the group’s expectations of its mem-
bers, feel secure in playing their member roles, and can see
how their member roles contribute to the over-all purpose
and functioning of the group. They also derive satisfaction
from their participation.

What About YOUR Group?

1. What per cent of your members are really participating
— attending meetings, serving on committees, taking
part in group activities, speaking up in meetings, etc.?
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2. Do you often decide it is easier to do it yourselves than to
involve other people in helping?

3. How much attention are you paying to group participa-
tion in goal setting and other major group decisions?

4. Do you try consciously to find opportunity to involve
people in meaningful group work situations?

5. Do you analyze your meeting procedures and activities
from the point of view of the degree of meaningful mem-
ber participation you may expect? Might other tech-
niques accomplish your goals better and also facilitate
much higher member participation?

6. Are you really willing to let members participate in
policy decisions — or would you rather have a little less
participation and feel in greater control of the situation?

7. Have you ever plotted the participation patterns in your
group?

8. Do those people that participate too much realize what
effect they are having on the group or other group mem-
bers?

9. Have you really looked for alternative techniques you
might use for solving your participation problems?

GROUP STANDARDS

Group standards may be defined as the level of perform-
ance acceptable to the group itself. Certain groups may be
known for their high standards in relation to qualifications
required to become a member. They may also set high
standards of member conduct, participation in group activi-
ties, democratic decision making, and successful work com-
pletion. Other groups may be known for their sloppy meet-
ing procedure, inept discussion, and jobs poorly or only
partially done.

Group standards may be either implied or clearly stated.
Nevertheless every group has its standards which, when en-
forced by social control, become important factors in de-
termining the performance level of each member as well as
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the group as a whole. These standards become the group’s
expectations of its members and also determine the mem-
ber’s expectations of his group. Certain levels of expecta-
tions of other groups often then are judged in terms of the
standards associated with the group.

Standards must be realistic — within the level of attain-
ment of the group. They should be understood by all group
members. Deviation from these expected performance
standards, either above cr below, is frowned on by the mem-
bers, and the group sets up ways of securing conformance.
If a member does not conform he is rejected. In most cases
group members are more clearly in agreement on what the
group norms or standards are than their observable be-
havior would indicate. Behavior is seldom in strict conform-
ance to the ideal standard, but the limits of toleration are
fairly well understood.

Some groups have found it advantageous to make both
their expectations and their violations more explicit. For
example, they might levy a small fine on a member for being
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Deviation from expected performance standards is frowned on by other
group members.
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late to meetings to make explicit the standard of prompt at-
tendance. A frank discussion of what the chairman of a
committee has a right to expect of his committeemen, or
vice versa, may lead to more clearly understood standards
of committee operation.

In some cases failure to live up to group standards re-
sults from poor definition of the standards themselves.
More frequently it is due to individuals not being aware of
the standards or not understanding them.

. or certain individuals not
being aware of or under-
standing the standards.

Group standards can be made more explicit and in many
cases raised by looking objectively at either past perform-
ance or contemplated action and asking the group members
if it is an acceptable level of performance.

In most cases, higher group standards are set when the
entire group is involved in setting the standards as com-
pared with standards being set by a small clique or an in-
dividual. Members have greater motivation to conduct them-
selves in keeping with those standards — to maintain their
own conduct and to see that other group members maintain
their conduct.

In terms of individual frustration or satisfaction, it is
important that the standards are consistent — not rigidly
enforced at one meeting and loosely at the next. This seems
more important than the actual level at which the standards
are set.
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In general, the closer the individual comes to living up to
all group standards or norms, the higher will be the group
status of that individual, and his sense of satisfaction with
his relationship.

What About YOUR Group?

1. Is there group involvement in setting your group stand-
ards?

2. Are the group standards well understood by all mem-
bers?

3. As new group standard-setting situations arise, does
the group attempt to make those standards explicit?

4. Are group discussion, human relations, participation,
techniques, and progress evaluated against group
standards?

5. Do your group members make known their expscta-
tions of the group — the standards expected from the
group as a whole?

6. Are your group standards realistic?

7. Are your group standards evaluated periodically?

8. Is your group attempting to up-grade group standards
realistically as it becomes more mature?

9. Does your group consider the expectations of the par-
ent organization or community in setting its own group
standards?

10. What sort of an example in living up to group stand-
ards is set by formal leaders and other key people in
your group?

SOCIAL CONTROL

The means whereby the group secures conformity to
the expectations of its group members is termed social con-
trol. This may take the form of rewards to group members
for meeting group standards. Such rewards may include
recognition before the group, election to office, being ac-
corded a certain status, or being given some other tangible
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recognition such as a perfect-attendance pin. Other rewards
are less tangible and may take the form of being accepted
by the group, a feeling of response from other group mem-
bers, a smile, a word, or a pat on the back.

Control may also be in the form of punishments. Cen-
sure, ridicule, rejection, destatusing, taking away privileges,
or actual physical acts against the offender are examples of
this type of control.

Every group has its group standards and enforces them
by varying degrees of social control. Some groups rely
mostly on incentives or rewards for control, others more
on fear or punishment. If groups are to be productive, mem-
bers need to know what the standards of the group are and
the means used to enforce those standards — the methods
of control. As pointed out, it seems to be important that the
methods of control are recognized by group members and
uniformly enforced — not rigidly enforced one time and
very loosely enforced the next.

It is also important that social controls apply equally to
all group members. This creates problems since there is
seldom absolute conformity to any social norm. Thus con-
trol is brought into play, not so much by deviation from a
norm, but by departure from the existing degree of obedi-
ence to the norm. The group, or the leader, must always
face the problem of when to invoke the control.

Many groups have formal sanctions that they may in-
voke against their members. These formal controls auto-
matically call into operation many informal sanctions, both
social and internalized. For instance, the placing of a group
member on the inactive list may formally restrict him from
holding office and participating in certain group functions.
It may also informally restrict the amount of association
that group members may want to have with him. In addi-
tion, other members may set up certain sanctions against
him in that they may consider him a “poor group member,”
one who doesn’t take group responsibilities seriously, a per-
son who is not reliable, etc. These informal sanctions give
real force to the formal sanction. Controls are most effec-
tive when, for a single departure from the existing stand-
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ards, not one but many separate controls are brought to
bear on the individual. When such a complex system of
controls is activated, future violations from the group norms
are reduced.

The degree of control and the effectiveness of control
are related to the importance the group member attaches to
being accepted by the group. The identity or “we” feeling
the member feels for the group and the relative importance
of this group will help determine the effectiveness of the
social controls. If there are easy psychological, social, or
physical opportunities for group members to withdraw, con-
trols will not be very effective. (The effectiveness of controls
upon any member is directly related to the importance as-
signed by the member to maintaining his membership and
status in the group.)

In many cases deviant behavior from group norms may
be understood by recognizing that members in a specific
group are also members of many other groups that also have
standards or norms., Members may not conform to a given
group’s norms because conforming to the norms of some
other reference group is more important to them. For in-
stance, winning may be a vitally important standard to a
team group, and this team may place many controls on its
members to assure maximum effort toward winning. Some
members of the team, however, will not conform to this
norm if they must employ unfair tactics to win. Winning by
unfair tactics many conflict with standards of other more
important groups, perhaps the family or church, and the
urge to conform to these standards may be much stronger.

. or belong to many groups.
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In some cases members may feel they cannot get recog-
nition through the accepted channels of behavior. They may
flaunt group standards to get recognition of another kind.
A committee member may come to the committee meeting
without fulfilling his responsibility of gathering data for
presentation and thereby make light of the assignment. (At
this stage, the other committee members may convert him
to living up to the group standards of a good committee
member or invoke additional social pressures upon him to
motivate him to live up to the group standard.)

What About YOUR Group?

1. Are group members involved in determining the means
— social controls — to enforce group standards?

2. Are the group members aware of the degree of devia-
tion from group standards allowed before social con-
trols are brought into play?

3. Are group standards enforced relatively uniformly -—
over time and on all members?

4. Are rewards and incentives utilized as means of social
control?

5. Are both formal and informal controls and pressures
used to maintain group standards?

6. Are there various controls that can be brought into play
against deviation from important group standards?

7. Is there a recognition that group members may have
group standards of several different groups as their
referrants in a given group situation?

8. Are the means of social control reviewed periodically
by the group?

9. Is consideration given to making social controls ex-
plicit on specific group standards that the group is hav-
ing difficulty enforcing?

‘“WE-FEELING” OR IDENTITY

“We-feeling” or identity in a group implies a certain
common bond, a common sympathy, and a definite con-
sciousness of being united in some way. This force is some-
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times discussed in terms of group solidarity, morale, or
esprit de corps. The individuals feel a common concern —
a stake in what happens to the other members of the group
and the group as a whole. The individual feels he belongs,
is a part of, and has a common concern with the group. It
may be said that these feelings involve the sort of sympathy
and mutual identification for which the word “we” is the
natural expression.

This “we-feeling” is often manifested by group members
when they speak in terms of “we feel,” “we believe,” “we
want,” “we demand,” “we contend,” or speak of “our group,”
“our problem,” and “our achievement.” This may be con-
trasted with other verbalizations such as “they think” or
“they do.”, Usually the pronouns are used as the basis of
distinguishing the group to which the individual belongs
from some other group — “in-group” versus “out-group.”

However, inside any given group there is a wide range
of the degree of “we-feeling” or identity with the group.
With widely different intensity, members may feel that this
is my group — “the group whose members I know, whose
purposes I share, whose traditions I respect, whose goals I
will strive for, and whose prestige I will work to maintain.”

Identity is largely emotional, and hence often difficult to
account for on any rational grounds. While it may be based
on the ideals, philosophy, or objectives of the group, it may
be built equally well around feelings toward certain individ-
uals. It may also involve past experiences with the group or
perhaps some symbolic meaning which the group conveys
to the individual. Any or all of these factors plus many more
may be combined in almost any way to produce the feeling
of identity between a member and his group.

It is an important point that a member may identify on
one basis but not on another. He may identify to a very
great degree with the fundamental purpose of the group, but
poorly indeed with the group itself. He might feel complete-
ly at home and happy with the members but have no feeling
toward the goals and aspirations of the group. The strongest
and most enduring feelings of identity appear to be those
founded upon a combination of several bases.



The laboer union member may identify
with both his union and his company.
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People are often identified with several groups. Some-
times either the ends or means of these may be in conflict
with each other. For example, a laborer may identify with
both his company and his union, even though their interests
may clash at times. A business man who identifies with his
trade association, his social club, and his church may find
that at times his actions in one conflict with the philosophy
or ethics of another.

There is a high relationship between identity with a
group and participation in that same group and its activities.
This is a reciprocal relationship, since greater identification
encourages participation and activity within the group is one
of the most important sources of identity. Within the group
frequent, highly charged interaction — especially under
conditions which seem to threaten the group — often leads
to exceptionally high identity and solidarity. It has been
noted in military organizations especially that esprit de
corps reaches its peak under conditions of danger or hazard.

Physical conditions which place group members in prox-
imity to each other encourage interaction and hence the
feeling of identity. As there is lack of intimacy and greater
physical separation, interaction slows down.

The manner in which the ego of the member is re-
warded by the group activity has a great deal to do with his
ability to identify. It helps if the group goals coincide with
his own. It also helps if he feels he has something to say
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about the operation of the group and the methods it chooses.
All the complexities of human behavior enter into identifica-
tion as it applies to the individual in a group setting.

As pointed out previously, the more group members
identify with the group, the greater pressure there is to con-
form to group standards. Members will be more willing to
compromise to secure total agreement. It also seems true
that members having a high sense of identity with the group
are more willing to sacrifice and work for group goals.

What About YOUR Group?

1. To what degree do the members of your group really
identify with the group?
2. Does the group recognize that members may identify
with the group in the following ways:
a. Identity with basic philosophy and purpose of the
group?
b. Identity through common experiences with other
members?
c. ldentity with group activities and accomplishments?
d. Identity with group leaders and other group mem-
bers?
e. ldentity with symbols that are representative of the
group?
3. Is our group providing opportunities and help toward
identification?
4. Do members recognize that other group members may
identify strongly with other groups?

GENERAL ROLE DEFINITION

The term general role is used in this discussion in the
sense of the general expectation of the group member’s or
subgroup’s role within the group. In contrast, interaction
roles will be used in a subsequent section to discuss specific
unit acts within the group process. Some expansion may
clarify the usage of the term general role.

What is the expectation of group members as contrasted
with those of the group leader? Is it the group expectation
that the leader has major responsibility for group activation,
direction, decisions, and action? Or is there a general ex-
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pectation on the part of all group members that each has a
responsibility to help perform all the functions? When a
person becomes a member of the group, is he given any
definition of his role in terms of the responsibilities, obliga-
tions, and privileges that go with the membership? When
members are elected to office is there a clear definition of
the role they are expected to perform in their given position?
Does the group know what it expects of its members in gen-
eral and individual members in particular? On the other
hand, do the members or subgroups of members know what
is expected of them by the group?

Those organizations which specifically identify the roles
of group members are likely to be rated higher in goal
achievement than are organizations which do not. If roles
are not clearly defined, if there are overlapping roles, or if
the defined roles leave responsibility for important functions
not specified, there is decreased goal achievement. In addi-
tion to decreased goal achievement there are also less favor-
able attitudes toward the organization and the leadership in
the organization. The need for more formal definition in-
creases as the organization becomes larger and contacts
are less intimate.

The member’s understanding of his role, his perception
of how his role relates to other roles in the process of group
productivity, and his feeling of the importance of his role
all go to determine his sense of responsibility to the group
and motivate him to contribute to group productivity. Defi-
nitions of roles that evolve from group discussion and par-
ticipation overtime, or out of election to the role, appear to
lead to more productivity than those resulting from assign-
ment or appointment.

If the role of a member is ill-defined and he cannot see
how it relates to other roles or contributes to group achieve-
ment, he is less likely to be motivated to productive action.
The member may not recognize the functions that need be
performed or he may be afraid he is usurping the function
of someone else. Group member hostility and frustration
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often results from an unwarranted suspicion of another
group member as a threat to his position or as the occupant
of a position that is unattainable to him.

But role definitions, as such, do not guarantee group
productivity. It should be obvious that roles have real mean-
ing and orientation only when the objectives and standards
of operation of the group are clear and common to all mem-
bers. A lack of clarity or agreement on the ends and the
means to attain those ends usually leads to poor definition
of roles and lack of motivation for goal fulfillment.

What About YOUR Group?

1. Does your group give attention to the definition of offi-
cer, subgroup, and individual member roles?

2. Is there group involvement in the definition of the vari-
ous group member roles?

3. Do all group members understand how their roles fit
into the over-all organizational structure and group goal
attainment?

4. Do all group members understand the importance of
their roles and how the performance of their roles con-
tributes to group productivity?

5. Are roles defined by default?

6. Are group members left on their own to determine the
direction and bounds of their responsibilities?

7. Is there periodic review and evaluation of designated
roles?

FUNCTIONAL UNIT ACT ROLES OF GROUP MEMBERS

Many of us have tried to describe what goes on in a
group meeting. Some of us have tried to review a meeting
to determine why it was a success or failure. Various func-
tional roles of group members are presented here in an at-
tempt to provide a tool that will allow for a systematic
recording and analysis of member unit act roles in group
situations.

It is important to note that we often talk of roles in
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terms of the personality type of the individual. There is
some relationship between the personality structure of the
individual and the unit act roles which members can and do
learn to perform. However, most persons can learn to per-
form any of the unit act roles discussed below. The unit act
role analyzed here is essentially the minimum recognizable
act which fulfills the criteria to be described. So it is quite
possible that in expressing one sentence a member may
play two or three different roles.

Most of us will not go around with a tape recorder or a
chart and attempt to categorize every bit of human inter-
action we perceive. However, familiarity with the following
outline will enable group leaders and members to analyze
more or less automatically the unit act roles being played
by group members. Many groups and leaders have found
the use of this framework has helped them improve their
group production. The group member is in a position to
play roles needed for group productivity, to encourage oth-
ers, and to discourage roles that are not contributing to
group building or group tasks.

There are two main frames of reference involved in this
description.? The first involves the mechanism of groups
trying to solve problems through discussion and cooperative
thinking. A classification of unit acts can be made accord-
ing to the functional significance of these acts as a part of
the problem solving sequence. Broadly these are called
Group task roles. Any group also has the problem of man-
aging its individual personalities and the emotional and
group-oriented relationships. This gives rise to the other
significant systems of roles which are treated under the
major headings of Group building and maintenance roles,
and Individual roles.

Thus the member roles identified in this analysis are
classified into three broad groupings.

1 The basic approach used in this section is taken from Kenneth D. Benne
and Paul Sheets, “Functional Roles of Group Members,” Journal of Social
Issues, Vol. IV, No. 2, 1948. With minor modifications the roles and role defi-
nitions are theirs.
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Group task roles. Participants’ roles here are related to
the task which the group is deciding to undertake or has
undertaken. The purpose of these roles is to facilitate
and coordinate group effort in the definition of a com-
mon problem and in the solution of that problem.
Group building and maintenance roles. The roles in this
category are oriented toward the function of the group
as a group. They are designed to alter or maintain the
group way of working, to strengthen, regulate, and per-
petuate the group as a group.

Individual roles. These are directed toward the satisfac-
tion of the “participant’s” individual needs. Their pur-
pose is some individual goal which often is not relevant
either to the group task or to the functioning of the
group as a whole. Such participations are, of course,
highly relevant to the problems of group development,
maturity, and specific task efficiency.

Group Task Roles

The following analysis assumes that the task of the dis-

cussion group is to select, define, and solve common prob-
lems. The roles are identified in relation to facilitation and
coordination of group problem-solving activities. Each mem-
ber may, of course, enact more than one role in any given
unit of participation and a wide range of roles in the en-

a.

suing participation.

THE INITIATOR-CONTRIBUTOR

The initiator-contributor suggests or proposes to the
group new ideas or changed ways of regarding group
problems or goals. The proposal may take the form of
suggestions of a new group goal or a new definition of
the problem. It may take the form of a suggested solu-
tion or of some way of handling a difficulty that the
group has encountered. Or it may take the form of a
proposed new procedure for the group, a new way of
organizing the group for the task ahead.
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THE INFORMATION SEEKER

The information seeker asks for clarification of sugges-
tions made in terms of their factual adequacy, for au-
thoritative information, and facts pertinent to the prob-
lem being discussed.

The opinion seeker asks not primarily for the facts of
the case but for a clarification of the values pertinent to
what the group is undertaking or of values involved in
a suggestion made or in alternative suggestions.

THE INFORMATION GIVER

The information giver offers facts or generalizations
which are “authoritative” or relates his own experiences
pertinently to the group problem.

<@”THE OPINION GIVER

The opinion giver states his belief or opinion pertinently
to a suggestion made or to alternative suggestions. The
emphasis is on his proposal of what should become the
group’s view of pertinent values, not primarily upon
relevant facts or information.

The elaborator spells out suggestions in terms of ex-
amples or developed meanings, offers a rationale for
suggestions previously made, and tries to deduce how
any idea or suggestion would work out if adopted by the

group.
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The summarizer pulls together ideas, suggestions and
comments of group members, and group decisions (deci-
sions of the group) to help determine where the group
is in its thinking or action process.

The coordinator-integrator clarifies the relationships be-
tween various ideas and suggestions, tries to extract key
pertinent ideas from member contributions and inte-
grate them into a meaningful whole. He also may try
to coordinate and integrate the activities of various
members or subgroups.

The orienter defines the position of the group with re-
spect to its goals, points to departures from agreed upon
directions or goals, or raises questions about the direc-
tion which the group discussion is taking.

The disagreer takes a different point of view, argues
against, implies error in fact or reasoning. He may dis-
agree with opinions, values, sentiments, decisions, or
procedure.

The evaluator-critic subjects the accomplishment of the
group to some set of standards of group-functioning in
the context of the group task. Thus, he may evaluate or
question the “practicality,” the “logic,” the “facts,” or the
“procedure” of a suggestion or of some unit of group
discussion.

The energizer prods the group to action or decision, at-
tempts to stimulate the group to “greater” or “higher
quality” activity.

. The procedural technician expedites group movement
by doing things for the group — performing routine
tasks; e.g., distributing materials, manipulating objects,
rearranging the seating, running the recording ma-
chines, etc.

The recorder writes down suggestions, group decisions,
or the product of discussion. The recorder role is the
“group memory.”
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Group Building and Maintenance Roles

Here the analysis of member-functions is related to
those roles which have for their purpose the building of
group-centered attitudes and orientation among the mem-
bers, or the maintenance and perpetuation of such group-
centered behavior. A given contribution may involve sev-
eral roles and a member or the “leader” may perform various
roles in successive contribution.

a. The encourager praises, agrees with, and accepts the
contribution of others. He indicates warmth and soli-
darity in his attitude toward other group members, of-
fers commendation and praise and in various ways indi-
cates understanding and acceptance of other points of
view, ideas and suggestions.

7
/THE HARMONIZER

b. The harmonizer mediates the differences between
other members, attempts to reconcile disagreements, re-
lieves tension on conflict situations — perhaps through
jesting or by pouring oil on the troubled waters.

¢. The compromiser operates from within a conflict in
which ideas or position is involved. He may offer com-
promise by yielding status, admitting his error, by dis-
ciplining himself to maintain group harmony, or by
“coming halfway” in moving along with the group.

d. The gatekeeper and expediter attempts to keep com-
munication channels open by encouraging the partici-
pation of others(“we haven’t got the ideas of Mr. X
yet”) or by proposing regulation of the flow of com-
munication (“why don’t we limit the length of our con-
tributions so that everyone will have a chance to con-
tribute?”)
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e. The standard setter or ego ideal expresses standards for
the group to attempt to achieve in its functioning, or ap-
plies standards in evaluating the quality of group
processes.

f. The group observer and commentator keeps records of
various aspects of group process and feeds such data,
with proposed interpretations, into the group’s evalua-
tion of its own procedures.

THE FOLLOWER

The follower goes along with the movement of the
group, more or less passively accepting the ideas of
others, serving as an audience in group discussion and
decision.

g.

“Individual’”” Roles

Attempts by group members to satisfy individual needs
which are irrelevant to the group task and which are non-
oriented to group building and maintenance point up the
need for group and member training. A high incidence of
“individual-centered” as opposed to “group-centered” partici-
pation in a group always calls for self-examination by the
group. The diagnosis may reveal one or several of a number
of conditions — low level of skill-training among members,
including the group leader; the prevalence of authoritarian
and laissez-faire points of view toward group functioning in
the group; a low level of group maturity, discipline and
morale; inappropriately chosen and inadequately defined
group tasks, etc. Whatever the diagnosis, it is in this setting:
that training needs should be defined. The outright “sup-
pression” of individual roles will deprive the group of data
needed for really adequate self-diagnosis and therapy.



THE AGGRESSOR

a. The aggressor may work in many ways — deflating the
status of others, expressing disapproval of the values,
acts, or feelings of others; attacking the group or the
problem it is working on; showing envy toward another’s
contribution by trying to take credit for it, etc.

THE BLOCKER

b. The blocker tends to be negativistic and stubbornly re-
sistant, disagreeing and opposing without or beyond
reason, and attempting to maintain or re-open an issue
after the group has rejected it.

c. The recognition seeker works in various ways to call at-
tention to himself, often by boasting, reporting on per-
sonal achievements, acting in unusual ways, struggling
to prevent his being placed in an “inferior” position, etc.

d. The self confessor uses the audience opportunity which
the group setting provides to express personal, nongroup

» s

oriented “feeling,” “insight,” “ideology,” etc.

S ==

THE PLAYBOY

[N
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€. The playboy makes a display of his lack of involvement
in the group’s processes. This may take the form of
cynicism, nonchalance, horseplay, and other more or
less studied forms of inappropriate behavior.
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7,
g THE DOMINATOR

The dominator tries to assert authority or superiority in
manipulating the group or certain members. This dom-
ination may take the form of flattery, of the assertion
of a superior status or right to attention, authoritative
behavior, downgrading contributions of others, etc.
The help seeker attempts to call forth “sympathy” re-
sponse from other group members or from the whole
group, through expressions of insecurity, personal con-
fusion, or depreciation of himself.

SPECIAL INTEREST PLEADER

The special interest pleader speaks for the “small busi-
ness man,” the “grass roots,” the “community,” the
“housewife,” “labor,” etc., usually cloaking his own prej-
udices or biases in the stereotype which best fits his
individual need.

What About YOUR Group?

1.

2.

Do the group members have an understanding of func-
tional unit act member roles?

Have group members developed understandings and
skills in role analysis and role playing so that they more
or less automatically analyze group discussion as it
moves forward and act to see that needed roles are
performed?

Is the framework of functional unit act roles utilized by
the group to analyze and evaluate group process?
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4. Do group members often forget about task or group-
building roles and center their activity on individually
centered roles?

5. Do members become so interested in task roles that they
neglect group-building roles?

6. Are members versatile in using the necessary task and
group-building roles?

7. Do group members consciously work at expanding their
ability to perform needed task or group-building roles?

HUMAN RELATIONS SKILLS

A skill may be thought of as the ability to use one’s
knowledge effectively. It is a developed or acquired ability.
The knowledge referred to in this case is, of course, the
knowledge of human relations — working with people and
getting along with people. Too often it is assumed that since
we have lived all cur life with people, we must be proficient
in human relations skills. Most of us, for example, have at
least the minimum ability to disagree with another without
creating open hostility. However, the difference between
these socially accepted minimum skills and the skills need=d
for efficient group member functioning is great.

It is recognized that it is the individuals in a group who
are the possessors of the human relations skills. Different
members in a group possess different levels of understand-
ing and ability in human relations. It should also be obvious
that different groups have different average levels of hu-
man relations skills. Mature groups, in time, often learn
how to work together. They learn what techniques, pro-
grams, and divisions of labor work for them as a group and
in this sense may be said to have developed a group human
relations skill. The degree of such skill possessed by the
group may place restrictions on the attainable objectives for
the group and the speed with which the group may accom-
plish those objectives. Of special importance to us in this
book is the fact that different levels of human relations
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skills often place limitations on what techniques may be
employed in a given group and on how the techniques that
are employed may be used. Thus, the level of human rela-
tions skills, actual and potential, is another force that must
be taken into account as we work in groups.

For instance, there are certain human relations skills
needed to be a good moderator of a panel. First there must
be an understanding of what a panel is and what purposes
it might serve if used. There must be the skills needed
in working with panel members prior to the presentation:
to define the problem, set the general limits of discussion,
and secure agreement on general procedure. The moderator
must quickly define the problem for the audience and set
an atmosphere for free and easy exchange of ideas among
the panel members. As the panel moves forward, skills are
needed to make sure the panel members are communicat-
ing with each other and the audience, that the different
points of view are being presented, that areas are being
summarized and closed off, and new areas opened up. Lack
of such a skilled moderator may call for study and training
on the part of group members, it may require bringing in
someone from outside the group to moderate, or it may
necessitate choosing another technique that requires fewer
or different human relations skills.

It is accepted that the group has the responsibility of
“helping its members grow.” In one sense this means that
group members must be aware of the level of the human
relations skills of the individuals in the group and help
them develop understandings and create social situations
in which they may develop these necessary human relations
skills.

These basic understandings and skills needed for good
human relations can be learned and communicated. Studies
in industry, the classroom, among voluntary leaders, and in
workshops and conferences have demonstrated that these
understandings and skills can be communicated to individ-
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uals and groups and that their application will lead to
higher productivity and morale in groups. It also has been
demonstrated that certain limited specific human relations
principles and skills can be taught in a relatively short time
so that individuals may quickly perform some functions
with a relatively high degree of proficiency. The successful
training of discussion leaders, recorders, resource people,
and observers for specific functions in conferences or work-
shops has been used to secure this type of evidence.

Leaders who understand and facilitate good human rela-
tions in their groups are most successful. Some studies sug-
gest that it is more important for leaders to understand and
be skillful in human relations, individual motivation, and
group process, than to be highly proficient in the subject
matter under discussion.

Group member motivation, participation, productivity,
and satisfaction are greater when group members possess
a relatively high level of human relations skills. There seems
to be more group and task oriented activity, rather than per-
sonal centered activity when members know and can apply
human relations principles.

Industrial studies have shown that from the point of
view of both production and worker satisfaction, those su-
pervisors are most successful who give a large proportion of
their time to their supervisory function, especially to the
interpersonal relations aspect of their jobs. Supervisors in
lower producing sections are more likely to spend their time
in tasks which men under them should be performing or in
the paperwork aspects of their jobs.

It has also been determined that many individuals feel
they do not have adequate human relations skills to become
members of formal groups. Few people belong to only one
organization. They either belong to none (about 40 per cent
of the American people) or belong to two or more. Once
they cross the threshold and realize they have at least the
minimum human relations skills needed, they join several
groups. Even among those in groups, one of the important
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blocks to participation is fear on the part of the individual
that he does not have sufficient human relations skills to
participate successfully. In some cases this fear and frus-
tration leads to other types of activity — detrimental to
group functioning — so that he may get recognition from
the group.

Knowledge of human relations is becoming recognized
more and more as a science rather than as a group of com-
mon sense generalizations. It is also becoming recognized
that once people understand the existing principles of hu-
man relations they can be taught to apply them with skill
rather than learn them in the trial and error method of the
past.

What About YOUR Group?

1. Do group members recognize the need for human rela-
tions skills for effective group functioning?

2. Does the group accept the responsibility of helping in-
dividual group members improve their human relations
skills?

3. Do group members and the group as a whole attempt
to improve their human relations skills?

4. Does the group actually set up training situations to
help group members improve human relations skills?

5. Is the level of human relations skills taken into account
in setting group goals and choosing group techniques?

HETEROGENEITY — HOMOGENEITY

The concept of heterogeneity — the presence of differ-
ences — is discussed briefly here to help us become con-
scious that each individual member of the group represents
a certain potential in the group. A group must learn to
recognize and mobilize all the resources within and without
if it is to move toward its goals. If we are to make the most
of our potential, we first must know what the potential is.
In many cases we have unique member resources that we
do not tap because we are not aware that they exist,
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The group must serve its members just as the members
should serve the group. Specific interests or problems of
group members must be known if the group as a unit is to
“grow.” We often can understand interest, lack of interest,
personally centered activity, or aggression if we recognize

The group must serve the members
as well as the members serving the
group.

the heterogeneous composition of the group. Group hetero-
geneity may also place limitations on the objectives, tech-
niques, and accomplishments of the group. The crux is that
we must recognize that we have some degree of hetero-
geneity in all groups and learn to understand these differ-
ences from the point of view of how they might be har-
nessed for greatest group productivity.

We tend to group ourselves on both the informal and
formal level on a relatively homogeneous basis — a basis of
similarities — according to such characteristics as inter-
ests, status, intelligence, and occupation. However, even
within these relatively homogeneous groups there is a great
degree of heterogeneity — differences — when compared
on the basis of such characteristics as age, moral standards,
formal education, and values. Groups which take the time to
analyze their resources from the point of view of both their
homogeneity and heterogeneity make better use of their
group potential and reach higher productivity. It also seems
true that once the group recognizes the uniqueness of indi-
viduals they can better integrate those individuals into
the group and better utilize their potentials for the com-
mon good. Furthermore, group members working together
over time tend to become more homogeneous in interests,
objectives, and satisfactions.
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What About YOUR Group?

1. Do members of the group have different backgrounds,
values, interests, abilities, and skills?

2. Are these differences taken into account in group plan-
ning?

3. Are relevant differences harnessed and put to work to
aid in group progress?

4. Do differences lead to conflict?

5. Is the group becoming so homogeneous that it is over-
conservative and tradition-bound?

6. Can new members and different points of view be inte-
grated into the group so as to improve group function-
ing?

GROUP SIZE

The size of the group is an important force to consider.
Much of the research from which the information on group
size has been taken has been summarized by A. P. Hare,
Laboratory of Social Relations, Harvard University. In
many cases little can be dcne to control the actual number
of people in an organization or at a meeting. In other cases,
such as committee appointments, control can be exercised.

Size is of particular importance in deciding what group
techniques to use under certain conditions to accomplish
specific goals. Certain techniques are better suited to small-
er groups. Other techniques are better suited for larger
groups. Yet other techniques, such as buzz groups, are de-
signed to obtain some of the small group advantages when
working with larger groups. Size, like other vectors, has
relevance mainly in terms of what the group is trying to
accomplish.

Size is one variable that may limit the amount and
quality of communication that can take place between indi-
vidual group members. Thus as size increases, each group
member has a more complicated set of social relations to
fulfill, and as the number increases, he has proportionally
less time to maintain them. There is evidence that an
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increasing proportions of group members report feelings of
threat, frustration, tension, and inhibition to participate as
group size increases.

As size increases, there is a greater tendency to move to
more formal procedure such as regular parliamentary pro-
cedure. With increasing size there seems to be a tendency
to strive less for consensus or unanimity. Rather, there
seems to be a tendency for the group to reach solutions or
decisions without exploring the points of view of all group
members, and with less concern for whether or not all group
members agree with the solution or decision. Unresolved
differences seem to be more acceptable or are at least toler-
ated in larger groups.

It is generally agreed that increased size is usually ac-
companied by increased difficulty in coordinating group
activities. In larger groups there is a tendency for the forma-
tion of small subgroups, often with spokesmen emerging as
representatives of the smaller groups. There is evidence to
suggest that as groups increase in size, it is more difficult
for group members to perceive of other group members as
distinct individual entities. Rather they are perceived as
members of subgroups or cliques and there is a tendency
to deal with them on a nonparticularized basis. Efficient
operation in larger groups requires more skill from group
members and leaders. However, it does appear that as indi-
viduals become more mature, they can more effectively as-
sociate in larger groups.

In a study of decision-making groups, with a size range
from 4 to 16, the following tentative generalizations were
made:

As the size of group is increased from 5 to 12, the degree
of member consensus resulting from the discussion de-
creases when the time for discussion is limited.

Group members in the smaller groups will change their
opinions more toward consensus than will those in the
groups of 12 or more.

As groups become larger than 12 there seems to be a trend
toward factionalism.



. . there is less concern for whether or not all members agree with
the decision

In larger groups the group leaders have less influence
and group members feel less satisfied with the discussion
because of lack of time to express themselves. Primary
groups are more satisfying to group members when they
are sufficiently small to give each person a chance to take
a full part in the discussion. In the larger group the inter-
action between members is more limited and the group
members tend to have an increasing feeling that their
individual opinion is not important and not worth present-
ing to the group.

Some of the studies in industry have shown that em-
ployees in small work groups are more satisfied than those in
large work groups. It is doubtful that there is any magic
number that is associated with the “best” size group. Effi-
cient sizes may vary with the task, the time available, the
maturity of the group, or the amount of follow-up action
wanted. However, small group research does have some
findings that may have importance in making committee ap-
pointments or subdividing larger groups for certain tasks.
Small groups (four to six) of even numbers have higher
rates of disagreement and antagonism than do groups of
odd numbers (three, five, and seven). There is some evi-
dence that discussion groups of five are the best size.

The explanation for five as the “best” size may lie in
several factors: (1) this size allows sufficient opportunity
for each individual to participate and yet enough members
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are present to draw on for content and to make it worth-
while; (2) there is not the possibility of a strict deadlock
(as with even numbers); (3) if the group splits, it tends
to split into a majority of three and minority of two, so that
being in the minority does not isolate any one individual;
and (4) the group seems large enough for members to shift
roles easily and thus any group member may play a role
purely for discussion’s sake or withdraw from an awkward
position.

While most of the evidence cited seems to indicate that
increasing size creates problems in group efficiency, this
does not lead to the logical conclusion that all groups should
be small. From the very practical point of view we know
that many formal groups will continue to be large; 20, 50,
100 or more. However, as the sizes of our groups increase,
we should be aware of the fact that different degrees of
human relations skills are required and we may have to
choose different objectives and techniques and be willing to
accept different levels of group standards in some cases. As
pointed out by Bales, Hare, and Borgatta:!

Many abilities or resources needed in task performance
tend to have an additive character. The kinds of resources
which are of this order, in respect to tasks, may include
such things as the number of items of information which
can be absorbed and recalled, the number of critical judg-
ments available to correct errors of information and infer-
ence, the number of ideas or suggestions available for solu-
tion of problems, the range of values that are likely to be
brought to bear, as well as the range of technical skills,

abilities, and amount of muscular power that is available
to implement decisions.

To this may be added the point that in terms of motiva-
tion te action, participaticn in the decision-making and plan-
ning process seems to lead to greater motivation to action
and follow-through. Though the larger group involvement

1R. F. Bales, A. P. Hare, and E. F. Borgatta, Structure Review of Sociology:
Analysis of a Decade, Wiley, New York, 1957, pp. 391-422.
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brings with it some problems in group management, it may
well be the most efficient means to accomplish desired ac-
tion in the long run. In many phases of social action, num-
bers as such may be an important factor in making a desired
impact on other interest groups, community or public —
a better government league of 500 “solid citizens” will prob-
ably have greater impact on public opinion and action than
a committee of five.

What About YOUR Group?

1. Does your group take its size into consideration when
planning for group involvement and participation?

2. Does your group utilize group techniques that might aid
in getting small group intimacy and personal relations?

3. Is your group large enough that special attention should
be given to effective group communications?

4. Is your group large enough that special attention should
be given to organizational structure?

5. Is your group of the size that there can be a more or less
informal role definition or is it large enough that special
attention should be given to more formal role definition?

6. Is your group a worshiper of large numbers? With what
size group can the group’s purposes really be best
served?

GROUP EVALUATION

Evaluation may be a powerful internal force that affects
group productivity. We should recognize that evaluation is
ever present in groups. In some more or less systematic
fashion, consciously or subconsciously, each of us is evalu-
ating our role, status, contribution, or feelings toward the
group. We evaluate other group members in the same
fashion. We evaluate how well our interests or needs are
being met by this group. We evaluate other groups about
us. By the same token our group is being evaluated by other
groups. Evaluation then is a force that is always present in

a group.
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The main point to be made in relation to this force is
that systematic, rational evaluation has great potential in
leading group members and the group to greater produc-
tivity. Members participate the most in group activities
when they understand the goals and objectives of the group
and evaluate the group as making satisfactory progress to-
ward these goals. The more satisfied members are with the
progress of the group toward its goals, the more they partici-
pate. Those who evaluate the group and its progress and are
satisfied with that progress, identify better with the group.

Leaders who make greater use of the various procedures
for evaluating their work and the work of the group are
more often rated as the most effective. It is even more im-
portant in terms of group productivity and morale to know
exactly how well the group or individual is doing even when
the evaluation is not high. It seems more important to know
where you are in terms of progress than to have a hazy idea
of where you might be.

It would seem highly desirable for groups to set up some
formal mechanism that enables them to evaluate period-
ically group process as well as group progress. This enables
the group to direct its energies to the specific task at
hand, not go off on tangents; to make rational decisions
about changes in group goals or process. It affords the pos-
sibility of lasting member satisfactions. Specific techniques
will be suggested later.

What About YOUR Group?

1. Does the group take time to adequately evaluate progress
toward action or content goals?

2. Does the group adequately evaluate group process?

3. Are many group members involved in the evaluation
process?

4. Is the group objective about its functioning?

3. Does the group make rational decisions regarding its
functioning and does it implement changes suggested?
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6. Does the group evaluate accomplishments as well as
disappointments?

7. Is evaluation periodic, or is it continuous?

8. Are the results of evaluation available to all members?

* * *

Every group has an actual or a potential dynamic state
from which will arise the processes and the productivity of
the group. Many of the forces which go to establish this
dynamism do provide a further step in the development of
information which may be applied to all groups — both to
encourage their progress and to further their ends.



CHAPTER

7.

The External Dynamics
of Groups

EXTERNAL FORCES AFFECT all group activities; no group
exists in a social vacuum. Such forces as community values,
community expectations, institutional values, parent group
affiliations and control, intergroup competition, and pres-
tige and status affect every group — its member motiva-
tions, goals and means, and ongoing activities. These exter-
nal forces are reflected largely through the beliefs, feelings,
and actions of the members. Examples of how external forc-
es directly affect the actions of individuals have already
been given. This chapter will treat briefly those broader ex-
ternal dynamics that affect the group as a whole.
Communities are made up of people interacting as indi-
viduals and within groups to carry out the activities con-
sidered necessary to satisfy their needs. The community
develops expectations of various groups, though these ex-
pectancies may vary widely from group to group. Certain

[122]
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groups, with certain kinds of members, are expected to per-
form specific functions for specific categories of people. The
freedom with which any group in a community carries on
its activities and functions is related to the total community
definition of the function and role of that group.

The expectations of a given group may be based upon
such things as tradition, past performance, the social status
of the membership and leadership, the group’s publicly
stated purposes, and the public image of the organization
and its organizational affiliation. These forces become ef-
fective as they are reflected by individual members or by
the members communicating and interacting with each
other and making decisions.

However, forces may originate from individuals who are
not members of the group, from other groups in the com-
munity, or from institutions within the community, such as
church, school, or business. Or they may come from other
groups with which the local groups are affiliated — such as

Certain groups are expected to perform specific functions for specific
categories of people.
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local Red Cross affiliation with National Red Cross organiza-
tion. Also forces arise from the more abstract American
value system, related to the expectancies of various kinds
of groups and group activities.

These external forces may be judged “restrictive” by the
group. They may feel certain desired goals and means can-
not be adopted by them. On the other hand, the group may
judge these external forces as “expansive” in the sense that
the group feels the pressure to accept some new and per-
haps broader concept of its goals and means. In either case,
external forces will affect group functioning.

THE COMMUNITY

Every community has a value system. There is a pattern
of acceptable goals and acceptable means for striving to-
ward them. Individuals and groups have status in a com-
munity to the extent that they have accepted and achieved
(by approved means) the important “community” goals.

Every group has a status in the community, whose mem-
bers rank it in relationship to coexisting groups. Where and
how a group is ranked depends to a degree upon how con-
sistent its goals, objectives, and means are with the general
community values. Related to its status is its role — or
what the community expects it to do. At any given time two
or more groups may be competing for a given status posi-
tion. Any or all of these forces may affect the goals the
group sets, and how it attempts and how hard it will work
to accomplish them.

PARENT ORGANIZATIONS

Many local groups have affiliations with an organiza-
tional structure which exists outside the community. The
Masonic Lodge, the American Legion, the American Red
Cross, many church denominations, and Federated
Women’s Clubs are examples of this type. Most affiliated
community groups have a high degree of local autonomy.
But there are many instances where the “over-all organiza-
tion” does exert influence through counsel, guidance, re-
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quired or recommended programs and policies, and pro-
gram aids provided to the local affiliate. It is important to
recognize that such external forces affecting group function
exist and must be considered in understanding group func-
tioning.

Sometimes groups have problems in this regard because
they are affiliated with outside organizations which do not
hold the same values as the community. For example, the
parent organization may set down certain policy positions
on a national level, In some communities these policies may
not be completely acceptable. The local unit is faced with
the task of adjusting to this difference in values.

Groups, like individuals, can make different adjust-
ments when faced with this kind of a dilemma: they can
ignore the community values, which means they risk losing
status or being ostracized by the community; they can ig-
nore the institutional values, which means they risk censure
by the parent institution; or they can try to adjust hetween
the two. The fact that they are an integral part of an extra-
community pattern as well as an integral part of the com-
munity is a force which constantly influences their activi-
ties and behavior. To understand such groups, one must

The local unit is faced with
the task of adjusting to the
difference in values. . . .
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recognize the value orientation of both the community and
the parent institutions.

Groups with affiliation outside the community must
often walk a tight-wire between individual group member
interests, community values, and the values of the “over-all
organization.” In many cases these are not completely com-
patible.

Another type of group is found in nearly every com-
munity. It is a subdivision of an existing formal structure.
A good example is the “ladies aid society” — an integral
part of most churches. The goals and objectives of these
groups, and their means of attaining them, must be con-
sistent with those of the parent group.

Most communities have groups that are independent
of any formal group structure existing beyond the commu-
nity. This independent group usually reflects community
values and the social level of most of its members. Though
independent, the community has expectations of the group,
assigns it status, and has some influence on it. Such forces
will affect its ongoing activities and must be considered in
understanding its functioning.

MULTIPLE GROUP MEMBERSHIP

Another pattern of forces at play within each group is
created by other affiliations of its individual members.
Group members may belong to other groups such as family,
church, lodges, friendship groups, clique groups, and
unions. An individual’s participation in any group is based
upon his evaluation of the relative importance of the
group’s goals and objectives as seen in terms of his personal
goals and objectives; i.e., his value system or philosophy of
life.

Every individual desires security, recognition, response,
and new experience. The relative emphasis he places on
these desires is based upon his own experiences which are
reflected in his personal value system. The time and energy
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he gives to any group is relative to his personal evaluation
of how much that group satisfies these desires in compari-
son with other groups of which he is a part or other things
which he might do with his time. This is not to imply that
this is a calculated rational process for all individuals or
that any individual goes through this rational process in
all instances.

Time is usually a scarce resource. The degree to which
an individual participates in any group depends upon the
alternative uses he has for his time. Usually one partici-
pates in groups offering the greatest opportunity to maxi-
mize the satisfaction of one’s basic desires. Desired satis-
factions are based upon a personal value system. Thus, the
affiliation patterns of group members affect the degree of
identity, involvement, and participation in any specific
group.

As a result of group participation, individuals become
identified in the over-all status pattern of the community.
It is a two-way process. Middle-class people tend to as-
sociate in middle-class groups; people who associate in
middle-class groups become identified as middle-class peo-
ple; and groups become identified as middle-class because
most of their members are middle-class — and so the proc-
ess evolves.

Groups are usually not completely class bound. They
tend to contain a small proportion of members from the
class immediately beneath them — often leaders in that
class. One way in which an individual moves up the class
system is by gaining acceptance in groups which are identi-
fied with a class above him. A group may contain members
from the social level immediately above its class identity.
The research evidence is that few groups include members
from more than three strata in their communities.

A group must have social justification in terms of the
over-all values of the community if it is to continue to exist
and have status. It must have certain goals and objectives
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related to community goals and objectives. In many cases
groups participate in certain kinds of activities to secure
this type of social justification from the community. In this
sense an external force has affected their group function-
ing.

UNDERSTANDING EXTERNAL FORCES

Group members wishing to understand the external
forces affecting their groups in the total community pic-
ture should ask themselves the following questions:

1. How well does this group conform to the community
value system, i.e.:
a. Are its goals and objectives consistent with com-
munity goals and objectives?
b. Do its methods of operation conform to community
norms?
¢. How important to the group is this conformity?

2. Does the group have extra-community organizational
connections? If so, what is the nature of the extra-com-
munity organizational value system? Is it consistent
with the community value system and expectations?

What are the other associations of the group members?

How do the members look upon this group:

a. How do they define its goals, objectives, and limi-
tations?

b. How important is the group to them in relation to
the other groups of which they are a part?

5. What is the group’s status in the community in relation
to the other existing groups?

6. What does the community expect of the group:
a. In terms of goals, objectives, accomplishments,
areas of responsibility and activity?
b. In terms of how the group goes about its tasks?
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Answers to these questions should give some insights
into the external dynamics that may be affecting group
functioning. Also, one can reasonably estimate the com-
munity response to any specific action which the group
might wish to take.

... people who associate in middle-class groups
become identified as middie-class pecple.




CHAPTER

8.

Group Goals and Objectives

“EVERYONE KNOws why were here. Let’s get on with the
job.” This is a common enough opening for a meet-
ing. But is it true? Do we really know and agree on what the
job is? How will we know we are accomplishing the
job? A group unaware of its purposes is a rudderless
ship. Cooperatively determined and well-stated goals based
on the definite interests and needs of group members will
help provide answers to these and many other questions.
According to the analytical framework developed in
Chapter 4, all groups have three main areas of interest.
They are: (1) the group itself, with its individual members
and its internal and external dynamics; (2) the techniques,
or means and methods used by the group; and (3) the
goals or objectives toward which the group is oriented.
Group goals specify or define its ends; they identify the
targets toward which the group activities are aimed. They

[130]
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also provide the framework within which rational decisions
can be made about the number and kinds of activities the
group should undertake. They should provide criteria
against which progress can be measured. When effectively
developed and stated they can provide a major basis for
common interest, for feelings of identity, for motivation,
for group standards, for meaningful participation, and for
group member satisfactions.

Our society is replete with groups organized for social
action, recreation, self-education, or almost any purpose or
combination of purposes. In the midst of all this activity,
we should continually ask if important things are getting
done. Are these groups really fulfilling the needs of the
individual group members, the group as a whole, and the
larger society? Failure, in many cases, is not a matter of
too few groups, of insufficient members, or lack of effort.
More often it is due to failure to analyze important needs
in the light of changing conditions, to choose things that
are pertinent in terms of the interests and needs of the
group or community, and to clearly state realistic objectives
that will help meet the needs.

"“Everyone knows why we’re here. Let's get on with the job.”
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Most groups have trouble motivating members to par-
ticipate actively and meaningfully. This problem may often
revolve around the lack of clear understanding and agree-
ment on what the purposes of the group are; or around a
failure to see how all the activities are really contributing
to the attainment of the assumed objectives.

We live in a rapidly changing society. Goals that might
have been very important last year may not be important
today. The interests and needs of group members change
rapidly, indicating the necessity for a periodic review and
discussion of group goals and objectives. Such a review may
lead to the changing of objectives, a reorientation of em-
phasis, the adding of additional goals, or even to a recogni-
tion of the need for the dissclution of the group. It may also
lead to a more specific statement of short-run objectives
within the more general framework of existing long-term
goals. If study reveals that the objectives of the group
should continue as before, it should lead to increased group
member motivation based on the reaffirmation of the im-
portance of the group and its goals.

Some organizations seem to exist only because they have
always existed and because people keep coming to meet-
ings. Many members do not come, and some who come do
not seem highly motivated. A meeting of such a group may
appear to be solely for the sake of arranging for more meet-
ings. The objective seems to become that of filling meet-
ing “spots” rather than planning an integrated program
that truly contributes to the accomplishment of more im-
portant objectives.

HICKORY TOWN

BLACKSMITH SHOP

We live in a rapidly
changing society.
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Sometimes a maze of organization habits — reading
minutes, conducting rituals, or carrying out a set order of
business — crowd cut any important objectives which the
group might like to pursue. This can happen to any group.
Focusing attention on definite group objectives and on
activities designed to help accomplish those objectives will
overcome such difficulties.

People continue to participate actively in groups only
when it yields certain satisfactions. Satisfactions are based
mainly on individual expectations and the fulfillment of
those expectations. If there is to be general satisfaction
among group members, there must be some agreement on
the group’s purposes. If members have widely different ex-
pectations, it is difficult to see how any specific activities
would provide motivation and satisfaction for all. If goals
are not clearly defined, it is difficult, if not impossible, to
measure progress or accomplishment. The importance of
adequately stated goals and objectives in relation to the
evaluation process will be discussed in more detail in Chap-
ter 10.

Clearly stated goals and objectives are an absolute ne-
cessity for effective decision making regarding activities or
techniques which have the greatest potential to aid in effec-
tive group functioning and progress.

While clearly stated goals and objectives do not guaran-
tee effective planning, it is difficult, if not impossible, to
see how effective planning can be done without them.

GROUP OBJECTIVES AND INDIVIDUAL MOTIVATION

Behind what any member says, behind what he consid-
ers important, is his system of values and attitudes.

These values and motivations were discussed in detail in
Chapter 5. They vary from person to person. If people are
to work together as a group, there must be a certain unity
in interests, chjectives, and purposes. When people meet
and effectively explore their individual interests and



People come with different kinds of expectations as to what the grcup
will do for them.

problems, they soon find it necessary to define their goals
and objectives. These will give them a common basis upon
which they can work as a group.

Individuals with different expectations, abilities, and
backgrounds often have difficulty in becoming a smoothly
functioning group. People often join groups with different
kinds of expectations as to what the group will do for them.
If group members are to enjoy their organization and its
functions and gain satisfactions from group participation
and accomplishments, they must each feel they have a part
in forming its purposes and goals. Each person must feel
that the group’s goals are consistent with his own, that the
group is his group, and that the important decisions of the
group are at least partially his decisions.

The basic properties of group goals and individual goals
are not fundamentally different. Group activities, like indi-
vidual activities, are motivated by needs and directed toward
goals. Group goals can guide the behavior of group mem-
bers and motivate them to perform certain activities rather
than others. Thus it is important to recognize that group
goals can be a source of real influence upon group mem-
bers.

When a particular group goal has been established, it
is expected that “good” group members will work toward
its attainment, even when the goal they preferred was not
accepted. Individual group members are influenced in vary-
ing degrees and in different ways by the various goals of a
group. The magnitude of this influence can vary quanti-
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tatively among members and from goal to goal for any
particular member.

Research tells us that compatibility of individual goals
influences the degree to which group goals become estab-
lished and the amount of influence they will have over
members. When all or most of the members of a group
have the same goal in mind, it is almost certain that this
goal will become a group goal and the group will make a
concerted effort to achieve it.

It is evident that group goals must be closely related to
the interests and needs of the individual members. The ex-
pression of interests and needs by any one member is in-
fluenced to a considerable degree by the manifestation of
interests and needs by fellow members. This mutual ex-
pression and identification of interests and needs is the real
basis for the formation of a group and for the formulation
of its goals and objectives.

Members who most fully accept group goals display
most strongly the drives and motivations which help a group
achieve its goals. Those who merely acquiesce are less
motivated toward group achievement. Those who reject
the group goals tend to pursue individual interests and
private goals.

In some groups, members have little knowledge or
understanding of group goals. Again, if a group goal is not
fully accepted by the members it has little power to motivate
the individual toward activities which might lead to its ful-
fillment. Such a situation is inclined to develop a low level
of motivation, rather poor coordination of efforts, and a
relatively high incidence of self-oriented rather than group-
task oriented behavior on the part of individual members.
Member involvement in the process of goal definition cn-
hances the probability that group goals will be understood,
accepted, and internalized by group members.

Regular group members influence new members to
accept group goals and perform group functions. How effec-
tively this is done depends largely upon the degree to which
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they satisfy their own interests and needs by participation
in the group’s activities.

Remember, however, that prospective and new members
must have the opportunity to learn about and understand
the group’s goals. Groups whose members like one another
as people, groups that supply personal need satisfactions,
and groups with high prestige all exert strong influences
upon members to accept their goals.

Many groups have well-defined objectives which give
them direction. They have been found to be most produc-
tive. Other groups with vague concepts as to why they are
organized, what they are attempting to accomplish, or why
they are engaged in their activities are less productive. Time
spent by group members in effectively defining group goals
and objectives can do much to give a group direction and
purpose and to increase the quality and efficiency of its
achievements.

LONG-TIME AND SHORT-RUN GOALS

Most groups need long-time goals and objectives to give
direction to their activities. These goals are often stated at

EXPLORERS' CLUB
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Time spent by group members defining group goals and objectives can
do much to give a group direction and purpose. . . .
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a more general level than the shortrun objectives. How-
ever, within the general framework of the long-time objec-
tives there should be developed intermediate and short-run
objectives. For effective program planning it is often im-
portant to state the objectives for a specific meeting or
even a segment of a meeting. Short-run and intermediate
objectives must be consistent with long-time objectives if
the latter are to be accomplished, and they should be logi-
cally related and integrated to provide for step-by-step
progress toward the long-time objectives.

Groups sometimes adopt general, and often abstract,
objectives and then proceed to consider them as im-
mediately and easily achievable. Such objectives, especially
for groups having relatively infrequent meetings, will
usually not supply the needed direction nor allow for a
degree of achievement necessary for group motivation,
growth, and development. All groups need some short-run,
specific objectives that are achievable. A feeling of well-
being and satisfaction results from the achievement of any
goal. Such objectives help groups to proceed with purpose
and in an organized manner; they help insure accomplish-
ment, and permit the identification of evidence for the
evaluation of achievement.

LEVELS OF OBJECTIVES

It is also helpful to think of objectives on various levels.
Objectives of learning activities in education have been
classified into levels and are marked by grade promotion
and graduation. In considering objectives for groups and
group members, it is helpful to make a similar classification.

Objectives based on the needs and interests of group
members as individuals are usually very specific. Examples
might include learning to speak more effectively, or in-
creasing understanding of a teen-age son or daughter.

Other objectives may be based on the needs and inter--
ests of a group or organization. These are group rather:
than individually oriented and require the efforts of people:
working together. Some examples might be to develop
favorable public relations with other local service clubs,
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to secure a new minister, to double the membership of the
community club.

Objectives based on the needs and interests of the com-
munity, county, state, or nation are dependent upon the
joint efforts of several groups and organizations. Their ob-
jectives might include inaugurating a housing development
program for low-income families, bringing about rural and
urban understanding of the zoning problems of a growing
city, or county school reorganization.

General and remote objectives — the all-inclusive aims
of society — are so broad they could serve as an umbrella
for most groups and organizations. They might include
“strengthening democracy,” and insuring the good life for
all people.

The needs of individuals and of society must be joined
in such a way that both can be met reasonably well. In any
group, the relative importance and relationship of the indi-
vidual member and his objectives and the group and its ob-
jectives need to be recognized and understood. One way to
visualize this relationship is to consider two circles partially
overlapping (Fig. 8.1). One of these can represent the
objectives and goals of the individual member of a group
{Circle 1). The other circle can represent the objectives
and goals of the group (Circle G). If these circles overlap,
then an individual's objectives and the group’s objectives
are partially the same (Area C) and partially not the same.

The circle representing the goals and objectives of the

... to increase understanding
of my teen-age daughter.

=
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CASE A CASE B

FIGURE 8.1 — In any group the goals of the individual (I) and the goals
of the group (G) overlap (are as marked C).

individual is larger than that representing the group be-
cause it is recognized that the interests of an individual
member are varied and only a part of them can be met by
membership in a single group. Most groups are organized
around a relatively few specific interests common to all
members.

Individual and group goals and objectives overlap con-
siderably for some members (Case B) and very little for
certain members in some groups (Case A). If the over-
lapping is relatively large, as in B, there should be strong
individual member motivation. If this situation exists
the groups’ chances for goal accomplishment will be im-
proved providing there is appropriate choice of means. This
same concept of overlap of group and community goals and
objectives is appropriate in any consideration of goals and
objectives that are more inclusive than just for any one spe-
cific group.

In the actual operation of groups, objectives are a rather
complex interwoven network. Sometimes all levels are in-
volved. At times, objectives seem hidden — even lost. Every
group periodically needs to review and reidentify its objec-
tives and classify them into their appropriate levels. All ob-
jectives must be consistent and compatible at any level just
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as immediate or short-run goals must be consistent and com-
patible with intermediate and more ultimate objectives.

STATING OBJECTIVES

Along with an understanding of the levels of objectives,
consideration needs to be given to the form and wording of
the statement of objectives. A common error is to state as
objectives things which people on the various planned pro-
grams are going to do for the group. This might be to show
how to refinish furniture, to show how to use insulation
materials properly, or to present the juvenile delinquency
problem. These topic ideas may indicate accurately what
the person presenting the program plans to do, but they are
not group objectives. Group goals should be statements of
what is to be accomplished by or with the group, what is
to happen to members of the group, or what the group is
expected to do.

The real purpose of a group is not to have certain
persons perform activities. It may be to bring about changes
in the group and its members, or, if it is an action group, to
make group decisions and carry out specified action pro-
grams. An objective should identify changes to take place in
the group or the kind of action expected of the group and
its members.

An objective stated as a planned activity fails to indi-
cate the kind of accomplishment expected. The real pur-
poses of a group are not holding a bake sale or a dance. In-
stead, such activities are usually a means of accomplishing
the group’s purposes or objectives. For example, a bake
sale is a short-run activity which may raise funds for the
intermediate goal of providing a scholarship. This is di-
rected at the ultimate goal of improving the educational
level of our citizens. Groups, if they are to be most efficient,
must be careful to choose those short-run means-ends com-
plexes (activities) which are not only consistent with, but
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also positively oriented toward, the intermediate and long-
range goals of the group.

Sometimes objectives are stated as general topics or
content areas to be handled by the group. Statements
of this kind do not specify what is expected of the group.
Thus, in a group concerned with health, the objectives
might be stated by listing such topics as sanitation, vaccina-
tion, or health insurance. A well-stated objective indicates
the kind of changes desired in the group and its members, or
the action sought. Behavioral changes can be made in
group members by changing their knowledge, understand-
ings, skills, interests, appreciations, and attitudes. Objec-
tives of an action group should identify the kind of action
expected and the specific end to be accomplished. A group
objective is stated with sufficient clarity if a member can
describe or illustrate the kind of behavior or action his
group is expecting to accomplish.

Another way in which objectives are sometimes stated
is in the form of generalized patterns of behavior. Such
statements fail to indicate specifically the area of life or the
activity to which the behavior is related. For example, one
may find objectives that state: “To develop broad interests;”
or “To develop desirable social attitudes.”

While these indicate the kind of change expected of the
group members, it is doubtful if such highly generalized
objectives could be very useful to a group. It is necessary
to specify more definitely the content area to which this
behavior applies, or the situation of the group and its mem-
bers when such behavior is to be used.

The most useful form for stating objectives is to express
them in terms which clearly identify: (1) the people, group,
or groups concerned, (2) the kind of behavior or action to
be accomplished, and (3) the content or problem area in
which this behavior or action is to operate. For example,
the following statements of objectives include all three of
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. to secure a
dentist for the
town and sur-
rounding com-
munity.

these elements. The first is an example of an educational
objective, the second an action objective.

People, group, or Behavior or action Content or
groups concerned sought problem area
1. Members of the To increase knowledge About pro-
homemakers club and understanding posed com-
munity center
2. Service club sub- To secure a dentist For town
committeeon and sur-
health rounding com-

munity

Objectives stated clearly enough to be useful to a group
in planning its program and selecting its activities will need
to indicate all three of these elements. When objectives are
formulated on this three-dimensional basis they become a
concise set of specifications to guide the further develop-
ment of programs and plans. Once goals and objectives are
clearly established, alternative techniques or means for ac-
complishing them can be explored and decided upon and a
purposeful plan of action determined.

CRITERIA FOR JUDGING OBJECTIVES

If we hold to the concept that objectives are direction
givers, then we must define and analyze them until each
word used in stating them helps make them clear and
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definite. Generalities may create some initial interest, but
only specific statements challenge thinking and facilitate
planning and action on the part of a group and its members.

Several standards may be used to judge the usefulness
of objectives. An organization might judge their objectives
by the following questions:

1. Are objectives stated in terms which identify the people
or group concerned, the kind of behavior or behavior
changes expected of the people involved, and the con-
tent or area of life in which this behavior is to operate?

2. Are objectives dynamic — likely to promote action on
the part of the group?

3. Are objectives compatible with the general aims of the
group or organization?

4. Are objectives achievable considering the level of ma-
turity of the group or organization and permitted by
the resources available to the group?

5. Are objectives developmental — will they lead the group
to constantly higher levels of achievement?

6. Are objectives varied enough to meet the needs of indi-
viduals within the group?

7. Are objectives limited enough in number to avoid un-
due diffusion of effort within the organization?

8. Can objectives be evaluated — can evidence of actual
progress be secured?

9. Were objectives cooperatively determined — was the
group as a whole involved in the determination and
acceptance of them?

STEPS IN SETTING GOALS AND OBJECTIVES

Groups often fail to take time to define goals and ob-
jectives. Resistance is sometimes expressed by such a state-
ment as: “We don’t need to waste our time on objectives;
let’s get on with our work.” Another very common feeling
is often expressed this way: “Well, everyone knows what
we are trying to do.”



144 GROUP GOALS AND OBJECTIVES

Sometimes a group can be carried away in their enthu-
siasm about starting a new project before they clearly think
through to their goals. There is only one way to make sure
that all members are informed about the group’s goals and
objectives and that is to provide time to consider them. It
is important to allow time for this, especially when a group
is just getting organized. When new members are brought
into a group, it is important that the goals and objectives be
explained to them and perhaps later reviewed and discussed
thoroughly.

Another time at which careful restudy of goals and ob-
jectives is needed is when a new program is being planned
and a new core of officers is assuming responsibility. When-
ever a new project or activity is undertaken, it is well to
insure that all members are aware of how this new under-
taking relates to the objectives of the group or organization.

An important step in setting group goals and objectives
is to explore and discuss the members’ ideas on what the
objectives should be. Allowance should be made for dis-
cussing modification and change until the ideas are solidi-
fied by the group into definite objectives. To insure accept-
ance there should be discussion and agreement upon the
relative importance of these ideas. After an idea is accepted,
it must be put into a meaningful statement.

The last step in setting goals and objectives before se-
curing final group acceptance is checking against the
criteria for judging objectives. A short consideration of
these criteria will help a group reach right decisions.

Briefly, the steps in setting group goals and objectives
are:

1. Provide time for the group to consider them.

2. Explore and discuss the ideas, interests, and needs of
the group members.

3. Secure consensus on ideas, interest areas, and needs
around which goals and objectives are to be formulated.

4. Formulate statements that explicitly set forth the three
necessary dimensions of well-stated goals and objectives.
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5. Test each goal and objective against the criteria for
judging objectives.

6. Insure common understanding and acceptance by the
members of the group.

Once goals and objectives are set, future group experi-
ences tend to be shaped by them and activities can be evalu-
ated in terms of them. The extent that the motivating in-
terests and aims of members of a group are incorporated
into its goals and objectives will affect directly the loyalty
and participation of its members in the program and activi-
ties of the organization.

Sometimes a group can be car-
ried away in their enthusiasm
about starting a new project.



CHAPTER

9.

Group Techniques

THE MEANS, or methods, used in group situations to bring
about group action are called group techniques. Regardless
of the forces inherent in the group, action comes only
through the application of some technique. Utilized in the
proper manner and social setting, techniques have the power
to activate individual drives and motivations, to stimulate
the elements of internal and external dynamics, and to move
the group toward its goals.

Schematically represented (as in Chapter 4), the tech-
nique is the connecting link between the group and its
goals. Better still, techniques — or combinations of
them — are the vehicles which carry the group toward its
goals. A thorough knowledge and understanding of group
methods is a necessary concomitant of good group member-
ship and leadership. The more widespread this knowledge
is within the group, the more mature and more efficient is

[146]



GROUP TECHNIQUES 147

the group. This understanding should be basic rather than
superficial and a general discussion should precede any con-
sideration of specific techniques.

It is desirable to re-emphasize that good group tech-
niques are not necessarily formal or organized. Our
knowledge of specific methods should not blind us to the
fact that there are always informal techniques at work
within any group. Group process moves by virtue of tech-
niques, however vague, poorly defined, or unrecognized they
may be. In small, mature groups with experienced leader-
ship informal methods seem to arise spontaneously and are
often the principal techniques used to effect very success-
ful action. Under these circumstances such fluidity of
methods may be entirely adequate, but far more often it is
necessary to use consciously selected, and often time-tried
techniques to “get things moving.”

Often it is desirable to set limits on anticipated inter-
action, or to specify a framework within which such inter-

The group might want to set an
atmosphere that would probably
produce spontaneity,

some freedom from in-
hibitions, and expres-
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action is to be held. Sometimes it may be useful to set up a
social situation in which the type of action and interaction
will be fairly predictable. A group might desire to create a
certain atmosphere, say of spontaneity and freedom from
inhibitions. For these and many other situations there are
time-tested techniques;: there are also hundreds of other
means, formal and informal, which can be used. Creative
leadership selects proper techniques, combines techniques,
or invents totally new ones to fit situations as needed.

It should again be pointed out that techniques constitute
a means to an end. Individuals and whole groups occasion-
ally fall into the error of behaving as though their methods
were ends in themselves. Situations are created for the sole
purpose of demonstrating a facility with a technique.

Ritual, an ancient and still common technique in certain
organizations, has often become an end in itself for some
individuals. The fallacy of becoming so enamored of one
technique that it is used regardless of the situation is also
commorn.

Another error often seen is the use of varied means and
methods by leaders who seem to have mastered the appli-
cation of the methods without understanding their true
character or purpose. These leaders have learned that cer-
tain techniques work at certain times, but with little idea
why.

It should be obvious by this point that while there are
many time-tested techniques, good group leadership does
not depend upon a “bag of tricks.” The whole basic philos-
ophy of this book holds that there are rational processes
by which good techniques can be selected and used, but that
such use requires basic knowledge, a willingness to diagnose
the social situation, and imagination and creativity in the
ultimate application.

How then do we make choices and judgments from
which good group process derives? It must be done by ap-
plying the basic knowledge of all the facets of group be-
havior discussed up to this point.
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SELECTING TECHNIQUES

First, who selects and applies techniques? It might be
well to recall Chapter 3 and the discussion of leadership,
particularly regarding the opinion that diffusion of leader-
ship represents the most efficient form of the democratic
process.

When “leader” or “leadership” is mentioned or implied
in the following discussion, remember that the research evi-
dence indicates that the broader the base of such leader-
ship, the more efficient the group is in accomplishing its
goals. The authors are also aware from a practical stand-
point that ideal situations are seldom achieved and that in
many groups the leadership load must be carried by the few.

To return to the outline concept of Chapter 4, the tech-
niques may be considered the link between the group and
its objectives. It is therefore logical that in selecting a
technique the leaders look both ways; toward the group and
its members and toward the ends desired.

First the group — its individual members, its internal
and external dynamics — should be considered. The leader
must take into account the membership; their interests,
drives, and skills as well as their inhibitions, blocks, and
frustrations. The human individual is the unit of raw ma-
terial with which the group leader must work, and the
greater the leader’s knowledge of human behavior in general
and of the individual concerned in particular, the more use-
ful choices he can make.

If a person were in a group largely for the security he
felt the group gave him, it might be unwise to place him in
a totally new situation. It would probably not be wise to
throw one who has great difficulty expressing himself into
a situation where he had to give a lecture. Some other
technique should be used to tap the resources which this
person can contribute to the group. Techniques should be
tailored to fit the individuals concerned.

Forces at work within and without the group — dy-
namics of the group — must be considered in any rational



It would probably be unwise to throw a person
who has great difficulty expressing himself into
a situation where he would have to give a lec-
ture or a speech.

selection of a group method. Several, or all, of the following
elements of group dynamics should enter into the selection
of a technique: size, atmosphere, standards, skills available,
social controls, identity, general role definition, functional
unit act roles, participation, and evaluation.

Group discussion, for example, works best in a small
group in which the atmosphere is democratic and permis-
sive rather than tense and inhibited. When a group is large
“buzz groups” may accomplish similar ends. This tech-
nique is a waste of time when the group is of manageable
size.

The most common of all techniques, the lecture, has a
serious fault. It is only one-way communication. A very
effective method, “role playing,” is also dangerous when
social controls, identity, and objective evaluation are on an
insecure basis within the group. Recreational or musical
activities are sometimes chosen to break down status
stratification in a group, but if injected into the wrong situ-
ation may actually increase hostility and tension.

A full knowledge of the forces making up the internal
dynamics is the most likely way of avoiding pitfalls in tech-
nique selection.

The leader’s choice of a technique will also be affected
by what he sees when he looks at the external dynamics.
Forces impinging upon the group from the outside may have
very significant effects upon the choice of a technique.
Some institutions, such as certain churches and schools,
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frown upon music and dancing, thus placing severe restric-
tions on recreational methods. Other institutions place cer-
tain functionaries above the necessity of answering to the
group. It might be unacceptable to involve a member of a
church hierarchy in many types of activity, even though it
could be very desirable from the standpoint of ends sought.

Community expectations often cause groups to bring in
“name” lecturers when a different technique entirely might
be more effective. Qutside consultants are often used when
local people might be expected to do a better job if they were
free from community pressures. Choices are affected by the
attitude of the community — the external dynamics.

When the method selector looks in the other direction,
toward the goals of the group, he will again see a wide and
varied assortment of factors influencing his choice. It will
be remembered that all goals were divided into those which
were strictly informative to the group and those which
ostensibly call for action. It is obvious that this division fre-
quently calls for completely different methods. Goals were
also divided into long-run and short-run objectives, and
again the means of achieving them may be better adapted
to one form than another.

. or musical games may bring tension, aggression, and diserganiza-
tion within the group.
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If the purpose of a meeting is a straightforward, logical,
uninterrupted presentation of a single subject the “sympos-
ium” technique might be ideal. If the varying points of
view are to be presented by only two people of roughly equal
qualifications, the “dialogue” is a useful technique. An
interesting combination of several techniques was presented
in the Nixon-Kennedy television “debates” in the 1960 pres-
idential campaign. To tap the ideas of as many people as
possible, “buzz groups” or “huddle groups” are often used to
approximate the benefits of general discussion in small
groups. Full group discussion may be the only way to
achieve consensus, but to free inhibitions and create a per-
missive atmosphere it may be necessary to precede this with
some recreational or relaxing techniques.

This places limitations on the use of certain techniques,

Another characteristic of group objectives not previously
stressed is that almost invariably they are subject to sub-
division. Even short-run goals can be broken down into a
series of intermediate objectives, and this may also be true
of single-meeting goals. Each of the resulting intermediate
goals may then be approached with a different technique
which would seem to apply more logically to the situation.
Combined techniques are really the rule rather than the
exception and are particularly used when the objectives can
be fragmented.

A general example of this would occur when some
group might wish to solve a certain problem — say to im-
prove some item of group process. First, a panel discussion
might be set up, with those most concerned presenting the
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various aspects of the problem. The moderator would have
the function of getting the panel under way and of keeping
the discussion on the point. An important function of this
technique would be to stimulate interest of all participants
and to identify essential elements. The panel discussion
might end with a general colloquy which in essence would
serve to complete the definition of the problem and a crystal-
lization of the essential facts involved. The group might then
go into buzz groups to discuss the problem with instruc-
tions for each to suggest a solution. Then a general discus-
sion could follow with the aim of achieving consensus. The
advantages of such a prepared series of techniques over
a desultory general discussion should be obvious as should
the fact that combined techniques are often the most effec-
tive solution, even to a fairly simple problem.

It should be re-emphasized that to carry out the above
program the leadership needs to know much about the
individual members and their personalities. Also it is
important to understand the “group personality,” its internal
and external dynamics, and to have a clear appreciation of
the specific objectives of the group. An understanding of the
basic techniques and what each might be expected to ac-
complish can then be applied in the selections eventually
made.

It is axiomatic in the discussion of methods that each
technique has a definite potential for the mobilization of
individual and group forces and for directing them toward
group goals. This potential can only be realized, however,
when knowledge, understanding, experience, and skill are
present.

Groups are as old as mankind. Some sort of technique
for securing group action is certainly as old as communi-
cation, no doubt antedating oral language. With the develop-
ment of languages and written history we find many refer-
ences to group action techniques in religious, prehistorical,
and mythological literature. We recognize the “lecture”
technique. Many times we read of groups being swayed to
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action by forms of the lecture; for example the “harangue”
or the “exhortation.”

But while group techniques are ancient, their study
under scientific methods is relatively new. Revolutions in
group methods accompanied the development of spoken
language. They were further changed with the advent of
printing and the spread of literacy. Today we may be see-
ing a new revolution centered around mechanical aids:
tape, film, television, and amplifiers.

Everything that furthers the group process is a tech-
nique. This logically includes coffee breaks, banquets,
picnics, and teas. Various types of entertainment serve a
similar purpose, and result in group singing, dancing, and
talent nights. The difficulty of trying to cover the entire field
in detail is apparent.

In Part II, a number of specific group techniques will
be discussed in detail. However, those included are rather
straightforward, relatively pure types. Social creativity re-
mains the goal of this book, and specific techniques are in-
troduced only to establish a pattern — a study method which
will aid the leader as he develops and uses more inventive
methods.



CHAPTER

10.

Group Productivity,
Maturity and Worth

THERE HAS BEEN extensive discussion of the nature, charac-
ter, and mechanics of the formal democratic group. Many
value judgments have been made. It has constantly been
assumed that there are poor groups and better groups; that
there are useful groups and relatively worthless ones; that
groups, like the characters in a TV Western, can be divided
into the “good guys” and the “bad guys.” It has also been
implied that we know the difference. The time has come
to censider value judgments, and at least clarify the gen-
eral opinions as to group quality. This is probably the most
difficult segment of the book.

The whole value system of our culture must enter this
analysis. We might say that our culture is a synthesis of
the Greco-Roman tradition with the Judeo-Christian phil-
osophy, heavily influenced by the Puritan concept of the
Reformation and finally distilled out of the ideals of democ-
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racy. In other cultures, perhaps where peace and tranquility
were the supreme ends, our idea of group worth would be
sadly out of place. Our cultural tradition asks that we work
hard, that we become productive, that we be self-sacrificing,
that the good of the many is more important than the good
of the few, and so on.

It is only possible to set up valid considerations as to
what makes a group worthwhile under this value system.

We have all heard group members make such comments
as: “Our group needs to get better acquainted so that we
can cooperate better”; and “There must be more important
things on which we could spend our time”; or “Did you un-
derstand what we were supposed to accomplish tonight?”
Others complain, “Our discussion seems to go in circles, we
never decide anything”; while the satisfied comment, “Now
that was a good meeting — we got something done.”

These and a thousand similar remarks are evidence that
group evaluation goes on constantly, and that consciously
or unconsciously we all participate. We are interested in
the quality of our groups.

The difficulties of communicating the value judgments
of our culture regarding the worthiness of groups are large-
ly a problem of semantics. A list of adjectives might be
illuminating.

There must be more important things on which
we could spend our time!
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Contrast energetic, forceful, experienced, vigorous, use-
ful, stimulating, and dynamic, with lazy, sedentary, dila-
tory, static, childish, and dull. Adjectives such as these
label group activities and our culture has conditioned us to
quickly separate the “good guys” from the “bad guys.”

Most of us take pride in belonging to groups which get
important things done. As members of such groups we are
likely to be highly motivated, to participate in depth, and
to derive great satisfaction from our membership.

An analysis of these attitudes reveals that group mem-
bers have two major concerns. What are we doing? And
how are we doing?

This can also be stated in relation to the two tasks the
group must perform. The problem-solving and action-accom-
plishment functions concern selection, definition, and at-
tainment of goals meeting common needs. The second task,
the process function, deals with building, maintaining, and
strengthening the group structure and activity pattern.

It will be helpful to study the problem-solving function
briefly under the term “productivity,” and the process func-
ticn under the term “maturity.” The combination of these
two, with added considerations apart from them, will make
up our final concept of “group worth.” Upon this, evaluation
must be based.

GROUP PRODUCTIVITY

The idea of group productivity has been discussed in pre-
vious chapters. Productivity can be analyzed from several
points of view.

One point of view is from that of the group itself. This
is probably the most important point of view for this book.
Usually we consider a group which effectively selects real-
istic goals and effectively and efficiently accomplishes those
goals as a productive group. However, the acceptance of the
importance of the democratic philosophy and process in
voluntary groups may impose several additional qualifica-
tions on our judgment as to whether a group is productive.
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The over-all evaluation of the relative productivity of groups
is often colored by judgments about the “costs” of such pro-
ductivity. In democratic groups there is the concern for the
dignity of the individual, his rights, interests, needs, and de-
velopment. Thus, the judgment about productivity in terms
of the accomplishment of goals is usually made by taking
into consideration the use of acceptable means.

Productivity can also be analyzed from the point of view
of the community or larger society. From the community
or larger society standpoint, that group which promotes and
accomplishes the most for the general good may be consid-
ered most productive. However, the authors prefer to dis-
cuss this aspect of productivity from the point of view of the
worth of the group. This discussion is reserved for a later
part of this chapter.

GROUP MATURITY

In contrast to group productivity (which was discussed
as representing the problem-solving function of the group),
maturity is used here to represent the process function.
While not a perfect synonym, it satisfactorily symbolizes
the characteristics involved.

Ordinarily, the mature group will be effective in the
process function; but it is well to remember that it should
also be the most productive. Effective organizations in the
problem-solving area usually behave in such a way as to
insure great mectivation, individual satisfactions, and high
group morale. Before these can be attained it is usually
necessary to reach a high degree of maturity.

The length of time the group has existed or the number
of times it has met are not very good criteria of maturity.
We all know individuals of mature chronological age who
are still immature, and so it may be with groups. The as-
sumption is that maturity connotes certain qualities of ex-
perience and “know how,” without loss of youthful vigor
and drive. Immaturity connotes lack of “know how,” as well
as a certain instability associated with extreme youth. It
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has proven useful to develop a set of objective criteria as a
frame of reference for judging group maturity.

Maturity in an organization does not spring up spon-
taneously. It is developed by sound practices and by skilled
and artful leadership. How can this be encouraged?

Every individual, and every aggregate of individuals,
has unique attributes and characteristics. Methods helpful
in one instance may prove useless in another. It is important
that creative efforts be expended in the direction of matur-
ity; no simple formula for action will do.

The more specific characteristics of mature groups
have been assembled to help in this project. They can
enable us to look objectively at group functioning and to
have a more precise orientation toward maturity.

Group maturity is most evident through the harnessing
of group member skills and combining them effectively.
Immature groups become mature by this process. At the
same time, unproductive groups become productive. It is
quite possible that group processes developed for one stage
of maturity will have to be altered as conditions change,
as new problems present themselves, or as greater maturity
is achieved. A group unwilling to change its pattern of oper-
ation, no matter how effective it has been in the past, may
have passed through maturity and be approaching senility.
If the group is to remain vigorous, there must be constant
analysis and adjustment. In some cases a mature group
may even decide to terminate its existence if a need for it
is no longer recognized.

s s S S S———
————
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A group may decide to ter-
minate its existence.
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CRITERIA FOR A MATURE, PRODUCTIVE DEMOCRATIC GROUP

According to Haiman,? a mature, productive group is,
in broad general terms, one which, within the framework
of democratic values, makes progress toward its goals with
a maximum of efficiency and a minimum of wasted time
and effort. This would seem to lean more toward the def-
inition of productivity than toward that of maturity. An-
other definition describes the mature group as a self-direct-
ing, self-controlled body in which every member carries his
part of the responsibilities for developing and executing
the group’s plans.?

The following list of criteria for the mature group
(adapted from Haiman) is presented as a general outline
for stimulatory thinking and discussion. This will enable
the reader to better identify the specific elements pertinent
to any special situation. These criteria can be used by any
group as a framework within which to analyze and discuss
its own qualities of maturity. Such study should lead to
better insights into group strengths and weaknesses.

A mature group is one which:

1. Recognizes the values and limitations of the demo-
cratic procedures.

2. Provides an atmosphere of psychological freedom for
the expression of all feelings and points of view.

3. Achieves a high degree of effective intercommunica-
tion.

4. Has a clear understanding of its purposes and goals.

5. Is able to initiate and carry on effective, logical prob-
lem solving which results in action.

6. Recognizes that means must be consistent with ends.

7. Faces reality and works on a basis of fact rather than
fancy.

1F. S. Haiman, Group Leadership and Democratic Action, Houghton Mif-
flin Co., Boston, 1951, pp. 103-4.

2D. M. Hall, The Dynamics of Group Discussion, The Interstate, Danville,
., 1950, p. 3.
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8. Provides for the diffusion and sharing of the respomnsi-
bilities of leadership.

9. Makes intelligent use of the differing abilities of its
membership, and recognizes the need for and utilizes
outside resources.

10. Strikes an appropriate balance between group pro-
ductivity and the satisfaction of other felt needs.

11. Provides for satisfactory integration of individual
values, needs, and goals with those of the group.

12. Is objective about its own functioning; can face its
procedural-emotional problems and can make whatever
modifications are needed.

13. Has the ability to detect rhythms of fatigue, tension,
emotional atmosphere, etc., and to take measures for
their control.

14. Achieves an appropriate balance between problem
solving and process orientation.

15. Strikes a useful balance between using established
methods and a willingness to change procedural pat-
terns to meet a situation.

16. Has a high degree of solidarity, but not to the extent
of stifling individuality.

17. Finds a healthy balance between cooperative and com-
petitive behavior among its members.

18. Strikes a balance between emotionality and rationality.

The specific subject of group maturity should not be
dismissed without some discussion of the immature group.
This is often a newly-formed group. It may be awkward
and uncoordinated in its behavior. The structure of organi-
zation and communication is often frail. In such a group,
normally well-adjusted persons may develop insecurity.
This may be due to lack of clarity regarding goal orienta-
tion, role expectations, communication channels, or accept-
able standards of performance. Unclear status relationships
within the group may lead to insecurity. Under these con-
ditions one might expect a low level of individual identity
and poor group cohesion leading to lack of participation, to



| NUNSITCH BARBER COLLEGE ]

A newly-formed group may be awkward
and uncoordinated in its behavior . . .

a high incidence of personally centered roles being played,
or to a high degree of emotional rather than rational be-
havior.

Building group maturity calls for renewed attention to
goal definition, role definition, standards, and choice of
techniques. Opportunities must be created for individual
satisfactions and hence to increased identification and
group cohesion. Individuals must be reassured and support-
ed in their roles and provision must be made for the realiza-
tion and expression of personal satisfactions resulting from
the attainment of short-run objectives.

GROUP WORTH

In the process of group participation, an individual may
become so involved in the sheer satisfactions that he gets
from being a part of his groups that being objective and
analytical about them is pushed into the background.

So far, the authors have discussed groups with the
intent of helping individuals make their groups better. This
approach ignores an essential aspect of group participation
which every individual, because of limited time and re-
sources, should consider. This is the intrinsic and societal
worth of the varicus groups to which he gives time and
energy.
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In a democracy, the authors fully recognize that each
individual has the right to choose the groups of which he
wishes to be a part. As was pointed out earlier, there are
many different reasons for a person’s belonging to any
given group. In most instances, these reasons can be sub-
sumed under the rubric of individual maximization of
personal satisfactions. In approaching the choice of one’s
groups from this short range point of view, an important
aspect of democratic groups is liable to be ignored.
Democracy allows everyone the freedom to choose, but with
democratic freedom always goes the responsibility of mak-
ing choices which tend to perpetuate the system which
allows this basic freedom. If the system is not perpetuated,
the freedom to choose is lost. The concept which places the
individual above the state and guarantees his right to his
individualism can be lost to the opponents of this concept
of individual rights; totalitarian philosophies nurtured by
elements of the Extreme Right or the Extreme Left. Neglect,
resulting primarily from the lack of concern on the part of
those who take the democratic system for granted, provides
the arena in which these forces operate.

By its very nature, a democratic society places a dual
responsibility upon the individual. He must accept the re-
sponsibility of choosing and performing a useful function
which provides him with a modicum of economic returns
and he must take an active role in maintaining the system
which allows him the right to make choices and maintains
him as an entity which is more important than the state.

If one accepts these assumptions, then one must choose
to participate in some groups which contribute to society as
a whole.

A member of a democratic society occasionally needs to
take inventory of the groups in which he participates to
determine how many of them are taking his time and are
really not making much of a contribution to his long range
goals even though they may be providing him with short run
satisfactions.

In a democratic society, many groups are perpetuated
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long after the purposes for which they wereestablished have
been fulfilled. These groups continue as honorifics who meet
for meeting’s sake.

Groups which establish arrival dates of one’s ancestors
are unique to societies such as the United States which have
been established by large scale immigrations. Having an-
cestors who arrived early gives status to individuals in all
relatively new societies even though this concept is anti-
democratic. In every community throughout the land, there
are groups whose sole purpose is to establish that certain
members of the community had ancestors who arrived
early in the settlement of the country. These groups occa-
sionally take on worthwhile tasks to justify their existence,
but their real purpose is to provide status for those who are
ancestrally qualified.

There are many groups whose sole function is to provide
a communications situation in which local gossip is ex-
changed and social controls brought to bear in the com-
munity.

The authors are not contending that individuals should
refrain from participating in the above mentioned types
of groups. They are contending that such groups are of
auxiliary worth to a democratic society and that the indi-
vidual, while he has the freedom to choose any group he
wishes, also has the responsibility to perpetuate the system
which provides such freedom. Thus, the individual should
evaluate the worth of the groups in which he participates
from two, not necessarily conflicting, points of view: his
own satisfactions and the actual or potential contribution
these groups make to other group members and the larger
society. Since most individuals do not have unlimited re-
sources to allocate to group activity, a conscious rational
evaluation may lead to a reallocation of resources to other
more significant groups.



CHAPTER

/1.

Group Evaluation

EVEN A SUPERFICIAL CONSIDERATION of the tremendous
number of man-hours expended upon group effort inevita-
bly raises the question: “Is all this worthwhile?”

In a specific group, this often takes the form of frustra-
tion, disinterest, or apathy, perhaps expressed as: “We
just aren’t getting anywhere.” Members are often unable
to identify the sources of these feelings and lack the neces-
sary skills to diagnose and correct the basic causes. Failure
to achieve group goals or to make satisfactory progress to-
ward them usually lies at the heart of such dissatisfactions.

The process of assessing the degree to which a group
is achieving its goals constitutes the heart of evaluation.
Every group needs to use evaluation in order that it may be
as productive as possible.

It has been suggested that random evaluation is always
present in any group situation; its usefulness, however, is
strictly limited. It may have an effect, but often due to the
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Evaluation has been going on
constantly in all groups.

pithiness with which it is expressed or to the status of the
critic rather than to its pertinent constructive qualities.

Not all random evaluation comes from within the
group. The community in which a group functions also
considers it a prerogative to comment upon the group’s ac-
tions. “Theyre just a bunch of snobs,” “a mutual admira-
tion society,” or “they really get things done,” are comments
representing unorganized external evaluation. Derogatory
remarks are more likely to be voiced than commendatory,
but even these often indicate the high regard in which the
group is held. The truth or falsity of such remarks usually
cannot be substantiated, but taken together they help make
up the public image of the group and contribute to its dy-
namics.

Who should evaluate a group? It might be considered
that external evaluation would be more objective than in-
ternal and hence more useful. The flaw in this view lies
in the fact that only the members can be fully aware of
all the nuances of their process. Under the democratic con-
cept the members themselves are chiefly involved in goal
setting and only they can sense all the ramifications, even
when well verbalized. Only the members can estimate the
satisfactions they are receiving from participation. Hence,
in the context of this study of the group in action, the mem-
bers themselves are the best qualified evaluators.

One important exception should be noted. Certain
groups are subsidiary to a larger organization. In many
cases the parent group retains the privilege, in varying
degree, of periodically evaluating the process of the local
unit. Organized evaluation of daughter organizations by
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outsiders representing a hierarchy or bureaucracy may
have excellent justification. It remains, however, peripheral
to the primary focus of this book.

Evaluation is a difficult process. It deals with people,
and human behavior is always complex. There is usually re-
sistance to evaluation, since the members, both individually
and collectively, are inclined to fear and resent it. Groups
as well as individuals have difficulty viewing themselves
without bias and any attempt at examination or criticism
is apt to provoke resentment. They may fear the results or
doubt their value. Some have had unhappy experiences with
poorly conceived evaluations and have developed a defen-
sive attitude. One of the important tasks of good leader-
ship is that of educating the membership to the necessity
for evaluation. Rational approaches to the problem can do
much to break down the emotional resistance.

Another obstacle to effective evaluation is the difficulty
in establishing standards upon which judgments are to be
based. In the long continuum from uselessness to perfec-
tion, “good” and “bad” must of necessity be arbitrary stops
selected by the group itself. Education in this regard is a
part of the approach to evaluation. Such judgments as
to what the group expects of itself should be demanding,
but realistic, if they are to be of maximum value.

A third deterrent to useful evaluation has long been a
lack of suitable instruments of precision for carrying it

They may fear the results,
or doubt their value.
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out. Many devices have been constructed and used; some
have been faulty, and nearly all have been subject to mis-
understanding and misuse. Improvement in this regard is
discernible, however, and the pattern of this progress will
be developed later.

If, as has been pointed out, evaluation is always pres-
ent, the challenge is to improve its quality. Random eval-
uation tends to be subjective, unsystematic, and superficial.
Such disorganization is often more destructive than useful.
The manifest evils resulting may largely be prevented in
good evaluation by (1) making sure it is objective in char-
acter, and (2) making sure it is meaningfully structured
rather than unstructured.

Always remember that evaluation is a means to an end.
Its prime purpose is toindicate changes for the future which
will increase group productivity, maturity, and worth. It
might also be described as a comparison of the actual with
the ideal, to the end that judgments of progress may be
made. It is an essential ingredient of group process, and
intelligently and skillfully used may become a vital force
in its improvement.

Good evaluation demands a great deal of a group and of
its leadership. Knowledge of the various forces making up
the dynamics of group action is essential to the selection
of suitable techniques. Such knowledge also makes a group
receptive to evaluation and capable of making use of the
facts elicited by it.

In the attempt to bring meaningful structure to the
problem of evaluation, the first question to be answered
is: What are we evaluating? All aspects of group activity
may call for evaluation; both the goal-attainment function
and the process function need inspection. It is obviously
unrealistic to attempt to make judgments over such a
broad and diffuse range at any one time. It is necessary to
choose some facet of group process upon which the in-
terest of the group can be focussed and for which the need
can be demonstrated. There must be a clear definition of
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the purpose of any evaluation before a technique can be
chosen, or a new one designed. With this accomplished it
becomes feasible to talk about means.

The following outline should facilitate referral to
some of the elements of group functioning which can be
evaluated.

A. The group and its dynamics

Atmosphere or climate of the group.
Communication pattern of the group.

Involvement, or participation pattern of the group.
Level of performance as compared to standards.
Degree of social conformity; social control.

Degree of identification of members.

General role definition of members and subgroups.
Unit act roles performed by members.

Individual human relations skills.

Quality of the resolution of individual differences.
Adaptation to group size.

Use made of evaluation.

Conformity to community values and goals.

Status of the group as related to others.

. Community expectations and group goals.

Identity with institutional values.
How extra-community controls affect the group.

B. Goals and objectives

—
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Effectiveness of goal consideration.

Degree of consensus in objective formulation.
Understanding and acceptance of goals.
Clarity of the statement of objectives.

The dynamic qualities of group goals.

The achieveability of objectives.
Compatibility of goals with community values.
The developmental aspects of goals.
Cooperative determination of goals.
Evaluation potential of goals.
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C. Techniques

1. Appropriateness in relation to member abilities and
skills.
Appropriateness in relation to internal dynamics.
Appropriateness in relation to external dynamics.
Compatibility with stated objectives.
Creativity as expressed by adaptation and invention.

Ui o

Once a group obtains consensus on the need for eval-
uation and on an area suitable for its application, methods
for carrying it out must be chosen. Evaluation methods are
simply group techniques. They occupy a position in group
process comparable to organization techniques, planning
techniques, information techniques, or action techniques.
Actually, many techniques originally developed for entirely
different purposes may be applied as evaluation methods.
For example, small group discussion, panel discussion, and
many others may be used primarily for evaluation if prop-
erly structured. Many methods have also been designed
specifically to accomplish objective and meaningful eval-
uation.

Specific evaluation techniques may best be illustrated
by the use of check lists developed to facilitate the applica-
tion. These forms are only tools for the accomplishment
of the technique and should not be regarded as the com-
plete description of the method. A number of exampies of
these forms are exhibited in Part II to help illustrate the
various types and levels of evaluation. Each has been de-
signed and used for a specific purpose and will probably
not serve in another situation. It should prove useful to
study them, and the rationale behind them, prior to adapt-
ing them and creating new techniques to meet the special
needs of the individual group.

Pending the presentation of the more detailed technical
devices in Part II the following discussion may be consid-
ered introductory and for orientation only.
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The most elementary technique for evaluation is sim-
ply heeding the unstructured random criticisms which oc-
cur constantly. A first step in formalization would be to re-
quest comments from the membership from time to time
on specific items of group progress and process. It is quite
a common practice to pass out “end-of-meeting” slips ask-
ing for written comments which can then be discussed.
This is further elaborated under evaluation techniques in
Part II. Such simple methods have their value. A collection
of such comments, with or without signatures, produces
many worthwhile ideas and has the great advantage of giv-
ing everyone an opportunity to participate. If such slips
can be collected and summarized by really objective mem-
bers, and if this is followed by intelligent discussion, much
benefit may ensue. Often, in a group not accustomed to
evaluation and not completely sold on it, this may be the
most that can be attempted. It falls far short of the ideal,
however.

More sophisticated and meaningful methods which in-
volve the entire group can only be developed and applied
as the group begins to see the value to be derived and to
overcome their fears as to the results. The development of
better methods of whole-group evaluation, of which there
are many, calls for a re-examination of the basic elements
of group process, particularly its internal dynamics. Forms
based upon internal dynamics of a group and upon the
concept of group maturity will be presented. Progress to-
ward goals was mentioned as an extremely important as-

"End-of-meeting’’  slips
should be collected and
summarized by really
objective group mem-
bers.
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pect of evaluation, and a device designed to measure this
is also given among the whole-group evaluation forms.

The evaluation techniques suggested so far involve the
entire group in the procedure, usually by filling in forms or
check lists. An alternative method consists of the use of
a group observer, or an observer team. This may involve
the use of personnel outside the membership, but usually
and more usefully makes use of artificially externalized
group members who are assigned the responsibility for ob-
serving and reporting on the interaction and process of the
group. The importance of having individuals of the highest
possible ability in human relations skills for this post
should be obvious. They must have the basic attributes of
tact, politeness, and diplomacy as well as an extensive
knowledge of group dynamics if they are to observe and re-
port objectively as a basis for evaluation.

Two principal forms of observer function are noted. The
anecdotal observer concentrates upon the group as a whole
— how it functions, what difficulties it encounters, and
how these might be overcome. The verbal interaction
process observer focusses attention on the individual par-
ticipation of the group membership. The pattern of inter-
action and the qualitative aspects of participation may be
determined and recorded, often diagrammatically, by some
of the devices which have been developed in this field. By
determining the unit act roles (described in Chapter 5)
played by the individual members and by recording the

Another way to make these kinds of evalu-
ations is to record who participates
and the purpose or unit act role

performed. . ..
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number of times specific roles are played and the sequence
in which they appear, the observer may shed much light
on the real causes of group success or failure.

Group observer devices may attain a considerable de-
gree of complexity. Advanced methods attempt to record
interaction on both a quantitative and qualitative basis. In
addition to recording the nature of participation, these meth-
ods try to record the direction and the vigor or force. This
can be done verbally, but it is more common to resort to
graphic methods. The resulting diagram is known as a socio-
gram. This technique calls for highly skilled observer teams,
and it also is axiomatic that small segments of group proc-
ess, both in content and time, must be selected for such
study in depth.

Along with the forms and check lists for gathering eval-
uation material shown in Part II will be found some de-
scriptive material and some actual illustrations. Groups
should, however, develop and use their own evaluation
tools according to their particular needs. Any attempt to
fit the group’s problems to the specific examples cited can
only limit creativity and ultimately down-grade the quality
of the evaluation.

Evaluation seems very prone to slip away from the
mainstream of group process. With some it becomes an end
in itself, rather than a means to group improvement. To
others it turns into a pleasant pastime which always amuses
but never arouses the membership. Improperly managed,
evaluation can be a destructive force, demolishing group
unity and undermining established and effective procedures
of all kinds. It calls for highly developed skills in its insti-
tution, its use, and in its final interpretation and implemen-
tation.

The discussion may have inadvertently left the im-
pression that gathering material for evaluation is evalua-
tion. Information assembled by any means is only the raw
material for evaluation. It must be summarized and re-
ported to the group, and only the group consensus can
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establish the interpretation to be put upon it and decide
what action is to ensue.

If evaluation has been well conceived the entire group
will understand its purposes and the implications of the data
obtained. One of the chief benefits of evaluation lies in its
educational aspects. There is no better way to learn the ele-
ments of group process than to apply them in an evaluation
analysis. The manner in which group members can bring
maturity and objectivity to the interpretation and applica-
tion of evaluation data is a measure of their understand-
ing of the group process as a whole.

Evaluation need not be complex or difficult. Quite often
the most simple form that can be devised will be the best.
Evaluation cannot be imposed upon a group which does
not wish it, but some form of structured evaluation will be
of benefit to any group. Selling, explaining, and teaching
evaluation is a function of the leadership, but the practice
and interpretation is a matter for the whole group. One of
the goals of the study of groups is to improve group produc-
tivity. Evaluation is a potent force toward this goal.

Evaluation demands a great deal of leadership.



PART

2. Techniques






Introduction

MosT PEOPLE HAVE “how to” questions about the group
process. They want to know how to improve groups, how
to develop leadership, and how to secure group action.
These have been their aims in reading this book. It has
been consistently maintained that only by a basic under-
standing of the socio-psychological and sociological factors
involved could these questions be answered and those an-
swers put to use, While this section will approach the
question of techniques in a “how to” fashion, no dilution
of this principle is implied. Without the basic philosophic
discussion and the general system of analysis of group
process which has been given, the subsequent material
would not be very meaningful.

Techniques have been likened to the vehicle which
helps move a group toward its goals. The specific, repre-
sentative, methods which will be presented in considerable
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detail are merely examples of some of the most familiar
of these vehicles. Some are common, and have simply been
analyzed by modern sociology for better description. Others
represent modern revision, expansion, or invention, de-
veloped as better understanding of the nature and im-
portance of group techniques has appeared.

The specific methods presented fall rather naturally
into three groups. The first group might be considered
“meeting,” or “session” techniques, designed to either bring
information and understanding to a group, or to move a
group to action. Examples of this technique will be pre-
sented in considerable detail. Techniques to be used when
the group situation is expanded, either in size or in time,
are dealt with in considerably less detail in the second in-
stance. Evaluation methods, essentially a technique for
improving group process rather than for approaching spe-
cific goals, make up the third set of methods to be pre-
sented.

The choice of the specific techniques to be described
under the first category carries no implication that these
are the best methods. All are designed, ordinarily speaking,
to inform or to stimulate action and are basically appli-
cable to the single session, or even only part of a session.
They are presented in the main in a “pure” form with
complete realization that they are seldom, if ever, put to
use in exactly the way described. There are three reasons
why it is important to understand these pure forms as they
have been analyzed and recorded by students of group
process.

1. There is considerable confusicn as to the nature of
many of the techniques. For example a panel dis-
cussion may be condemned as unsatisfactory for a
certain purpose after a demonstration which was
called a panel discussion, when the whole process
was in fact a symposium. Therefore the more or less
well known methods should be carefully defined.
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2. Many of the most successful group methods are
achieved by combining techniques, and an intelligent
combination depends first upon understanding the
elements to be combined.

3. A description of a number of the best known and
most frequently used techniques in “pure” form al-
lows for the development of an outline format, a
logical framework which anyone may find valuable
in devising new techniques.

The format under which each of the well known tech-
niques is presented constitutes a framework for its appli-
cation. It consists of an opening statement containing a
definition of the method and noting the important ele-
ments of internal dynamics which it brings to bear on
the problem at hand. The potential forces available in the
technique are summmarized. The essential purposes or ob-
jectives for which the technique might be chosen are
then considered. This is followed by a listing of the usual
conditions under which, or situations in which, it may be
useful. A check list of the steps in the application is then
given, both from a general standpoint and from the stand-
point of all the usual leaders involved. In essence the
questions “why,” “when,” and “how” regarding the method
are answered. A final section of cautions or warnings about
some of the hazards of the techniques ends the presentation.

In spite of the fact that only generally applicable ma-

A panel may be con-
demned because there
has been no inter-
change of ideas be-
tween panel members,
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terial can be used in these outlines, they reach a rather
formidable length. The reader may wish to read only the
opening discussion of each and the full outline in a few
cases. Experiences have shown, however, that when some-
one actually starts to apply an unfamiliar technique there
is almost never enough detail available to satisfy his de-
sires. Hence the rather extensive and detailed presentation.

Many group situations are either too large or too long
lived for any single technique to be generally applicable.
Therefore, in a much less detailed manner, some atten-
tion is given to working with large groups, to conferences,
workshops, institutes, and the like.

Evaluation techniques, making up the third grouping,
are presented in another manner. Essentially these are
group process techniques and their first reason for existing
is to improve the workings of the group. In a secondary
fashion, however, they may be among the most valuable
ways of eventually achieving both group education and
group action. There is some discussion of the various ways
of going at the type of group introspection called evalua-
tion and these ways are illustrated chiefly by the presenta-
tion of forms on which evaluation may be recorded. Again,
they are only illustrative, and methods designed on the spot
to fit individual situations will usually be much better.
Considerable knowledge of group process and a knowledge
of how others have gone at the job will contribute im-
mensely to the creation of evaluation techniques.

Finally it is hoped by this approach to develop skill
in selecting a technique, in applying it, in the combining
of techniques, and most important of all, in creating tech-
nical solutions to problems as they arise.



TECHNIQUE

1.

Small Group Discussions

THIS TECHNIQUE may be defined as face-to-face mutual in-
terchange of ideas and opinions between members of a
relatively small group (usually five to twenty). It is more
than the random, desultory, or unstructured conversation
which occurs whenever small groups congregate; it has
method and structure, but it can still be informal and
democratic in every sense. The occurrence of a small group
discussion implies a common concern regarding a desire
for information, a problem to be solved, or a decision to
be made.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It permits maximum interaction and interstimulation
between members.

2. It can place responsibility on all members to partici-
pate and to be prepared with facts and ideas.

[181]
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SMALL GROUP DISCUSSIONS

It can teach members to think as a group and develop
a sense of equality.

It sets up situations from which leadership may
emerge.

By it all members may broaden their viewpoints, gain
understanding, and crystallize their thinking.

By it members are encouraged to listen carefully, to
reason, to reflect, to participate and to contribute.

It permits leadership responsibility to be shared by
all who contribute.

THIS METHOD MIGHT BE CHOSEN .

1.

o
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13.

Teo identify and/or explore mutual concerns, issues,
or problems.

To increase awareness, appreciation, and understand-
ing of mutual concerns, issues, cr problems.

To generate interest in ideas, issues, and problems.
To supply and diffuse information and knowledge.

To motivate a group to action.

To involve members in the problem-solving process.
To get members to crystallize their own thinking.
To form group opinicn or concensus.

To assist members to express their ideas in a group.
To create awareness cf issues and problems.

To encourage and stimulate members to learn more
about problems and ideas.

To develop a core group of people for leadership pur-
poses.

To develop an informal and permissive group at-
mosphere,

THIS METHOD IS USEFUL .

1.

2.

When the group is small enough for everyone to be
involved in discussion.
When the members have enough interest in the prob-
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lem and want to know more about it or solve it
through overt participation.

When the group members are willing to listen to all
sides of a problem and work for agreement, under-
standing, and/or solution.

When the group standards are such that members of
the group are willing to exchange ideas and points of
view and to explore deeply into a problem.

When there is a willingness and skill on the part of
the members to communicate with each other.
When the level of human relation skills of members
is adequate to facilitate good discussion.

When there is enough difference or heterogeneity of
opinion and understanding to make discussion pro-
ductive.

When the group atmosphere is such that permissive-
ness and good feeling prevails.

When the participation is to be distributed throughout
the group and not leader-centered.

When there is need for some members to strengthen
their identity with the group.

When members have some understanding of func-
tional unit act roles.

Blackboard 5\ Recorder
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A suggested setup for a small group discussion.
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HOW TO USE THIS METHOD
The Group Should:

1.

W

10.
11.

12.

13.

Have the group objective clearly in mind and the
meeting, or segment of a meeting, in which the tech-
nique is to be used.

Consider alternative means that might be used to
accomplish the objective.

Make sure the group has a problem, idea, concern, or
issue that is worthy of discussion.

Select or provide for the selection of a chairman who
can think rapidly and clearly, who can ask pertinent
questions and not take sides, who can stimulate think-
ing, and who can summarize well.

Select a meeting place appropriate to the size of the
group.

Arrange the group in a circle or square so each per-
son can see every other person.

Provide table space if convenient for the entire group.
Keep it informal by having all members, including
the leader, stay seated during the discussion.

Have proper equipment, such as blackboard, chalk,
and paper, available.

Appoint a discussion recorder.

Give everyone a chance to talk but agree there will
be no “speech-making.”

Encourage ease, informality, good humor, and
friendly disagreement.

Keep the discussion directed and on the track — but
let the group lay its own track,

Give everybody a chance to talk, but
don’t tolerate ““speech-making.”
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Take time at appropriate intervals, at least every 10
or 15 minutes, to summarize and draw loose ends to-
gether.

Keep the group conscious of accomplishment and of
the objective by frequent statements of progress by
the chairman and/or recorder.

Discuss with fairness and objectivity, and aveid fault-
finding, bias, and cynicism.

The Group Lleader Should:

1.

2.

10.

11.

12.

13.

14.
15.

Meet with other members of the leadership team and
discuss the functions and operations of the team.
Assist the group to define clearly their problem or
objective.

Aid the group in establishing the necessary structure
to accomplish their objective.

Encourage the expression of ideas by all members of
the group.

Refer questions back to the group.

See that facts are made available when needed.

Ask questions and make summaries without letting
personal views intrude.

See that all aspects of the question or problem under
discussion are explored.

Help the group to distinguish facts and sound argu-
ment from prejudice and opinions.

Call for frequent statements of progress from the dis-
cussion recorder.

Establish and maintain an informal, cooperative, and
permissive group climate.

Help the recorder by drawing summary statements
from the group “for the record.”

Keep the discussion on the subject and keep it pro-
gressing toward the objective established by the group.
Make suggestions instead of giving directions.
Stimulate and maintain a spontanecus exchange of
ideas and of thinking.



When necessary bring in humor to
enliven the atmosphere — but this
kind isn’t recommended.

16. When necessary bring in appropriate humor to enliven
the atmosphere.

17. Translate poorly worded statements into clear state-
ments that communicate.

Good Members Will:
1. Prepare for the discussion in advance of the meeting
if possible.
2. Contribute to the discussion and assume any role
the group needs to have filled.

3. Help the group define its discussion goal or purpose.

4. Encourage participation and help keep the atmosphere
permissive.

5. Supply or seek facts and opinions when needed by
the group.

6. Put personally centered roles aside and admit error if
the situation demands.

7. Try to understand what other members say and also

what they mean.

Encourage the group and consciously try to build a

feeling of “we-ness.”

9. Assume leadership responsibility when necessary.

10. Accept the conclusions of the group if arrived at by

democratic processes.

11. Confine remarks to short periods of time. Two to three
minutes is the maximum time for a contribution.

12. Express vicws and ideas without waiting to be prod-
ded by the leader or other members.

®
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A Good Recorder Will:

1.

Meet with the leader and other members of the dis-
cussion leadership team in advance and discuss the
function of the team and particularly the recorder in
the group.

Record the sense of the discussion, not every word
that is spoken.

Note the issues and questions discussed, the decisions
reached, the proportion of the group in agreement,
and significant minority opinions. Ask for clarifica-
tion of ideas, decisions, etc., for the record.

Ask the leader to poll the group if in doubt whether
an idea or statement should be recorded. Make sure
agreements, disagreements, or decisions actually ex-
ist or are made.

Remind the group when they get off the subject. This
assists the leader in keeping discussion “on the beam.”
Report on discussion progress during a discussion
period when called upon by the leader or group mem-
bers. Make a summary of main points, agreements,
disagreements, and decisions at the close of the meet-
ing.

Work with the discussion leader, the observer, and
the resource personnel as a member of a team.

Edit and prepare a copy of the discussion notes for the
record as soon as possible.

The Observer Will:

1.

Serve on the leadership team with the special assign-
ment of viewing the group in action and reporting
his findings.

Meet with the other members of the discussion leader-
ship team and discuss the function and operation of
each member of the team.
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Observe what is happening during the discussion and
report this to the group.

Examine objectively the group’s method of procedure
and operation — how the group works rather than
what it does.

Help the group function more effectively by supply-
ing insights into the operations of the group process.

Keep removed from participation in the discussion.
Describe for the group the process being used as it
works.

Make an oral report to the group, describing and sum-
marizing how the group is operating (how the dynam-
ics of the group are being utilized). The decision on
how and when this should be done should be reached
with the leader.

Stimulate the group to evaluate its patterns of opera-
tion and to work toward more efficient operation.

The Consultant Will:

1.

2.

Contribute relevant facts, points of view, and experi-
ences to the group when and as they are needed.

State facts and views as contributions to the discus-
sion, rather than as final thought on the ideas under
discussion.

As a general rule contribute when requested to do so
by the leader or other members of the group.
Volunteer when confident the contribution will help
move the group toward its objective.

Help the group at the close of a discussion to supple-
ment the results and record of their discussion.

Be prepared at the close of a discussion to suggest
further steps for the group to take in their discus-
sions or in applying their conclusions in follow-up
action.
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Work closely with the discussion leader, observe, and
record as a member of the leadership team.

Work closely with the discussion leader, observer, and recorder as a

member of the team.

CAUTIONS

1. There must be a problem to be solved or interrelation-
ships to be found.

2. The results or accomplishments of discussion are
related directly to the preparation of the group mem-
bers with facts, general information, and ideas about
the problem being discussed.

3. A discussion group is no place to keep ideas a secret;
each member must be willing to share information.

4. Good discussion is based on and requires objective
thinking.

5. Discussion that follows the steps of problem solving
and decisicn making is more effective than unorgan-
ized and random discussion.

6. Listening is vital to discussion; each member must
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hear every other member and do some thinking about
what he hears.

Good discussion depends upon individual contribu-
tions.

The designated leader must be qualified and have the
necessary experience and training to lead a group dis-
cussion successfully.

The domination of discussion by one or more per-
sons will limit the effectiveness and use of this tech-
nique.



TECHNIQUE

2,

The ‘“Huddie’ Method
(Discussion 66 or Phillips 66)

THis DEVICE for breaking down a large group into small
units to facilitate discussion was described and popular-
ized by J. Donald Phillips, of Michigan State University.
The alternative names are derived from the idea of six
persons discussing a subject for six minutes. Essentially
it consists of a division of any group into small groups of
four to six members for discussion purposes.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It allows for the creation of an informal atmosphere
no matter how large the group.

2. It permits participation of all those present.

3. It stimulates pooling of ideas within the small group
and by means of the reporting to the large group fa-
cilitates over-all communication and participation.

4. It encourages a division of labor and responsibility.

[191]
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It sccures maximum total individual identification
with the subjcct-problem at hand.

It is a rapid method of obtaining consensus.

It encourages thc development of individual confi-
dence in the democratic process.

It makes it verv difhcult for discussion and recom-
mendations to be controlled by authcritarian leaders
or by small vociferous minorities.

It helps to iree individuals of their inhibitions against
participation by identifying their ideas with a small
group which then may become the protagonist,

The method often provides welcome rpelief from fa-
tigue, boredom and monotony as large meetings seem
to bog down.

THIS METHOD MIGHT BE CHOSEN .

1.

3.

To obtain information from the group, as to their
interests, needs, problems, desires, and suggestions
to be used in the planning of programs, activities,
evaluation procedures, and policies.

To arouse audience intcrest at the outsct of a pro-
gram, Group interest, concern, and identification can
be rapidly built up by this method and a mental set
for listening and learning may be established. The re-
sults of such discussions may or may not be com-
mumnicated to the speakers.

To increase involvement subsequent to various types
of presentation. This may take the formn of requests
for clarification or further information, for attempts
to apply general principles to specific situations or to
other ways of internalizing the subject matter. Tt
often leads to useful suggestions for action or final
solutions.

THIS METHOD IS 1ISEFUL .

1.

When t 2 is a desire to broaden the base of com-
munication and participation,
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2. When it is desired to tap the total resources of the
group membership in relation to the subject-problem.

3. When there is a need to analyze a complicated prob-
lem which can be logically broken into component
parts and segments assigned to various huddle groups.

4. When it seems desirable to broaden responsibility
by securing participation of every member. This can
be expanded in scope by the assignment of separate
segments to various groups and the assignment of
specific roles to various individuals within each group.

5. When it seems important to create an informal, per-
missive, democratic atmosphere.

6. When the rapid pooling of ideas from a large group
is needed.

7. When there is a desire to obtain consensus, or to de-
termine if consensus exists.

8. When it is desirable to create individual identity with
the group or its problem.
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If you plan to use the “huddle,” try to vutilize your meeting space
something like this.
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11.

12.

13.

14.

15.

16.

It is difficult to remain
anonymous in a group of
six.

When it seems worthwhile to try to develop individual
security and confidence in problem solving and the
democratic process. Such confidence gained in the
huddle situation may extend to his participation in
the total group situation. It is difficult to remain
anonymous in a group of six.

When it is desired that the democratic process be
bolstered in relation to possible authoritarian control.
When it scems advisable to stimulate motivation by
a change of techniques.

When it appears that individual needs and interests
are not being well expressed or met in the larger group
situation.

When group standards and social controls are inade-
quate in the larger group and it is difficult to maintain
thought and discussion at a suitable level. The huddle
is a “forcing” situation for thought and discussion.
When one wishes to take full advantage of the hetero-
geneity of the group. Those with varying levels of
experience, knowledge or background are much more
willing to speak up in the small group; to express
minority ideas.

When communication and human relations skills are
obviously not well distributed within the larger group.
When subject matter is of such nature as to make it
more easily discussed in a small group.
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HOW TO USE THIS METHOD
The Group Should:

1.

The

Have clearly in mind the objectives of the meeting
and the segment of the meeting in which the tech-
nique will be appropriate.

Consider any alternate means which might produce
equally good results.

Thoroughly think through the purposes for which
the method is to be used.

Have the questions to be asked of the huddle groups
prepared in advance; written on cards if need be.

Group leader Should .

Explain the procedure to the entire group — why it
is being used, the mechanics involved, the time to
be allowed, the expectations from the method.

Make the division into the huddle groups. Often this
can be done by prior seating arrangements, but at
times a “counting off” or other method may be nec-
essary. This is an efficient way to break up cliques.
Give such general instructions as: Get acquainted
with each other. Select a chairman to encourage in-
teraction within the huddle. Select a recorder-spokes-
man to keep a record and to report back to the gen-
eral meeting. Allow about two minutes for carrying
out these procedures.

Ask the chairman and the spokesman to identify them-
selves to make sure this instruction has been carried
out.

Preferably hand out written copies of the questions to
be discussed.

Repeat the time allowance and suggest that some com-
ment be obtained from each member. Ask for and
answer any questions which have arisen.

Move among the groups so as to be available for clari-
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fication and to determine progress being made. If it
seems desirable the time may be extended, but a one
minute warning should be given before calling time.

If the number of huddles, or lack of time, precludes a
complete report back, ask the groups to take two
minutes to rank their ideas in order of importance
and pertinence.

Collect the reports from each group (written or verbal),
classify them and prepare a summary. The procedure
at this point develops infinite variety as a result of size
of meeting, types of questions discussed, use to be
made of them, etc.

Make an attempt to see that all significant points of
view are brought before the general body in one form
or another.

CAUTIONS

1.

0

This method has little value in disseminating infor-
mation except as it taps the knowledge and experience
of the individual group members.

The method tends to be overused by those who have
experienced success with it. Like any other technique,
it is useful only for certain purposes and under certain
conditions.

The mechanical problems involved are formidable;
rigorous prior planning is called for to minimize them.
Huddle groups cannot produce above the level of
knowledge and experience possessed by the indi-
viduals. It is well to be realistic regarding results ex-
pected.

Time limitation and reporting back are essential fea-
tures of the technique, but too much emphasis on them
may hamper discussion.

Failure to make adequate use of the material obtained
may create frustration among those who worked hard
to produce it.



TECHNIQUE

3.

The ‘“Buzz Group’ Method

AN ALTERNATIVE METHOD of breaking a large group into
small segments to facilitate discussion is called the “buzz
group” technique. Although the term is sometimes used
interchangeably with “huddles” or “discussion 66” it is re-
served in this instance for two-person discussion groups.
Since many of the characteristics and basic elements of
this method are identical with those of the “huddle,” only
the exceptions and the relatively unique aspects will be
noted.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. Itis an extremely informal device.

2. It virtually guarantees total participation.

3. It has even greater potential for total individual in-
volvement than the huddle method.

[197]
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4. Tt is usually practicable for groups of fifty or less.
5. It is extremely easy to set up.

THIS METHOD MIGHT BE CHOSEN .

1. To provide maximum opportunity for individual par-
ticipation in an informal setting.

2. To consider many separate aspects of a subject-
problem.

3. To provide limited support to individuals for the pur-
pose of facilitating their participation in the total
group process.

4. To give opportunity for the widest possible expression
of the heterogeneous characteristics of the members
with respect to background, knowledge, or point of
view.

HOW TO USE THIS METHOD

1. A simple “count off” procedure is usually all that is
needed to set up the groups. No movement of people
is ordinarily involved.

2. There need be no chairman, but agree on who is to re-
port the results of the discussion.

3. Instructions and procedure can be greatly simplified as
compared to the huddle technique.

CAUTIONS

1. Because a large number of persons may be talking at
once a high noise level may develop. It may prove
necessary to warn against this or even to alter the
physical setting.

2. Group standards and the levels of social controls are
usually not as high in this informal setting.

3. There is always the possibility that one of the two
members of the buzz group will dominate the other
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and completely submerge any contribution which he
might make.

4. There may be wide variations in the time required to
cover a subject between the various buzz groups. The
time allowance can usually be somewhat shorter than
when six persons must air their views.
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The “buzz group” method may be used by both large and small groups.
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4.

The Symposium

A GROUP OF TALKS, speeches, or lectures presented by
several individuals on the various phases of a single subject-
problem is called a symposium. A moderator often controls
time and subject matter. Properly used, the talks should be
limited to not more than twenty minutes and the total time
of the symposium should not exceed one hour.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. This is a relatively formal method of presentation and
is comparatively easy to organize.

2. It allows for a systematic and relatively complete ex-
pression of ideas in an uninterrupted fashion.

3. By it, complex subjects and problems may be divided
readily into logical component parts.

[ 200 ]
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4. Structuring of the presentation may be obtained readily
by agreement among the participants prior to the
symposium.

5. There should be a minimum of duplication and repe-
tition and time allotments should lead to precise, logi-
cal presentations.

6. Excellent control of the subject matter, as well as of
the length of the symposium, may be attained by
mutual agreements among the participants made prior
to the symposium.

7. It must depend upon empathy with the speaker or
subject matter, or upon competitive points of view, to
develop audience interest and involvement. Hence, it
has limited usefulness in this respect.

8. There is 2 minimum of interaction between the partici-
pants.

THIS METHOD MIGHT BE CHOSEN .

1. To present basic information — facts or points of
view,

Speakers EMAo derator Speakers

I e N O

/?—/Spe}alklers Stand
with light and
) microphone

L/Platform

- Audience ——e

A suggested platform arrangement for the symposium.
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To present a relatively complete and systematic ex-

pression of ideas without interruption.

To break down a relatively complex subject-problem

on the basis of:

a. its logical component parts

b. different points of view or special interests

c. alternative proposed solutions and their con-
sequences.

When there needs to be a relatively high degree of con-

trol over logical breakdown of the subject-problem, the

subject matter discussed and the timing.

To bring together and focus different points of view

within a logical, more generalized framework or con-

text.

THIS METHOD 1S USEFUL .

1.

When group objectives, or objective of the specific
meeting or meeting segment, can be accurately com-
municated to the speakers.

When the group standards, social control, and identity
are such that the more formal means of presenta-
tion — the symposium technique — is acceptable to
the group.

When formality in presentation is not a major hin-
drance to group listening and learning.

When one is relatively sure that the level of communi-
cation used by the speakers will be understandable to
the group.

When group members have the ability and skills to
take related ideas presented in different speech seg-
ments, by different people, and integrate them into a
meaningful whole.

When the presentation of different points of view
represented in a heterogeneous group is thought to be
necessary.

When interaction among participants is not thought to
be necessary. '
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8. When it is believed that the group is not mature

enough to handle differences in opinions and/or con-
flict situations which may arise in open discussion of
the subject-problem among group members.

When the size of the group is too large to allow for
total group involvement and there is a desire to present
different points of view.

HOW TO USE THIS METHOD
The Group Should:

1.

Have clearly in mind the objectives of the meeting
and the particular segment of the meeting in which
this technique might be used.

Consider alternative means that might be used to ac-
complish this objective.

Decide in general terms how the subject-problem
should be analyzed.

The Moderator or Chairman Should:

1.

Meet with the symposium speakers well before the
meeting and secure agreement on the logical break-
down of the subject-problem, outline the general areas
to be covered by each symposium member, agree on
sequence of appearance, and decide on time allow-
ances.

Meet with the symposium speakers immediately before
the meeting to review above points.

At the meeting give the general setting of the subject-
problem to be discussed and point out its significance.
Describe the logical breakdown of the problem into
the component parts to be discussed by each sympo-
sium speaker. Set an atmosphere for attentive listen-
ing and thinking by the total group.

Briefly introduce symposium speakers.

Inform the group of the procedure to be followed, in-
cluding the role of the symposium speakers and the
role of the group during and after the formal sympo-
sium.
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Introduce each speaker more in detail as his turn

comes on the symposium and establish the qualifica-

tion of the speakers to speak on the subject assigned.

Make needed transitional statements to “carry” the

audience logically from one speaker to the next.

Perform additional functions depending on what

procedure has been set up to follow the formal sympo-

sium, including summarization or any of these alter-

native follow-up techniques:

a. Give each speaker time for a short statement of
clarification and/or rebuttal.

b. Allow each speaker to ask one or two questions of
any of the other speakers.

c. Convert the formal symposium group into a panel
for additional discussion.

d. Involve the audience in direct questioning from
the floor or in a forum discussion.

Symposium Speakers Should:

1. Attend the planning meetings indicated above.

2. Prepare concise, well-organized presentations that can
be given within the time allotted.

3. Present prepared material clearly and concisely in the
allotted time,

CAUTIONS

1. Use special care in choosing the subject-problem and
breaking the topic down into its meaningful and man-
ageable component parts.

2. Careful selection is important in naming the moder-

ator and the symposium speakers. Unbiased members
who can approach their assignment logically and make
their presentation without over-emotional involvement
are important. The moderator is just that — not a
speech maker, rebuttalist, or interpreter of symposium
speeches.
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In preplanning, limit the time of the speeches and set
a method for enforcing the time limitation. Sympo-
siums tend to run on and on.

While logical, precise presentations are the key to good
symposiums, the intcrest of the larger group must be
stimulated and maintained if the symposium is to ful-
fill its objective.
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5.

The Panel Discussion

A piscussioN before an audience by a selected group of
persons (usually three to six) under a moderator is called
a panel discussion. It might be described as an informal
committee discussion overheard by an audience. The form
of discussion is conversational — no speeches by members
or by the moderator should be permitted.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. The atmosphere can be informal or formal.

2. Limited control of the scope and direction of discus-
sion can be maintained by prior discussion among the
panelists, defining the discussion framework to the
audience just before introduction of the panel, or by
the activities of the moderator.

3. There can be no complete control by the moderator
since the panel members can ignore questions and
directions.

[ 206 ]
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It can expose and focus on different points of view,
different facts, and different attitudes on a subject-
problem.

It allows for maximum interaction and interstimula-
tion between panel members.

It often increases the interest of an audience in the
subject because of the active and dramatic presenta-
tion of the subject matter, differences of opinion,
competition, etc.

It is a useful method of defining points of agreement,
areas of disagreement, and of approaching consensus.
It divides responsibility by requiring some pre-meeting
thought and fact gathering from individual panel
members.

THIS METHOD MIGHT BE CHOSEN .

1.

2.

There can be no complete control by the
moderator since the panel members can
ignore questions and directions,

To create an informal atmosphere for communication
with the group.

To identify the problem or issues to be considered and
to explore them.

To give the audience an understanding of the compo-
nent parts of the problem.

To get different facts and points of view brought into
a discussion framework.

To weigh the advantages and disadvantages of a
course or courses of action.
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To supply facts and opinions about problems and
issues.

To create audience interest in problems and issues.
To motivate the larger group to constructive thought
or action.

To determine areas of agreement, discuss areas of
disagreement and to strive for consensus.

To force a group to face a controversial issue and to
stimulate them to join in the problem-solving process.
To aid a group confronted with a very controversial
issue which no one wants to defend or attack — the
panel spreads responsibility.

THIS METHOD IS USEFUL .

1.
2.

ut

When the group is too large for all to be involved.
When the group has an interest in the subject and
wants to know more about it, but general overt partici-
pation is not a primary objective.

When the level of group standards is such that the
members are willing to listen to both sides of a
problem and work for agreement or consensus.

When the level of group standards is such that the
members are willing to exchange ideas and points of
view with other members and to probe deeply into a
problem.

When the members impanelled are willing and able
to communicate with each other and the remainder
of the group.

When social controls are strong enough that the panel
will abide by the rules laid down as to area of discus-
sion, methods of procedure, and the role of the mod-
erator and panel members.

When the level of human relations and communi-
cation skills of panel members is adequate to facilitate
good discussion.
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When the roles of the moderator, panel members and
other group members are within the limits of the
general role definitions by the group.

When the panel members and/or the moderator have
the ability to play unit act roles expected to be needed
in the panel discussion.

When it is judged there is, or can be created, enough
heterogeneity of interests and opinion to make the
discussion worthwhile.

When heterogeneity in the group makes it advisable
to present different points of view or facts in relation
to a subject-problem.

When conditions exist that make it difficult or im-
possible for the group as a whole to discuss a con-
troversial issue rationally. There may be members in
the group who can bring the discussion to a more
rational level when placed on a panel.

Panel Members
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A suggested setup for a panel discussion.
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HOW TO USE THIS METHOD
The Group Should:

1.

Have clearly in mind the objectives of the meeting and
the particular segment of the meeting in which this
technique might be used.

Consider alternative means that might be used to ac-
complish this objective.

Make sure the group selects a timely and significant
topic that lends itself to panel discussion.

Select panel members with care. If possible, people
should be chosen who are interested in the problem or
issue, have facts and/or opinions, represent different
views, and have had different experiences. They
should be cooperative and willing to express them-
selves before a group.

Select a chairman or moderator who has the respect
of the panel, who will not take sides, who can think
rapidly and clearly, ask pertinent, reflective ques-
tions, and can summarize well.

Select panel members and the moderator far enough
in advance to give them an opportunity for study and
thought before the presentation.

Seat panel members around a table in such a way
that they can look at and talk with one another and
yet easily see and be seen by the audience.

The Chairman Should:

1.

oUW

Plan the meeting and make all necessary arrange-
ments,

Open the meeting and welcome the group.

Introduce the moderator.

Close the meeting.

The chairman may double as moderator.
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The Moderator Should:

1.

Meet with the panel members before the meeting and
coordinate the prospective program — agree upon
the scope of the discussion; divide the general problem
into discussible areas; assign rough time limits for
each phase of the proposed discussion; assign special,
individual responsibilities where necessary; and pre-
pare some form of group outline or discussion plan.
Often two meetings will be required.

Make sure that the seating arrangement is the best.
Do not seat members with similar views together.
Seat lively speakers at the ends and quiet ones in the
middle so that they may be drawn in.

Introduce panel members to the group.

Introduce the subject-problem to the general group,
secure the interest of the group, and prepare the way
for the discussion to follow. Explain the procedure to
be followed in the meeting, indicating whether and
in what way the full group will have an opportunity to
participate.

Open the discussion with a question or statement that
will immediately focus attention on the central point
of interest.

Seat lively speakers at the ends and quiet ones in the middle . . . .
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6.

7.

10.

11.
12.

THE PANEL DISCUSSION

Draw the entire panel into informal, conversational
discussion,

Enter the discussion to (1) ask clarifying questions,
(2) interpret uncertain meanings, (3) bring discus-
sion back on the track, (4) summarize, (5) close off
areas of discussion and move ahead, (6) ask “next
step” questions, and (7) interrupt speechmakers. The
moderator does not express his opinion.

Ask reflective thought questions — not yes or no
questions.

Work toward basic understanding but also probe for
points of disagreement for additional discussion.
Let participation be as free and spontaneous as pos-
sible. Address questions to the panel as a whole or to
a part of it, not to individual members, except for
clarification of statements already made or to bring
special facts or points of view into the discussion.
Present a final summary.

Turn the meeting back to the chairman if a chairman
is used, or close the meeting himself.

The Pane!l Member Should:

1.

2.

Prepare material and organize thoughts on the dis-
cussion topic,

Set an example of careful, reflective, and rational
thinking,

Listen thoughtfully to the comments of the other panel
members and strive to get their viewpoints and what
lies back of them.

Express views and ideas vigorously, clearly, concisely.
Watch for the right moment to present his viewpoint.
Change his views if logic or data prove his position in
error.

Speak only on the topic under consideration.
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Confine remarks to short periods of time. Two or three
minutes is considered to be the maximum time for
each contribution.

Keep the atmosphere of the discussion informal and
conversational.

Contribute to the clarity and unity of the discussion by
restating others’ views more clearly, reducing over-
statements, pointing out unanimity when it exists,
recognizing the presence or absence of substantiation
for any point, and shifting the direction of discussion
in case of an impasse.

Help the leader draw in other members of the panel.

CAUTIONS

1.

The success of this technique depends in a large
measure on the moderator and the panel members —
they must be carefully selected.

The discussion must not be monopolized by one or two
members.

Pre-meeting planning is an absolute necessity for suc-
cess but—

There should be no preliminary “dry-run” discussion
of the subject. If this is done the public discussion
often becomes an anticlimax — stale and stagey. Pre-
pare a simple, short outline of the points to cover.
Allow enough time — panels shorter than 30 minutes
seldom succeed — but conclude while general group
interest is still high.
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6.

The Interrogator Panel

THIS METHOD is an interrogation-discussion interchange
between a small group of knowledgeable individuals (the
panel) and one or more other persons (the interrogators),
often under the direction of a moderator. This variation
on the usual panel technique is a most effective method of
making use of experts and resource personnel. Ordinarily
the panel consists of three to five members and a single
interrogator is used to propound questions to them. The
interchange is at the conversational level, but the answers
are expected to be as precise as possible. It is a highly
effective method for obtaining specific information on a
specific topic. It is obviously more of an informational or
educational technique than one designed to lead directly
to action.

[214]
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DYNAMIC CHARACTERISTICS OF THIS METHOD

THIS
1.

Many questions can be covered in a short period.

The interaction between the interrogator and the panel
should lead to the full development of a subject.
Limited control of the direction and scope of the dis-
cussion may be maintained. Preliminary agreement
as to the general areas to be covered may involve the
interrogator, the panel, a committee, or an entire
group. Further control can be obtained by the use of
a moderator.

Control can never be complete, since all participants
must have freedom to act.

A high interest level is usually obtained as a result of
the implied competitive atmosphere created.,

Specificity of questions and answers is probably higher
under this technique than any other.

METHOD MIGHT BE CHOSEN .

To make use of the superior knowledge or experience
of certain individuals.

To explore many facets of a complex problem.

To stimulate interest in the details of a current prob-
lem.

To obtain detailed facts from the experts.
METHOD IS USEFUL .

When the group is too large to permit general ques-
tioning of a panel.

When a group is interested enough to explore a sub-
ject in greater depth than their own resources permit.
When the group is amenable to hearing a variety of
viewpoints.

When consultants can be obtained who will receive
general acceptance by the group.
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When competent interrogators, moderators, or panel
members are available within the group and are ac-
ceptable to the group.

HOW TO USE THIS METHOD
The Group Should:

1.

2.

Choose panel members who . . . can
command the language to say pre-
cisely what they think.

Determine what objectives may be accomplished by
the method and at what point it should be used.

In terms of the other known techniques, decide if this
one has the most potential for achieving the intended
goal or goals.

Delineate the general area in which answers will be
sought.

Choose the interrogator(s) with care. They should
be able to ask questions in such a way that panel
members will have no doubt that they are straight in-
formation-seeking remarks with no intent to build
logical traps or clinch debators’ points. The inter-
rogators must have the ability to adequately and
accurately phrase questions which will bring forth the
information that they are seeking.

Choose panel members who can think rapidly and
say precisely what they think. The good resource
people are not readily flustered by rapid interchanges
of ideas. Panel members on the same resource unit
should not vary widely in ability to communicate or
in level of knowledge. In such situations the superior
individual will either “under perform” in deference to
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his counterpart or go at his regular pace and cause
embarrassment by invidious comparisons being made.
The inferior individual, in protecting his ego, may
engage in diverting tactics which makes the attain-
ment of the interrogators’ goals difficult. Thus impact
can be lost.

Choose a moderator who understands the technique
and who is willing to accept the role.

Select all panel personnel far enough in advance of the
meeting to give them a chance to determine what
answers are needed to help the group toward its goals
and to get these answers.

Create an adequate physical setting. Panel should sit
so that they can see the audience, the interrogator,
and the moderator. A commonly used arrangement
is to place tables so that they form a wedge pointing
toward the rear of the platform. The moderator sits

Panel of

Resource or ) S\Moderator
“Experts" : D .

Interrogator(s)

The interrogator panel may be seated in the above manner.
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at the point of the wedge and has the interrogator(s)
on one wing and the panel members on the other.
(Figure 7).

Select a chairman to plan the meeting (with commit-
tee if needed) and make all the necessary mechanical
arrangements such as seeing that tables are ordered,
lighting is adequate, etc. He will also call meeting to
order, introduce the general topic and the moderator,
and close the meeting.

The Moderator Should:

1.

Meet with the interrogators(s) and the chairman, and
in some cases panel members, to determine how the
line of questioning will be established. One alterna-
tive is to accept the definition of the problem by the
chairman, moderator, and the interrogator(s). Another
alternative is to use some group technique such as
buzz, huddle, or more commonly, a request for indi-
vidual submission of questions. The latter may be
done at the same meeting or it may be done at a pre-
ceding meeting. If it is done at the same meeting
the panel has little time to organize the questions, but
the group is already involved and the members are
mentally set to hear answers.

Introduce the interrogator(s) and panel members to
the group as a whole.

Introduce the subject matter in enough detail to estab-
lish the position into which the interrogator panel fits
in relation to the total goal orientation of the group.
A good introduction is like a bathing suit — it covers
the essentials but is brief enough to cause interest.
Explain the procedure to be followed so that the panel
and the group as a whole do not get lost in the
mechanics of the technique.

Open the discussion by posing a general question
which starts the discussion and the subsequent ques-
tioning of the panel.
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6. Decide who shall have precedence if two interrogators
are attempting to ask questions at once, taking into
consideration the pertinence of the questions and the
relative dominance of the questioners.

7. Intervene when needed to: (a) seek further clarifica-
tion of a point under discussion, (b) press for further
interpretation if he thinks it is necessary, (c) rule
out a question because of its irrelevance to the issue,
(d) stop the response of the panel members if the
response is obviously irrelevant, (e) ask for repetition
of a question or answer if the interrogator and panel
members appear to be “talking by” each other, (f) close
off areas of discussion to move ahead, (g) interrupt
the interrogator if he makes speeches or otherwise
misinterprets his role, (h) interrupt a panel member
if the answer appears redundant or too lengthy for
the question which sought it.

8. Close off the questioning, present a final summary, and
thank the participants for their cooperation.

9. Turn the meeting back to chairman.

A Good Interrogator Should:

1. Organize questions which will bring out the points
and clarifications desired from the panel.

A good introduction is like a bathing
suit — enough to cover the essentials
but brief enough so as not to cause
interest to wane.




220

THE INTERROGATOR PANEL

Conduct himself in such a manner that the panel
members will feel free to give frank and straightfor-
ward answers to questions.

Exercise the usual good manners of conventional dis-
cussion.

Listen carefully to answers of panel members in
order to avoid duplication and waste of time.

Express questions in clear, concise and friendly man-
ner without the use of techniques which will distract
the group as a whole or the panel members.
Represent the interests of the group in seeking
answers to as many questions as possible.

Remember that in this technique he has the primary
responsibility while the technique is in process for the
direction and effectiveness of the outcome, i.e. the
learning experiences of the group. The moderator
can give guidance only by interrupting and redirecting.
The panel members have the responsibility only to
answer the questions posed them.

Observe the panel process and make certain that the
key questions which were discussed in the group prior
to its access to the panel get asked.

The Panel Members (Experts) Should:

1.

Learn the area of questioning which will be covered
and also whether the group wants facts, opinions, or
both.

Clearly indicate to the group when they are dealing
with facts and when with opinions.

Be prepared to do the job expected or decline the
invitation to appear on the program.

Give answers in precise, clear terms and as briefly as
possible.

Carefully stick to giving answers to the questions
asked and not use the situation as an opportunity to
expound a personal “pet project.”
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CAUTIONS

1.

N o

For maximum value, use the technique in conjunction
with other techniques which involve the total group in
devising questions or lines of questioning to be used.
The technique, while it provides for details on a
problem and gets answers to specific questions of the
group, is quite time consuming.

Use panel members (resource people) who have a
high level of human relations skills and an ability to
shift their patterns of thought rapidly in line with the
nature of the questioning.

The successful use of this method depends heavily
upon the ability of the interrogator(s). The moder-
ator has limited control of direction, but the inter-
rogator, by his questions, gives major direction to the
discussion.

Premeeting planning is a necessity for success. It is
desirable for the moderator to meet with both the
interrogator and the panel. With the interrogator
he makes certain that there is an understanding of
the area in which questions will be asked and the
kinds of specific questions to which the group wants
answers. With the panel members he explains the
areas in which questions will be asked and how much
time is available. He urges them to be brief and
definite.

A “dryrun” of the discussion is never desirable.

The interchange will be stimulated if the interrogator
is given a few minutes to visit with the panel prior to
the meeting, and if the moderator goes over the ground
rules informally with them before going on the plat-
form.
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7.

The Committee Hearing

THE QUESTIONING of an individual by several persons con-
stitutes the group technique known as the committee hear-
ing. In its formal style, as practiced by various committees
of Congress, it has been made familiar to nearly everyone
through the medium of television. It can be used much less
formally as a group method by setting up a committee of
members to obtain information from a consultant for the
benefit of the entire group. Such a committee forms a
bridge between the group and the expert.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It is essentially a formal method.

2. It permits rather flexible control of the situation by the
committee.

3. Interest is usually high because of the verbal interplay

[ 222]
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between questioners and expert. This can be further
increased to the point of deep psychological involve-
ment by means of establishing a competitive atmos-
phere.

4. As compared to the interview, which it resembles, the
committee hearing makes much greater use of varia-
tions in knowledge, skills, and abilities of the ques-
tioners.

5. Good questioning is often obtained because of the mu-
tual support and sharing of responsibility afforded the
committee members.

6. It encourages cooperative thinking and questioning.

7. Each questioner has time to consider his questions
while another has the floor.

An atmosphere of “closeness’” . . . can
be created between the group
and the speaker,
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THIS METHOD MIGHT BE CHOSEN .

1.

o w

To stimulate interest or obtain information, facts,
opinions, or policy pronouncements in a total group
setting and in context meaningful to the group. Es-
pecially when there is a desire to probe deeply in cer-
tain areas, this technique can be used for many pur-
poses varying from informal gathering of experience
information to questioning “hostile witnesses” regard-
ing administrative policy or stands on political issues.
To create a psychological bridge between the speaker
or resource person and the group — the questioning
committee from the group can often perform this
function. An atmosphere of “cleseness” or group rep-
resentation can be created between the group and the
questioners.

To help make better use of a speaker or consultant

who:

a. Has difficulty expressing himself before a group in
a lecture setting,

b. Tends to be verbose and rambling — has difficulty
organizing his presentation.

c. Has difficulty speaking to the level of the group.

d. Tends to be evasive, develops his points too rapidly
for the group, or is superficial on certain critical
points of information or opinion.

e. Has difficulty judging the interest and concern
areas of the group.

f. Is so clever with words or argumentative techniques
that he would be difficult for any one member of
the group to handle in an interview situation.

To question in a logical organized fashion. A question-

ing committee will prcbably come closer to meeting

this criterion than the entire group would.

To conserve time in the meeting.

To conserve time for preparation — the questioning
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committee can meet together and then meet with the
consultant to organize the presentation.

THIS METHOD IS USEFUL .

1.

2.

Resource or

When the objectives of the group or of the particular
meeting are difficult to explain to an outside speaker
OT resource person.

When the more conventional methods of the speaker,
a lecturer, or general discussion do not appear to be
the best means.

When there is need for the role of a psychological
bridge between the speaker or resource person and the
group.

When group standards and social control in the group
are not at a level so the group as a whole will obtain
the desired information from the speaker or resource
person.

Questi_oning
Committee

Expert(s)
g
3

Microphones

\

L— Platform
L Audience —_—

Seating for @ committee hearing may be arranged in this manner.



226

5.

10.

11.
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When an individual member of the group or the group
as a whole does not have the human relations and
communications skills to obtain the desired informa-
tion from a speaker or resource person, it is possible
that a small group of members (the questioning com-
mittee) would possess the needed skills.

When it is desirable to establish a permissive atmos-
phere and communication pattern with the speaker
or resource person that will lead to greater participa-
tion by group members in subsequent questioning and
discussion.

When the size of the group is too large for effective
group questioning of the speaker or resource person,
but where there is a desire to involve directly several
people in a direct participation role (questioning com-
mittee).

When it is believed that each individual, or the ques-
tioning committee as a group, have greater skills
than does the group as a whole at playing unit act
roles that will lead to more effective use of the speaker
OT resource person.

When there is some degree of heterogeneity of in-
terests or points of view in the group and there is a
desire to represent several of them in the questioning.
When group standards are such that all group mem-
bers will not assume the responsibility for thinking
through a line of questioning to be used with the
speaker or resource person. This responsibility can
be given to the questioning committee.

When the individual group members feel insecure in
the position of the role of questicning an expert.
There may be certain group members that will feel
secure in this role and can be used as the questioning
committee. In some cases individual members may
feel insecure and not perform the questioning func-
tion if the group as a whole is to ask questions, but.
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if given the assignment by the group will attempt
to perform the questioning function.

When it may be desirable to avoid feelings of aggres-
sion and projection against the expert. To keep these
at a minimum it may be decided to choose a question-
ing committee that will probably be rational in their
questioning.

HOW TO USE THIS METHOD
The Group Should:

1.

gl

Have clearly in mind the objective(s) of the meet-
ing and the particular segment of the meeting in
which this technique might be used.

Consider alternative means that might be used to ac-
complish this objective.

Secure a qualified subject-problem expert. Such a
person will usually come from outside the group but
may be a member of the group.

Secure a questioning committee — capable as secure
individuals in human relations and communication
skills and subject matter. Usually they will be mem-
bers of the group. However, in some cases it may be
well to have one or more of the questioning commit-
tee be people from outside the group if they have spe-
cific questioning abilities or subject or authority com-
petence needed by the group.

The questioning committee should meet and think
through the important aspects of the problem, the
framework for questioning, the important areas for
questioning, the level of questioning, the procedure,
and timing. The questioning committee may wish to
involve the entire group in suggesting significant areas
for questioning,

The expert and the questioning committee should
usually meet in advance of the meeting and decide
the general framework for questioning, the major
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areas of questioning, the procedure to be followed,
and timing. This should enable the expert to refresh
his memory, secure additional information, and or-
ganize his thinking. It may open up new avenues
of questioning for the questioning committee.
Definite assignments should be made on who is to:
introduce the expert and the committee, give the
background on the area to be discussed, set the frame-
work and procedure for listening, and define the role
of the remainder of the group during and following
the hearing.

In some cases, the expert may be allowed to make a
brief formal statement at the beginning of the hear-
ing.

The qualifications of the expert should be established
in the introduction or early in the committee hearing.
The questioning committee should always keep in
mind, and in fact may want to assign specific tasks
to committee members, the unit act roles that need
to be performed if the hearing is going to be most
meaningful to the group — orienter, clarifier, inte-
grator, energizer, harmonizer, summarizer, etc.
There may be need to assign someone the specific
role of final summarizer. It may be a member of the
questioning committee, the chairman, or a group
member given the specific assignment of determining
significant facts, opinions, agreements, or differences
of opinions and reporting them to the group for dis-
cussion or acceptance.

The questioning committee should strive to establish
themselves with the entire group as their representa-
tives in the committee hearing situation.

Attention should be given to the physical setting of
the meeting. The arrangement should be such that
everyone can see and hear. Different psychological
effects can be obtained by the relative placing of the
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expert, the questioning committee, and the remainder
of the group. For instance, it is possible to create the
impression of committee dominance by placing the
committee on a raised platform which allows its mem-
bers to look down to the person being questioned.
Place the remainder of the group in a semicircle so
that they can see both the expert and the questioning
committee. For a more permissive atmosphere place
the expert among the questioning committee mem-
bers with the remainder of the group distributed in
an informal arrangement around them.

CAUTIONS

1.

2.

3.

elect the expert with care. A reluctant or insecure
expert may contribute little to the meeting.

The questioning committee should ~carefully plan
their questioning. Unorganized questioning will prob-
ably not produce much significant information. This
does not mean that the committee should not be flex-
ible in following up significant leads.
Beware of the dominant position that the questioning
committee may have over the individual expert. De-
pending on the objective of using the committee
hearing technique the degree to which this potential
dominance is used should be kept in mind.
The questioning committee should always remember
that they are representing the group as a whole. Thus
questioning should be in line with the groups’ in-
terests and concerns and at a level and at the speed
of idea development understandable to the group.
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8.

The Dialogue

A piscussIoN carried on in front of a group by two knowl-
edgeable people capable of thoughtful communicative dis-
course on a specific subject is called a dialogue. It is less
formal than a lecture or a panel discussion and has many
unique dynamics of its own.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It can be very informal and conversational.

2. It allows direct and easy communication of informa-
tion and points of view by the dialogue members,
usually experts.

3. It allows for mutual support and sharing of responsi-
bility between two people.

4. It allows for interpersonal stimulation.

5. It aids unskilled speakers in presenting their ideas.

[230]
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It usually creates great interest among other members
of the group.

It is simple in form and easy to plan and carry out.
It allows for clarificaticn, logic, validation, and con-
sistency as the discussion develops; and permits ex-
pression of two points of view.

It allows for control of the framework of the discussion
but also permits flexibility as the discussion progres-
ses — cues from group reaction may be “picked up” by
the participants.

Responsibility can be given to at least two group mem-
bers for thought and fact gathering before a meeting.

THIS METHOD MIGHT BE CHOSEN .

1.

2.
3.
4

Dialogue members

To present facts, opinions, or points of view in an in-
formal, conversational manner.

To create interest in a subject.

To focus attention on an issue or problem.

To explore in detail different points of view or obtain
agreement on two or more points of view.

Visuals such as
? charts or flannelgraph

equipped with lapel ——
microphones if the o \*O
group is large
Platform for .
large meeﬁngs/L/ X,‘rs\gglfe d
<—— Audience —>
/&Abialogue
& team
O o}
For small group situations, this.... D O
O O

0no®

The dialogue method may be used before both large and small groups.
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To create a desire and motivation for reflective think-
ing.

To rapidly set a framework for thought and discussion
and give basic facts preparatory to general group dis-
cussion — a dialogue can often remove a controversial
issue from the emotional group discussion setting and
thus enable the group to approach the subject-problem
on a more rational basis.

THIS METHOD IS USEFUL .

1.

When group standards, identity, and social controls
are such that there will be group attention to the
dialogue and identity with the participants.

When knowledgeable people have the skills to play
unit act roles to a sufficient degree to produce a good
discussion. In some situations certain people have
status and capabilities that lead the group to better
thinking and group productivity.

When the appearance of group members or outsiders
in the role of dialogue discussants is acceptable to the
group.

When knowledgeable people are available who are
roughly comparable in knowledge of the subject-
problem, in their ability to communicate in a reflective,
stimulating manner, and who are able to work together
as a team.

When groups have a low level of participation it is
often chosen to stimulate thought, create a discussion
atmosphere, and lead to participation.

When there is a group atmosphere favorable to accept-
ance of ideas or stimulation from persons isolated
from a total group discussion.

When working with a smaller group than might be a
desirable size for a symposium or panel, but also use-
ful for very large groups.
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When knowledgeable people do not have the degree of
security or necessary skills to give a lecture or lead a
discussion,

When the group identifies well with the problem
and/or members of the dialogue team.

When it seems desirable to motivate able members in
order to facilitate a higher level of interest, thought,
and participation on their part — there is usually a
high degree of interstimulation between the dialogue
team members.

HOW TO USE THIS METHOD
The Group Should:

1.

2.

Select a timely and significant topic with which at
least two group members (or outside resource people)
are familiar,

Select dialogue team members. They should be able to
work as a team, share leadership, guide the con-
versation, integrate, summarize, and provide transi-
tions and timing.

Decide on the person — perhaps the chairman of the
meeting — to introduce the dialogue, to take responsi-
bility for receiving questions after the dialogue. and to
lead the discussion.

The Participants Should:

1.

Arrange a meeting (or meetings, if needed) before the

presentation at which an agreement should be reached

on:

a. The framework for discussion and the general area
to be covered with a tentative outline;

b. How the subject will be introduced and how the
framework for discussion set;

c. Tentative timing by major points;

d. Responsibilities for summarizing and integrating
and transitions from point to point.
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2. Arrange the physical setting so that all group members
can see, hear, and feel a part of the dialogue situ-
ation — try to create an air of “eavesdropping.”

3. Fulfill the designated roles objectively and without
over-emotional involvement.

4. Return the meeting to the chairman for clarifying
questions and summarization.

CAUTIONS

1. The topic should be one in which the group is inter-
ested — not only the dialogue participants.

2. Keep the discussion at a level that can be understood
by the group — experts may discuss at a level too far
above the group.

3. Do not develop the discussion too rapidly. The
dialogue participants know more about the subject
and have been over it in some detail in their planning
meeting — the group members have not.

4. Avoid making “speeches” and reading written ma-
terial.

5. Share the responsibility; if not, the dialogue may end
up as an interview or a series of lengthy speeches.

6. Although the major interaction is between the dialogue

Dialogue participants should not get so
enamored with each other that they for-
get. . .

participants, they should not get so enamored with
each other and their ideas that they forget they must
communicate to other group members.

other group members,
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9.

The Interview

THE QUESTIONING of an expert on a given subject by an in-
terviewer, who represents the group, is called an interview.
The expert is usually, but not necessarily, one from outside
the group. The interviewer (questioner) is usually a mem-
ber of the group. Everyone is familiar with the “interview”
as it is heard or seen on radio and television. It has a great
potential for use in the formal groups under discussion
also.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It is less formal than a lecture or a speech, more
formal than a dialogue.

2. There is usually mutual support and sharing of re-
sponsibility between the expert and interviewer.

[235]
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3.

4.

THE INTERVIEW

The interviewer becomes a bridge between the group
and the expert.

It allows for flexible control by the interviewer, since
he sets the level of discussion, the speed with which
areas are developed, and the direction of development.
It is more difficult for the expert to evade points of
interest or concern to the group if the interviewer
continues to question in those areas.

Verbal interaction usually stimulates the interest of
group members. It is possible to set up a competitive
situation between the expert and the group figure
which can lead to group stimulation and deeper
psychological involvement.

THIS METHOD MIGHT BE CHOSEN .

1.

@ o

To stimulate interest or obtain information, facts,
opinions, or policy prcnouncements, in a context
meaningful to the group.

To develop one line of thought in a consistent manner.
Usually one questioner can better accomplish this goal
than general group questioning.

To create a psychological bridge between the speaker
or resource person and the group — a questioner from
the group can often perform this function. An atmos-
phere of “closeness” can be created between the group
and the speaker.

To help make better use of a speaker or resource
person who feels ill at ease alone before a group, who
tends to be evasive on certain critical points of infor-
mation or opinion, or has difficulty judging the inter-
est and concern areas of the group.

To save time in the meeting structuring.

To save group time in preparations — an individual
from the group can meet with the speaker or resource
person to organize the presentation.
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THIS METHOD S USEFUL .

1.

Ut

When the objectives of the group or of the particular
meeting are difficult to explain to an outside speaker
Or resource person.

When the more conventional methods do not appear
to be the best means — as when group standards and
social control in the group are not at such a level that
the group will obtain the desired information from a
lecture.

When there is need for the role of a psychological
bridge between the speaker or resource person and
the group.

When the group members as a whole do not have the
human relations or communication skills to get the
desired information from the speaker or resource
person.

When the size of the group is too large for effective
group questioning of a resource person or speaker.

Resource

or“Expert” /5 éA\Questioner

® 8 Microphone

Platform — 2/

«——Audience ——————&

A simple arrangement may be used in staging an interview.
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When an individual group member is relatively secure
and has skills apt to lead to more effective use of a
speaker or resource person than do other group mem-
bers.

HOW TO USE THIS METHOD
The Group Should:

1.

Have clearly in mind the objective of the meeting and
the particular segment of the meeting in which this
technique might be used.

Consider alternative means that might be used to ac-
complish this objective.

Secure an expert (usually from outside the group, but
such a person may be a member of the group) on the
subject-problem of concern.

Secure a capable questioner (usually from within the
group, but he may be from outside the group).
Decide before the meeting time who is going to
introduce the expert, the interviewer, and the interview
technique and set the scene for the interview and
plans for total group involvement following the inter-
view. These functions can be performed by the chair-
man, the questioner, or some other group member.
Attention should be given to the physical setting of
the meeting. Make sure all group members can see
and hear. Create an air of eavesdropping if possible.

A Good Interviewer Should:

1.

Consider the level of questioning, the important as-
pects of the problem, the framework for discussion,
the important areas to be discussed, the procedure,
and the timing.

Meet with the consultant and decide on the general
framewcrk for questioning, the major areas of ques-
tioning, the procedure to be followed, and the timing.
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Keep in mind the unit act roles needed to make the
interview meaningful to the group — orienter, clari-
fier, integrator, summarizer, etc.

Strive to establish himself as a representative of the
group; to perceive his role as a connector between the
expert and the group.

CAUTIONS

1.
2.

3.

Keep the interview flexible and conversational.
Questions should be reflective — those with a yes or
no answer quickly kill interest.

Keep questions at the level of the group’s ability to
understand and develop ideas at a suitable pace.

Any speaker may feel that certain questions are inap-
propriate, or “too hot to handle.” Even though the
purpose of the interview is to obtain detailed or diffi-
cult information, the consultant should be allowed
the privilege of refusing to answer.

In any interview there must always be a compromise
between deep probing on a few points and more super-
ficial coverage of broader interests. It is possible to
err in either direction.



TECHNIQUE

10.

The Lecture

EVERYONE is familiar with the group situation in which a
qualified speaker delivers a lecture, or a speech, to an
audience. It is probably the most commonly used group
technique — and is also probably the most over-used. This
does not imply that it is inherently a poor technique, but
that it is often used when another would serve the purpose
better. The fact that the lecture is an easy method to
arrange should not sway groups to its use if a more desir-
able alternative exists.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. Itis an extremely formal technique; the lecture permits
only one-way communication.

2. It allows for complete and detailed presentations with-
out the distraction of interruptions.

[ 240



THE LECTURE 241

It is a very rapid method of conveying information to
a group.

Control can be rigid, since it is entirely in the hands
of the speaker and chairman.

It is an abstract form of group interaction, and hence
calls for a high degree of competence on the part of
the speaker and a high level of audience cooperation.
Group members and group leadership can exert little
control over content and approach. Irresponsible
speakers may state half truths, distort facts, or make
highly emotional appeals.

It is difficult to measure the effect of a speech on the
group in any objective way.

THIS METHOD MIGHT BE CHOSEN .

O Utk WK

w

To present information in a formal and direct manner.
To supply expert information, with continuity.

To identify a problem, or a general problem area.

To explore certain limited facets of a problem,

To explore one or several solutions to a problem.

To stimulate the group to additional reading and/or
discussion.

To inspire the group.

To divert or entertain a group by use of a very skilled
or very experienced speaker.

To help the group share the experiences of another
person vicariously.

THIS METHOD IS USEFUL .

1.

When group standards, identity, and social controls
are such that group member attention and interest will
be maintained in a one-way communication situation.

A speech is a group situation
in which a qualified speaker delivers
a prepared discourse.




242

10.

11.

THE LECTURE

When the group has resource people at its disposal,
who have information of importance and who have
the skill and desire to prepare a speech to impart such
information.

When the group members have the abilities to deal
with the more abstract one-way verbal communication.
When overt verbal participation is not considered
essential to group member listening and learning.
When the more passive “listener” role is acceptable to
group members.

When the group members wish to share vicariously
in the experiences of another person.

When there exists a high degree of group identity
with the problem and/or person making the presenta-
tion,

When the group is so large as to make overt total group
participaticn difficult to attain.

When there is an atmosphere in which the group will
accept ideas or stimulation from “outsiders.”

When there is not time in the meeting structuring to
allow for entire group or subgroup participation.
When there is limited group time for preparation —
the chairman and speaker can organize the presenta-
tion.

HOW TO USE THIS METHOD
The Group Should:

1.

Have clearly in mind the objective(s) of the meeting
and the particular segment of the meeting in which
this technique might be used.

Consider alternative means that might be used to
accomplish this objective. (Remembering that the
speech is one of the more over-used techniques.)
Inform the potential speaker of the subject it wishes
presented and obtain his consent to speak on that
subject.
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Provide a situation in which group members can be
physically comfortable and such seating arrangements
that all members can both clearly see and hear the
speaker.

Determine with the speaker the need for amplifying
equipment, projector, and other aids.

A Good Chairman Should:

1.

Decide, in consultation with group members, on the
topic cr problem to be presented.

Make sure the speaker chosen is qualified.

Contact the speaker as far in advance of the meeting
as is possible (or appoint a committee to do so).
Inform the potential speaker of the topic upon which
he will be expected to speak, the length of time he has,
and in a general way what the group hopes to get from
listening to him.

Inform the speaker prior to the meeting night of the
size of the audience expected.

Inform the speaker on how his speech will fit into the
over-all activities of the group.

See that all necessary arrangements are made for the
meeting.

Call the meeting to order and set the general frame-
work for the speaker.

Introduce the speaker to the audience as concisely as
possible; give only enough background information

Determine the speaker’s £

preferences on amplify-
ing equipment,
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to indicate his qualifications to speak on the topic, no
more. Personal puffery and “pedigree reading” usually
embarrasses the speaker and bores the group.
Thank the speaker for his contribution to the as-
sembled members and proceed with the next part of
the meeting or adjourn it if the speech is the entire
content of the meeting.

A Good Speaker Will:

1.

2.

Accept a speaking engagement only if qualified and
willing to prepare an organized speech.

Organize the lecture to fit the needs of the group as
he knows it from communication with group repre-
sentatives.

3. Respect the wishes of the chairman and group by keep-

ing within allotted time.

Good Grecup Members Should:

1. Prepare themselves so that they may obtain as much
as possible from the speaker. This may involve read-
ing up on the subject, discussing the subject with other
group members, or individual thought on the subject.

2. Come to the meeting with an open mind and willing-
ness to listen to the points made by the speaker.

3. Listen attentively.

4. Think during and after the speech and attempt to in-
tegrate any new factual or logical ideas presented with
existing ideas.

5. Extend all common courtesies to the speaker.

CAUTIONS

1. Do not over-use this method.

2. The lecture is inferior to the symposium for bringing
out divergent points of view upon a subject.

3. It is inferior to the huddle or buzz groups in moving

a group toward consensus or action.
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t is inferior to the panel for bringing about a resolu-
tion of differences of opinion among a group.

It is inferior to an interrogator panel in getting an-
swers to specific questions a group may want to have
answered.

It is inferior to the interview in bringing the most in-
teresting (to the group) unique experiences of a trav-
eler or other person to a group. This is particularly
true if some technique such as huddle or buzz is used
to get interview format set up.
It is inferior to role playing in getting group members
to see the point of view of others in a controversial
situation.

A major defect of the speech or lecture is that it is
“the easiest way out” for the chairman or others who
have formal responsibility for group meetings. It is
deceptively easy, for while it may be relatively easy to
line up a speaker, the freedom he has and will exercise
may mean that he may divert the group so that they
will have difficulty getting back on the track of reach-
ing their own goals. In many cases the speech may be
interesting or informative but not really related to the
specificd goals of the group.

The technique demands a high level of ability on the
part of the speakers and the audience in dealing with
abstractions.

Unless a group definitely wishes to learn, it will re-
spond poorly to being lectured.
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Brainstorming

BRAINSTORMING is a type of small group interaction de-
signed to encourage the free introducticn of ideas on an un-
restricted basis and without any limitations as to feasibility.
Brainstorming makes it possible for a group to consider
alternative solutions to problems unhampered by organiza-
tional, institutional, or financial restrictions, or by limita-
tions of skills or abilities. All ideas are accepted without
challenge, except as they may conflict with any ground
rules previously laid down.

Brainstorming is often relatively unrestricted, but it is
possible to limit it to a single problem, or to solutions for
a single problem. Sometimes a brainstorming session on a
broad problem area may be followed by a session on some
more restricted aspect of the problem.

[ 246 ]
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DYNAMIC CHARACTERISTICS OF THIS METHOD

1.
2.

3.

91

It is completely informal.

It permits discussion of a problem without considera-
tion of any of the usual restrictions or inhibitions.

It gives the group an opportunity to consider many
alternatives, not just those which fall within their per-
ceived range of abilities.

It provides maximum opportunity for interstimulation
and creativity among members.

Because of the easy exchange of ideas and opinicns in-
herent in the method it often has value in the build-
ing of group morale and esprit de corps.

THIS METHOD MIGHT BE CHOSEN .

To allow for maximum creativity and interstimulation.
To make a clean break from traditional objectives,
means, and activities and to explore new possibilities.
To make possible a look at all courses of action.

To make certain that no aspects of a problem have
been overlooked.

Brainstorming provides maximum opportunity for interstimulation and

creativity among group members.
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5. To set an atmosphere of thought and communication
that allows for the consideration of major changes in
existing group policies.

6. To secure, through the release from restrictions, new
and dynamic ideas, some of which may be very useful.

THIS METHOD IS USEFUL .

1. When the group is composed of relatively mature in-
dividuals and when group members know each other
well enough to express themselves freely.

2. When the atmosphere can be created in which com-
plete freedom of expression is acceptable.

3. When the specific role expectation and status patterns
in the group can be minimized so that the creation of
ideas rather than who suggests the ideas becomes the
important thing.

4. When individual group members have the degree of
flexibility to create new ideas outside the usual pat-
terns of expectations, and can let other people create
ideas without challenging them on the basis of re-
sources, tradition, logic, etc.

5. When the group is small enough or when the physical
situation will allow the group to break up into smaller
units. No more than 10-15 people make a suitable
sized brainstorming group.

6. When there is adequate time for a rather deliberate,
relaxed approach and definitive action-oriented results
are not immediately needed.

HOW TO USE THIS METHOD
The Group Should:

1. Determine that the problem under consideration has
alternative aspects or solutions.

2. Be aware of the specific area in which they are to think
and the nature of answers which are to come forth —
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objectives, alternative means, activities, promotion
ideas, etc.

Decide how much time they have to discuss the prob-
lem.

Establish an informal physical setting to help relieve
any inhibitions.

A Good Chairman Should:

1.

2.

Set up the technique with the group by spelling out the
area of thought with which the group will cope.
Make sure some person has the responsibility of mak-
ing a record of the ideas produced.

Help set up and enforce the rules of the brainstorming

session, which should cover:

a. The point that ideas are to be expressed without
any concern for possible limitations to be placed
on the implementation of the idea.

b. The point that ideas are not to be challenged on
any basis other than that they are unrelated to the
subject under discussion. They may be expanded
and elaborated but not subjected to restrictive dis-
cussion.

Set the time limit of the discussion.

Assign priorities when two or more people wish to

speak at the same time, and attempt to draw out those

who are not participating.

Strive to develop the atmosphere and frame of refer-

ence for discussion by encouraging divergent ideas.

. makes sure some person
has the responsibility
of making a record of
the ideas produced.
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Take the lead in closing off the “pure brainstorming
session” and move the group to a consideration of the
more significant ideas obtained in the light of limita-
tions which actually exist.

Group Members Should:

1. Drop the usual restrictions placed on idea creation.

2. Abide by the group decisions on time of discussion,
topic of discussion, and rules about challenging the
ideas of others.

3. Avoid any tendency to deprecate in any way the con-
tributions of others.

CAUTIONS

1. Brainstorming is useful to get out divergence of ideas
and to bring out creativity, but it slows down the proc-
ess of narrowing the alternative choices.

2. It is effective when the group is relatively homoge-
neous.

3. Can be used most effectively when both members and
the group are relatively mature and have the ability to
be creative.

4. Some group members may be unable to “throw off”
usual restrictions and have difficulty projecting them-
selves into the discussion.

5. Some group members may attempt to use the session

as a situation in which to attempt to gain status by
exploiting the ridiculous or humorous aspects of the
subject under discussion.



TECHNIQUE

/2.

Rele Playing

THE DRAMATIZATION of a problem or situation in the gen-
eral area of human relations is called role playing. The act-
ing out of various roles is one of the oldest forms of human
communication, but the structured and contrived use of
this device as a group technique introduces many new ele-
ments. Role playing is one of the most effective means
known by which to communicate with and motivate a
group. At the same time it is often one of the most difficult
and hazardous techniques to apply.

Usually two or more persons act out a brief human re-
lations “scene” from a hypothetical situation, performing
their roles as they think a real situation would develop. An
immediate and highly pertinent set of data are thus de-
veloped for the performers, observers, and total group to
consider. The role players, usually from the group, may be-
come deeply psychologically involved in their roles and this

[251]
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involvement is commonly transferred to the group by the
vigor of the dramatization. The method should be used with
great respect by most formal groups because of the diffi-
culty in containing, or limiting this degree of personal psy-
chological involvement.

DYNAMIC CHARACTERISTICS OF THIS METHOD

1. It creates informality.

2. It is flexible, permissive, and permits experimentaticn.

3. It establishes a “common experience” which can be
used as a basis for discussion.

4. It encourages and provides psychological involvement
of the individual and the group, thus enhancing par-
ticipation.

5. It releases inhibitions, thereby creating great freedom
of expression as the player presents his feelings, atti-
tudes, and beliefs in the guise of another person.

6. It is relatively easy to plan, but calls for great skill in
the actual application.

THIS METHOD MIGHT BE CHOSEN .

1. To provide immediate, empirical, human relations data
common to the entire group which may be used for
analysis and discussion.

2. To probe more deeply into a subject-problem than
more conventional methods permit.

3. To secure maximum psychological involvement in and
identity with a problem in order to increase participa-
tion. It usually sets a good emotional climate.

4. To focus dramatically upon a single, concrete facet of
any problem.

5. To facilitate communication by “showing” rather than
by “telling.” A good salesman might feel much more
secure in demonstrating his methods than in describ-
ing them.

6. To depersonalize a problem situation within a group.
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When presented as a drama, removed from the person-
alities involved, there will be greater freedom for dis-
cussion.

To free discussion from being “leader centered” (dom-
inated) and to slant it toward being “situation cen-
tered” (task oriented).

To test postulated suggestions or solutions as a hypo-
thetical case which can be made to closely resemble a
real life situation.

To carry a group logically through a series of stages in
a complex human relations problem.

To create a group atmosphere of experimentation and
potential creativity.

To enable members or cliques within a group to “work
off steam,” thus relieving tensions and cross currents.
To teach understanding and skill outside of real life
situations by “reality type practice.” Assuming there is
a “correct” way to handle human relations problems,
these can be acted out in contrast to less desirable
methods. Some suggestions are: how to contact new
members, how to ask for donations, how to disagree
without antagonizing, and how to cope with the talka-
tive member tactfully.

Role
Players
Role
F Q Players

Necessa_ry
4 Properties [:l D
Platform O D
Audience —— | 3
l O O
aoooo

i S.
This way for large group This way for smail groups.

Role playing is done with a minimum of properties.
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To dramatize alternative solutions to a problem.
“Should teen-age discipline be authoritarian or rela-
tively permissive?” After contrasting scenes have been
played on such a topic, the group may discuss the pros
and cons of each approach with a chance of reaching
some kind of consensus as to which approach is best
under the stated conditions.

To provide opportunity for individuals to develop in-
sights as they place themselves in another’s shoes.
Discrimination might be graphically dramatized by
the appearance of a group member in a role in which
he is discriminated against. Reversing the real life
roles of parent and teen-ager has been successfully
used for this purpose.

To provide opportunity for individuals to “act out” their
personal problems. Those who cannot recognize or
verbalize their problems may gain great understanding
as they present them in the more dramatic form.
The member who recognizes that he often “rubs
people the wrong way” may learn ways of coping with
his problem as it is portrayed to the group.

THIS METHOD 1S USEFUL .

1.

When the group and its individual members demon-
strate a degree of maturity which will permit them to
become deeply involved psychologically and still re-
main relatively objective.

When members are reluctant to express their true feel-
ings, attitudes, opinions, and prejudices. These fre-
quently “come out” freely in the guise of a character
being portrayed.

When individuals within the group recognize the need
to probe deeply into their motives, basic drives, blocks,
and adjustments in order to increase their effective-
ness as group members.
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When the individuals in the group, especially the role
players, feel relatively secure in the group so that they
are willing to “expose” themselves before the group —
“expose” their feelings, attitudes, problems, frustra-
tions, abilities, and skills.

When there is need to provide emotional release for
group members. Many hidden frustrations and adjust-
ments can be brought out in the open in a deperson-
alized manner.

When the heterogeneity of the group makes it difficult
to focus on a common situation that is meaningful to
all group members. The concrete role playing situation
will provide a common experience for the group from
which to start discussion.

When group standards and social control are such
that comments and discussion will be maintained at a
level that will not seriously embarrass or psychologi-
cally affect individuals.

When role players are available who have a relatively
high level of human relations and communication
skills.

When evaluation needs to be introduced into the group
to make it more productive.

HOW TO USE THIS METHOD
The Group Should:

1.

Have clearly in mind the objective of the meeting and
the particular segment of the meeting in which this
technique would be used.

Consider alternative means that might be used to ac-
complish this objective,

Recognize that role playing can vary from a definitely
preplanned situation to a completely spontaneous one.
It can be decided ahead of time that the discussion is
going to be opened with a role playing situation or that
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at a specific point in the meeting role playing will be
used. On the other hand there may be no prior plan-
ning in relation to the use of role playing, but as a
particular situation or problem arises role playing can
be used spontaneously.

Recognize that role playing may vary from a relatively
tightly structured device to a very loosely structured
one. The situation may be precisely defined and the
instructions to the role players as to the type of roles
they are supposed to play may be very specific. In a
more loosely structured role playing scene the general
situation is defined and players create their own roles
as they play the scene. All conceivable variations and
combinations within the general structure of role play-
ing may be used.

Decide if role playing should be used. A group sensi-
tized to the need for using role playing might well dele-
gate its further responsibilities to certain leaders or to
a committee, but may choose to make the following
decisions as a group.

Define the problem. It must be a problem that lends
itself to role playing. It must be clear and not too com-
plex, at least in the first few times role playing is used.
It is usually at this step that there is agreement on
what the role of the audience will be during and fol-
lowing the role playing scene.

Define the situation. Within the general problem con-
text a specific human relations situation to be played
must be agreed upon. For example, the problem is
teen-age discipline, and the situation might be defined
somewhat as follows: daughter stayed out until 2
o’clock on a 10 o’clock night; she did not call home;
this is the third time she has done this; her marks are
low in school; she is going with a boy of questionable
character; daughter is just coming down to breakfast
the following morning, etc.
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Decide on the role players needed in the situation. In
the teen-age discipline example it might be decided
that there is need for a father, mother, teen-age
daughter, and “kid brother.”

Decide whether the roles to be played can be tightly
structured or locsely structured. A relatively tightly
structured role definition in the example might be:
father, 55 years old, authoritarian, abrupt, puritan-
ical, suspicicus, “head of the house,” busy — wants to
get to work, etc.; mother, discipline is father’s jab,
agrees with father, condescending, emotional, etc.;
teenager, 17 years old, sleepy, independent, resents
authority, “don’t see what difference it makes” attitude,
“all the other kids stay out” attitude, etc.; kid brother,
sees opportunity to “get in the act,” is a “pain” to the
older sister, “keeps pot boiling.”

A loosely structured role situation would simply
designate the four characters and let them develop
their own roles.

Obviously there can be many degrees of structur-

ing between these two divergent examples. If role
structuring is desired, it can be done by the lcader.
individual members of the group, the group as a whole,
or by the role players chosen. If the players plan their
own roles, they may either tell or not tell the group the
roles they are going to play.
Choose the reole players. Caution should be exercised
if some of the roles are deprecating. It is usually better
to let people who have status in the group play the dep-
recating roles. Care should be used in most cases to not
too closely “type cast” roles. If there is a relatively low
level of maturity in an individual or in the group, it
may be dangerous to put a person who is relatively in-
secure in a role playing situation that emphasizes his
insecurity. On the other hand it might be decided that
the way to really make the “playboy” see himself is to
force him to “bare” himself before the group.
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The Director, Narrator, or Chairman Should:

1.

The setting depends more on the descriptive
words of the person setting up the situation
than on the physical attributes . . .

“Set the stage” properly. Very few stage “props” are
usually used — chairs and a table if need be. The situ-
ation setting depends more on verbal description than
on the physical attributes of stage setting. The names
of the characters may be pinned on the individuals —
for example, Father, Mother, Teen-ager, and Brother.
Move the rcle players into the setting and encourage
them by creating a permissive and relaxed atmosphere.
Allow the role players a brief time to internalize their
roles. It is sometimes well to have each role player
briefly state his understanding of the characteristics
of the role he is to play. This helps him to work out
the characterization and improves the cooperation of
the group. Such “warming up” sessions should not be
in the nature of a rehearsal.

Let the scene unfold. It should be interrupted only if
the audience cannot hear, when the scene is being
played out of context, or is being broken up by
laughter.

Cut the scene. Where and when the scene should end
will depend upon the purposes for which it is being
used, on the development in terms of useful data pro-
vided, on the degree of emotional involvement, and
upon optimum conditions of audience interest. The
scene should run long enough to supply adequate data
for discussion, but will seldom be permitted to run to
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its logical conclusion. It is a common error to let the
scene run too long,

Open discussion after the scene is played. It is often
good practice to let the actors themselves react first to
the scene. This gives them an opportunity to give a
rationale for their actions and to protect their egos be-
fore the group as a whole comments — often a group
is extremely critical of role players.

Extend the reaction to the entire audience. Bring all
the methods of good discussion leading into play.
Usually group involvement is no problem with role
playing, but it may be strengthened if desired. Letting
the group participate in choosing the problem, the situ-
ation, the roles, and the players helps. A specific
framework for observing can be designed making use
of huddles, clue sheets, etc. In any post-role playing
discussion it is well to include: (a) general agreement
as to what actually happened; (b) a fairly deep prob-
ing for explanations; and (c) a request for suggestions
that might change or improve the process.

ADDITIONAL ROLE PLAYING ALTERNATIVES

1.

Replay of a scene subsequent to discussion and in-
corporation of ideas and suggestions may provide
much new material for a study in depth. The same
players may be used, or some or all of them may be
changed. It is often useful to ask the severest critic to
show how he would have played the role.

When involved with a complex problem several scenes
may be played sequentially, usually with discussion
intervening.

Role reversals are a useful device to get at feelings and
attitudes. In the example used above, it might be
profitable to replay the scene with the father and
daughter in reversed roles. Discussion might then be-
gin by asking ecach player how it felt to be “in the other
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person’s shoes,” Surprisingly enough, most groups con-
tain members quite capable of projecting themselves
into diametrically opposed roles.

A variation includes the usc of a narrator, or com-
mentator, who breaks off a scene at any time to ask
for explanations or to point out significant actions.
Another variation provides for “asides” by the players
in which they soliloquize regarding their attitudes or
actions.

An alter ego may be provided for each player to make
pertinent comments as the scene unfolds.

CAUTIONS
1.

Begin role playing with relatively simple situations. It
is important that the objectives arc clear and the situa-
tion is well defined.

Role playing is 2 means to an end. Groups which be-
come enamored of the technique may turn into an
amateur theatrical society, playing the scenes for the
enjoyment they rcccive rather than for a distinct
task oricnted purposc.

Spontancity is a most important element. Structuring
too tightly, writing parts, or rehcarsals often spoil the
cffcct.

Role playing often invades deeply into the individual's
feelings and personal problems. Immature groups
must be cautious in setting up a situation with regard
to the depth of the anticipated emotional involvement.
Skill in the extrication of a group from such an over-
involvement is a most valuable tool.

The role player stops the scene and tells
why he acted os he did.
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15.

Recreational Activities

IN THE CONSIDERATION of group techniques attention has
been given a number of well known methods which have
specific uses directed at informing a group or of leading it
to action toward some goal. There are many techniques
which are not specifically goal-oriented and which exert
their effect mainly in a roundabout or indirect fashion.
These devices may nevertheless be useful, important, and
pertinent to group process. Typical of these are the food
and drink which are adjuncts to so many group activities.
It would be unrealistic to attempt a discussion of all of
these various means, so recreation has been selected to
represent the large body of auxilliary techniques.

RECREATIONAL ACTIVITIES

Recreation, with specific reference to music, games,
stunts, etc., is a laudable enterprise in its own right. Groups
may choose to operate with their major objectives in the
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realm of providing recreation; many do. Groups devoted to
music, to amateur theatricals, to dancing, or to some
athletic pastime are prevalent. Recreation will not be
considered here in this context, but in relation to its po-
tential as a useful adjunct to the process of groups which
have other definitive objectives — perhaps mcre serious
purposes. If the major goal of a group is physical fitness,
then some athletic recreation might become a major tech-
nique. At an annual picnic of a Farm Bureau group or union
local, the softball game may be a very minor technique,
though it could be a valuable one.

Recreational activities can increase the productivity of
almost any group when properly chosen, properly timed,
and properly led. Nearly everyone likes to have a “good
time,” and enjoying oneself in group activities may demand
something more than assiduous devotion to duty. Wise
group leaders try to mix in a certain portion of recreational
activity with the normal procedures of the group. There are
literally thousands of possibilities available and a number
of books have been compiled telling when and how to use
these techniques. A list is included in the bibliography. The
purpose here will be to discuss some of the more general
aspects of recreational methods as an adjunct to group pro-
cess without expanding into the unlimited field of specific
devices.

Recreational activities have great potential for develop-
ing the individual. They can help him feel more secure in
the group, provide opportunity for recognition, response,
and new experience. Blocks, negative adjustments such as
tension and aggression, frustrations, and dissatisfactions
may all be alleviated by the beneficent effect of properly
chosen recreational means. They are a great aid in getting
acquainted and in providing opportunity for sociability as
well as bringing relief from boredom and fatigue.

From the group standpoint, games can help create a
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favorable atmosphere, increase participation, facilitate
communication, set group standards, and develop leader-
ship. Restricticns due to large size, heterogeneity, and status
differentials can be favorably modified. Games can exert
social controls and create group solidarity and identity.
Their use in reducing tensions and conflict should be ap-
parent.

WHEN TO USE RECREATIONAL TECHNIQUES

As with any technique, it is important that the group
makes sure that the purpose for which it is being used is
clear. For that reason a brief expansion of informational
and illustrative material is presented under a series of
selected headings which classify some of these cbjectives.

Getting Acquainted

A newly formed group, a large and very formal group,
or a group with a high membership turnover often has
many members who do not know each other. A natural re-
serve and diffidence keeps many from initiating “getting
acquainted” measures. It is important to group process for
members to really know each other as people rather than
as “the plump woman in the green hat.” Security, response,
and recognition will not come to individuals under circum-
stances of restraint. Communication is more difficult in re-
gard to goals, activities, role expectations, and group
standards. Identity and participation are almost impossible
among strangers.

Formal introductions may suffice in some instances.
Many groups ask a new member to give a brief autobiog-
raphy. There are also many game-type activities which
more cr less force the reluctant one to come out of his shell.
Wise leadership will have an armamentarium of such de-
vices with which to break the ice and help group members
become acquainted.
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Mixers

Regardless of the age of a group, or of how well the
members know each other, there is bound to be some group-
ing into cliques. Congenial members will arrive together,
talk together, sit together, and leave together. Instead of a
unified group we now have an aggregate of small cluster
groups. Certain less attractive people always get left out en-
tirely in such a situation. Some of the cliques will have high
status, others little or none. All this breaks down communi-
cation and makes unified action very difficult. Certain indi-
viduals quickly lose security under these circumstances,
though others may use attachment to a subgroup as a
source of personal security. It is obviously desirable to inte-
grate everyone into the main stream of the group’s activi-
ties.

“Mixers” especially designed to break up clusters are
available. Some are formal, others of a pure nonsense
nature, but properly used they can contribute much to good
group process.

Premeeting Involvers

A critical time in setting the atmosphere of a meeting is
the interval between the arrival of the first members and
the actual start of the meeting. Good leadership has some-
thing planned, possibly related to the subject problem, but
more often in the nature of a recreational icebreaker. All
the recreation books contain material of this kind.

Relaxers

Some members are naturally tense; others develop ten-
sions as fatigue and boredom invade the atmosphere of even
the most productive group. There is often a need to al-
leviate the physical, mental, and emotional strain of a
meeting. Relaxing games, music, or musical games are
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often used to afford temporary relief from the project at
hand. Large sitting-listening groups are the most in need
of such relaxers and if the conditions are crowded it is well
if the relaxer chosen will produce some physical activity.

Properly used, these methods have a potential for stim-
ulating many other facets of group dynamics, communica-
tion, solidarity, and emotional release. Any well selected
relaxing technique will provide some element of common
experience to the members from which new feelings of
identity may emerge.

Transitions

Another useful purpose to which recreation can be ap-
plied involves rapid movement from one part of a meeting
to another. To shift from a general “gab session” to a more
structured portion of the meeting is often difficult. At times
a planned relaxing break fails to relax because the members
remain too engrossed in the business at hand. The chair-
man’s gavel which calls a meeting to order is perhaps the
best known form of transitions, but everyone has seen
skilled group leaders apply more subtle techniques. A riot
at a football game can be quelled by playing the national
anthem and on a less dramatic level there are many musical
stunts to alter the immediate atmosphere. Games and stunts
are also available to carry out this function.

Salidarity Builders

Many groups have no feeling of loyalty or solidarity.
There may be great attachment to a subgroup or other unit,
but little to the group as a whole. It has long been recog-
nized that sharing common experiences will do more than
any other factor to create the kind of identity and solidarity
desired. It is often forgotten, however, that such common
experiences may be just as effective if they are fun — pure-
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ly recreational. Human nature varies widely; there will be
some members who identify with the group only because
they have a good time there, not because of the ac-
complishments. A wise leader gets the most from the group
w#hen he provides something for everyone.

Almost any appropriately selected game or stunt will be
of value in this area. Singing has long been recognized as
onc of the most cffective solidarity builders. Many churches
have made excellent use of this technique. Soldiers march
to music. Service clubs, fraternities, and many others derive
a great deal of their “we-fecling” from the comunon experi-
ence of singing together. Simple informal ritual, stunts,
etc. may also help develop solidarity.

Some groups do not consider using these techniques be-
cause they belicve they do not have highly skilled leaders
for these activities, Howecver, experience suggests that
groups fail to make use of this technique adequately often
because they have failed to scc its importance. Recognizing
the need for a solidarity builder and selecting and using one
appropriate to the group is important, Most groups have
members with these skills or can help develop them.

Stotus Modifiers

Giving or taking away status is a touchy area. Onc of
the key desires of most people is for status, but sharp varia-
tions in status may ruin the activities of a group. Some-
times it becomes necessary to “de-status” certain individuals
or subgroups, and again it may bc desirable to try to raise
the status of others. Status differentials within the group
may result in poor communication, poor identification, and
much insccurity. Even marked aggressions and overt hos-
tility may develop. Good leadership anticipates such situa-
tions and prevents them. The further thecy have developed
the greater the problem in modifying status divergences.

If status results from activitics within the group it will
be accepted with much better gracc than when it appears
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as a carry-over from some outside situation. Certain pro-
fessions, such as law, medicine, and banking bring a sort
of automatic status to their members as do certain records
of achievement, say in politics, business, research, or al-
most any favorably regarded area. If this automatically
given status is accompanied by excessive dignity, formality,
puritanical attitude, etc., the member may be labelled a
“stuffed shirt.” Perhaps the “stuffed shirt” wanted to be “one
of the boys” all along but was excessively inhibited. Prov-
ing the essential “humanness” of a high status individual
may reduce status barriers for those who have been some-
what in awe of him. It hardly need be mentioned that great
skill is needed in choosing and using these activities.

A good group leader knows his group. Persons with lit-
tle status within the group often possess outstanding skills
in one area or another. Arranging activities so that these
people can use these skills may enhance their status and en-
able them to become more productive group members.

Interest Getters

Sometimes it is necessary to create interest in a subject
or topic in order to involve the group seriously. Quite often

Costumed skits are often
good “interest getters.”
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games or stunts can accomplish this better than a serious
approach. Quizzes, especially if they contain an element of
humor, may be an ideal way to introduce a new subject.
Skits may be used to create group interest in the tasks at
hand.

Tension Relievers

Occasionally there is need to relieve a disruptive tension
situation. Good group activity requires a rather high degree
of personal discipline. However, most people can take only
so much frustration and can absorb only so much aggres-
sive behavior without reacting in an emotional manner.
Many times an alert leader can help relieve group tensions
by the appropriate use of humor. Sometimes, the introduc-
tion of a recreational break into the ongoing group activity
will provide an outlet for tension release.

A RECREATIONAL CHECK LIST

A few general rules for leadership in recreational activi-
ties may be used as a check list in applying them to certain
situations,

1. Always have a definite objective in mind.
Consider alternatives carefully.

Know the technique; do not omit important details.
Be enthusiastic; create an air of expectancy.

Be sure all the group can see the leader.

If rearrangement of the group is needed this
should precede the intreduction.

Introduce and explain, clearly, logically, specifi-

cally, and enthusiastically.

8. Demonstrate if necessary, but involve everyone as
rapidly as possible.

9. Play the role of encourager.

o gk
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11.
12.
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Enforce the rules, but do not demand a level of
precisicn which destroys the fun.

Do not “boss” or encourage ridicule.
Stop the activity while interest is still high.

As with any method, certain cautions in its use should
be observed. Briefly some of them are:

1.

In the context of this discussion, recreation games,
stunts, music, etc., are a means to an ends, not an
end in themselves.

It is easy to overuse these techniques.
Effective use calls for considerable skill in selec-
tion, instruction and application. Repetitious use
of any method may destroy its value.
Choice of technique should be appropriate to the
group. Indian wrestling might be fine for a group

BUSINESS
EXECUTIVES
CLUB

it is very important to choose the prcper games in terms of individual

characteristics and the dynamics of the group.
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of Boy Scouts, but ridiculous at a meeting of a
church board.

Techniques aimed at de-statusing, or at any other
invasion of individual egos, must be used with ex-
treme skill and discretion. In general such meth-
ods should never appear to be directed toward any-
one, but should apply to all alike.



TECHNIQUE

/4.

Working With
Large Groups

GROUP TECHNIQUES have been defined as the means or pro-
cedures used by a group in attempting to reach its goals.
It was suggested that a technique or combination of tech-
niques is the vehicle that moves a group along toward its
goals.

Groups often meet for the purpose of working toward
several different objectives or goals. It is also customary
for a group to come together for a series of meetings. In any
of these situations it becomes necessary to think not of a
technique, but rather a combination of techniques. Qften
this is true whether the group is large or small.

Thus far, we have been concerned with the nature and
use of specific techniques. Let us now think about direct ap-
plication and use of these specific techniques in the larger
meetings, workshops, conferences, and institutes. The
schedule of activities in most communities includes many
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different groups. All of them create situations in which it
is appropriate to use various combinations of techniques.

The treatment of each kind of activity will be brief and
only suggestive of some of the things to keep in mind in
planning and conducting them. This section will briefly
discuss some of these activities from the standpoint of
pointing out many alternative techniques and how they
might be combined in crder to help a group achieve greater
productivity, The discussion of the two types, large meet-
ings and workshops, will be brief and suggestive — only a
minimum to set a framework for additional thinking and
reading. Entire books have been written about these tech-
niques and should be read and understood by those planning
to use such general approaches in their organizations.

LARGE MEETINGS

Think of the meetings going on in your community this
week. It would be interesting to know how many man-
hours are devoted to large group meetings every year. The
large meeting is usually limited to one session and held in
one room. This week it might be a community meeting to
discuss rezoning of an area from residential to commercial.
Seventy-five or perhaps several hundred or more will be
present for this meeting. Next week it could be a state or
national meeting of an organization with several hundred
or even thousand people congregating.

Too high a percentage of one-session meetings are bor-
ing and unproductive. People leave such meetings and for-
get all about them — but surprisingly enough, many show
up again at the next meeting. Effort to improve these meet-
ings is an effort to increase the returns from a tremendously
large investment in manpower. Any meeting so large that
a high-percentage participation of the audience cannot be
obtained by ordinary discussion will be considered a large
meeting for the purposes of this discussion.

Are large meetings serving their purposes efficiently?
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What are the weaknesses which keep large meetings from
achieving the results hoped for by the planners and by those
attending? Large group meetings can serve many func-
tions in our communities and public life. A large meeting
properly designed is one of the best ways to get people in-
formed, committed, or recommitted to the activities of their
community or organizations. Public issues and problems
can often be clarified in a well-planned and well-conducted
large meeting. In fact, such meetings are indispensable in
public decision-making and in channeling relevant informa-
tion to people.

WHO PARTICIPATES IN LARGE MEETINGS?

Two principal groups of people participate in large
meetings — the audience and the platform personnel. The
function of the platform personnel is to present material
to the audience. The function of the audience is to receive
communication from the platform and to work on the ideas
or material in such a way as to accomplish the purpose of
the meeting. Hence, success of a large meeting hinges upon
platform and audience coordination in their efforts toward
common goals. Both should understand and accept the

The large meeting you will attend this week might be a community
meeting to discuss rezoning of an area from residential to commercial.
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goals. Both should also understand their special responsi-
bility and understand the methods being used in the meet-
ing.

A third group is involved in connection with any large
meeting — the planners. Their job is to think through the
meeting problems very carefully before the platform person-
nel and the audience are involved directly. They have the
responsibility for preparing the audience and the platform
personnel for their particular responsibilities both before
and during the actual meeting. Large group meetings suc-
ceed to the degree that the three groups — audience, plan-
ners, and platform — learn to perform their special func-
tions and to coordinate their special jobs in the over-all de-
sign of the meeting.

Speeches, panels, forums, and symposiums are familiar
methods of conducting large meetings. These are effective
techniques in themselves, but they have often been poorly
used or misused. Large group meetings have typically been
evaluated on such non-objective criteria as the reputation
or charm of the speaker, the emotional or inspirational “up-
lift” conveyed, cr the skill displayed in platform perform-
ance. Since evaluations of these meetings are seldom made
in relation to their purposes, little effort has been made to
create more varied techniques for conducting them.

Some of the defects of the “typical” large meeting are:
(1) audience members become passive, they listen rather
than participate; (2) each individual in the audience re-
mains an individual, not a group member, resulting in lit-
tle involvement and identification and correspondingly lit-

. each individual in the audience )
remains an anonymous individ-
val . ..
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tle action; (3) audience members may identify with the
speakers but fail to think about action to be taken by them-
selves; (4) audience members are not given an opportu-
nity to participate, which leads to the feeling that knowledge
resides on the platform and ignorance in the audience.
These characteristics of large meetings are prevalent when
the planners assume that their job is done when they have
secured some platform talent. The purposes of a meeting
are seldom met when too much attention is given to the
platform and too little to audience members.

Large meetings like small meetings call for adequate ob-
jective setting, good choices of resource persons and tech-
niques, good communication, participation, consensus, eval-
uation, and atmosphere. If these requirements are to be met,
a variety of approaches must be used for different meeting
situations. Participation by audience members in large
meetings needs to become an accepted and common prac-
tice. Such participation may take the form of getting audi-
ence reaction to an issue or point of view, involving the
audience in decision-making, or in getting questions framed
and asked of those on the platform. Some techniques used
to increase audience participation in large meetings are:
buzz groups, question cards, listening teams, audience reac-
tion teams, observing teams, role playing scenes, and sub-
group meetings. Some of these have been developed in de-
tail in previous sections of this book, and many have been
described elsewhere.!

LISTENING TEAMS. The audience is divided into teams prior

to the platform presentation. This is easily done by section-
ing on the basis of rows or by marking the auditorium into
right, center, and left sections. Before the presentation, each
team is asked to listen for a different point, such as questions
for further clarification, points of disagreement, etc. Comntri-
butions may be written down by each audience member and
passed to a team chairman at the end of the presentation.

* Adult Leadership, “Improving Large Meetings,” Vol. I, No. 7,
December, 1952.
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The team chairman can synthesize contributions and report
them to the platform. Or each section may be divided into
small grouns who are given a few minutes after the presenta-
tion to perform this synthesis and appoint a reporter to re-
port group findings to the total meeting during the discussion
period. This method is especially applicaktle to very large
gatherings. It requires, however, that the audience be clearly
instructed before the presentation so that it understands its
role.

OBSERVING TEAMS. Where a situation is being presented, a

conflict dramatized, or a skill demonstrated, audience mem-
bers are placed in the role of observers during the presentation.
Where there are advantages to observing the presentation
through several different pairs of mental glasses, the audience
may be divided into a number of sections and each instructed to
observe from a different viewpoint. The sectioning of the audi-
ence and the pooling and reporting of observatlons may be
handled as in the case of listening teams.

HUDDLE GROUPS. “Huddle” groups are particularly fruitful

whenever the meeting requires a very wide sampling of audi-
ence ideas and opinions. In using “huddle” groups it is essen-
tial that the audience be told of the method before the presenta-
tion and be instructed in detail about how to proceed just prior
to breaking into groups. The best results are usually obtained
by breaking the audience into small groups of six or eight mem-
bers, either by asking people sitting near each other to move
their chairs into a circle or by asking three or four people in one
row to turn around and talk with the three or four people im-
mediately behind them. One person in each group can report
questions or conclusions of the group to the audience and plat-
form. This method assures every person an opportunity to take
part in the meeting.

SECTION MEETINGS BY SUBGROUPS. In meetings in which

the main subject divides readily into a number of subtopics,
audience members can often get a better chance to deal with
those aspects which are closest to their own interests and abili-
ties if the meeting plan allows for subgroups to form around
areas of specific interest. In using this method it is useful to
arrange for the subgroups in advance, indicate what they will
be by pre-meeting publicity, and allow audience members to
indicate which of these groups they prefer to attend. Facilities
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should be provided so that each subgroup can meet undisturbed
by the others. Usually the sections meet together for a common
kickoff at the beginning and for a sharing of section findings
at the end of the meeting.

QUESTION CARDS. In meetings with smaller audiences re-

acticns can be obtained by distributing cards to each audience
member on which he can write down questions as they occur to
him during the presentation. Each question should be written on
a separate card so that after the presentation the cards can be
quickly sorted. This permits the platform personnel to handle
the questions systematically and in logical sequence. This
method has the advantage of giving the audience members a
chance to get their questions down before they have forgotten
them. If feasible, a variant on this method is to schedule breaks
in the presentation during which audience members can write
down any questions which occur to them at the time.

AUDIENCE REACTION TEAMS. When the subject matter of

a presentation is particularly difficult to communicate, it is
cften quite helpful to the audience to select from it two or three
members whose function is to make sure that platform and
audience are kept in communication. The reaction team is on
the lookout for points that seem unclear or confusing and has
the privilege of interrupting the platform personnel so that
these points can be immediately straightened out. This method,
of course, requires that the reaction team be familiar with the
audience and that the platform personnel be willing to be inter-
rupted in the interest of clearer communication.
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Workshops

THE WORKSHOP METHOD has become very popular, but the
name “workshop” is often misused. Meetings completely
planned in advance and consisting largely of speeches have
often been called workshops. To be truly a “workshop” sev-
eral features should be present. The work implied and in-
cluded should evolve from all the people attending. A work-
shop must have a planning session in which all participants
are involved from the beginning. Much time should be de-
voted to work sessions in which all of the people work with
others on problems significant to them. At the close there
should always be a summarizing and evaluating session.
Both planning and evaluation are focused on the work ses-
sions, which are the backbone of a workshop. There is a
minimum duration for a group to plan, work, and sum-
marize and evaluate work sessions. The so-called one-day
workshops allow too little time for work sessions if both
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planning and evaluation sessions are included. Two days
are usually considered a minimum duration.

Wcrkshops are more successful if held at a place re-
moved from distractions. Sites away from the city are fav-
ored locations. Workshops held in hotgls in large cities often
have sporadic attendance. People too often run errands and
do shopping rather than come at the beginning of a work-
shop and stay throughout. All workshop members are
needed for planning, wcrking, and evaluating. It is good
procedure to urge people to attend the entire workshop and
to discourage attendance if it is to be on a partial basis.

CONDUCTING A WORKSHOP

The steps commonly followed in conducting a workshop
are as follows:

1. Someone — a group, a committee, or organization,
etc. — conceives the idea and the general area to be
explored, gets the idea approved or legitimized, and
then advertises or diffuses the idea.

2. A chairman or committee is designated to select a
site, receive reservations, obtain resource people, and
make other general arrangements.

3. The chairman opens the first session and conducts a
problem exploration session.

Secure a meeting place away from
distraction where attendance will
be free from interruptions.




280

10.

WORKSHOPS

Specific problems on which the members would like to
work are listed. Work groups are then formed by the
members on the basis of their choice of problems on
which they wish to work.

Work groups meet, choose a chairman, recorder, and a
representative for the planning committee, then pro-
ceed to work on the problems of the group.

The planning committee is organized and proceeds to
plan the rest of the workshop so as to facilitate its
conduct.

The planning committee develops a plan for the re-
mainder of the workshop and submits their plan to the
whole group for consideration and acceptance.

The resource people work among the groups.

The planning committee becomes an executive com-
mittee to carry out the accepted plan for the workshop
including the summary and evaluation sessions.

A closing statement by someone selected by the plan-
ning committee.

WHEN PLANNING A WORKSHOP .

In summary, here are some things to remember when

planning a workshop.

1.

2.

Do just enough preplanning to get the people there
and started to work.

Secure a meeting place away from distractions where
attendance will be free from interruptions.

Base the program on the problems of the people at-
tending.

Avoid speeches by nonworkshop members.

Depend upon the interest, enthusiasm, ingenuity, and
creativity of the members of the workshop for success.
Obtain resource people who have skill in helping others
to discuss but will not talk too much themselves.
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This technique of learning and problem solving is useful
for either professional or lay groups. Most groups of people
can learn effectively by assuming the responsibility for their
own learning. The work session often provides a more pur-
poseful medium of education than more conventional tech-
niques, especially where every person has a worth and
makes his contribution to the general program.
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Conferences

COUNTLESS HOURS ARE SPENT attending conferences. Many
of them are held because the leaders believe it is about time
to get a group together, because last year it was suggested
that another conference be held, or because it is traditional
to have an annual conference. Often these reasons con-
tribute a rather shallow basis for the meeting.

The term conference means, “to bring together.” To
most of us a conference means a meeting for the purpose
of information giving, decision making, problem solving,
exchange of information, fact finding, problem identifica-
tion, planning, or inspiration. A conference can be de-
scribed as a pooling of experiences and opinions among a
group of people who have special qualifications in the area,
or among people who are capable of analyzing a problem
from information provided by competent leaders.

[ 282 ]
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Conferences are often planned by a committee that
works out an agenda and then lines up the biggest name
speakers that can be secured. Such conferences often begin
with speeches, a series of papers, or perhaps a panel dis-
cussion. Attenders of conferences planned in this manner
usually come expecting to be told what the problems are —
and perhaps their solutions as well.

If a conference is to bring about group action and
changes in attitudes, the delegates must be participants and
not just listeners. They must participate not only in the con-
ference but also in its planning.

Some features of good work conferences that utilize the
dynamics of groups and that are based on the conceptual
framework presented earlier in this book are:

1. The program is planned around the interests, needs,
and problems of the participants, not those of the
organizers.

2. The participants come to the conference knowing
they are coming to work and not just to listen.

3. Time is taken at the opening session to review the
conference objectives, the conference methods, the
responsibilities of those attending, and the roles to
be performed by the resource persons, group lead-
ers, and other personnel.

4. 1If the conference is large, provision is made for the
formation of small groups to encourage the expres-
sion of participants’ ideas.

5. If the conference is large, leadership teams are
selected and trained to help the conference groups
achieve high productivity.

6. Time is taken as the conference goes along for the
participants to look at their progress and to make
suggestions for improvements.

7. The final session of the conference is used for the
participants to make decisions and commitments to
carry out these decisions.
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Institutes

IN MANY AMERICAN COMMUNITIES the institute has become
a tradition. A bit more ambitious than a workshop or con-
ference, it has served as a source of new information and
new ideas for people in many fields. An institute is a series
of meetings designed to convey specific instruction and in-
formation in particular areas of work. Such meetings may
all be held on one day but usually are scheduled over several
days, or they may extend over several weeks.

A variety of purposes or objectives can be accomplished
by means of an institute. One of the most common is to
present information. An institute also is appropriate to
identify problems, to explore problems, to solve problems,
to inspire people to action, or to create awareness and in-
terest, Since an institute is a series of meetings, use can be
made of a variety of the techniques discussed in this book.
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Some that are particularly applicable are lectures, forums,
panels, group discussions, symposiums, and dialogues.

Institutes, like conferences, workshops, and large one-
session meetings, are often planned and conducted with a
minimum cf thought having been given to the various tech-
niques that could be used. Traditionally, institutes have
been a series of speeches in which the speakers, usually ex-
perts in their fields, presented their ideas. Those attending
have been an audience rather than participants, and the re-
sults or accomplishments have been correspondingly below
expectations.

The degree of involvement of the participants in plan-
ning an institute influences the productivity, just as it does
for conferences and workshops. Whether or not an institute
is a participating institute or a listening institute depends
upon the choice of techniques for the separate meetings or
sessions. The productivity of an institute usually varies
directly with the extent to which those in attendance are in-
volved in planning, conducting, and evaluating the institute.

. meetings may all be held on
one day. . . .







PART

3. Evaluation



End-of-meeting questionnaires should be
easily available to all participants . . .




METHOD

1.

End-of-Meeting
Comments and Suggestions

IT HAS ALREADY BEEN INDICATED (Chapter 11) that end-of-
meeting evaluation is one of the simplest methods of struc-
tured evaluation involving the total group. Groups often re-
sent and resist evaluation when they are not educated to it
or accustomed to it. End-of-meeting devices are often the
most effective means of introducing evaluation.

This type of evaluation can be very simple or of increas-
ing complexity. From the general standpoint it may be
pointed out that this method is only of value to the degree to
which the various comments are summarized, reported
upon, and discussed.

Questions are formulated and written on end-of-meeting
slips to seek the reactions from all group members about
selected aspects of group leadership, process, and produc-
tivity. By writing their reactions to these questions group
members have the opportunity to analyze more formally
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what is happening in their group. Group members need not
sign their slips. Once the slips are collected, it is usually a
good procedure to involve some competent members in sum-
marizing them and reporting to the group. Success with
end-of-meeting evaluation is largely dependent on the dis-
cussion of the summary.

It may be more feasible for the leaders to summarize and
analyze the group’s comments, especially in the introductory
stages of evaluation. They can then make changes in line
with commonly agreed upon criticisms or recommendations.
In this case the fact that the end-of-meeting evaluations are
being used should certainly be communicated to the group.
Nothing will kill evaluation faster than to have group
members feel their comments are ignored.

Involve the entire group in evaluation discussion as soon
as feasible. This process of filling out, summarizing, report-
ing back, and discussing should help the group identify the
difficulties members feel are limiting group effectiveness
and provide opportunity for both individuals and group to
take steps toward improvement.

Questions for end-of-meeting slips are often designed to
identify strong points as well as weaknesses. This is im-
portant for several reascns. A positive approach makes the
introduction of evaluation easier and also may give the
group confidence. It is important to know the strong points
so that these can be maximized and not forgotten in plan-
ning for future activities. It is also important because it is
possible for much learning to take place while analyzing
strong points. Many times it is realized that certain things
seem to work for a group but only an analysis will tell why.

It is important that the group budget time to fill out end-
of-meeting slips, summarize them, report back the sum-
mary, and discuss the report. Most groups have found that
while evaluation may take time in the short run, much time
is saved in the long run by the increasing effectiveness of
the group. In some cases the nature of the group and its
activities may dictate the completion of all these steps
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at a given meeting. In other cases, such as a group that
meets on a continuing basis or in workshops and confer-
ences, the slips may be collected at the end of one mecting
and reported back and discussed at subsequent sessions.

Five end-of-meeting forms are reproduced on the follow-
ing pages. Some deal with different areas of evaluation, and
they are of increasing complexity. They stop short of re-
quiring extensive knowledge of group process or excessive
amounts of time. Remember, these are only suggestions.
Any thoughtful group member can prepare effective forms
to meet the specific needs of his group. If they are to be in
fact end-of-meeting forms they must not be too long or too
complicated.

FORM 1

END-OF-MEETING SUGGESTION SLIP
1. How did you feel about this meeting? (Check)
No good Mediocre_All right Good _Excellent_

2. What were the strong points?

3, HWhat were the weaknesses?

4, What improvements would you suggest for future meetings?

Fl (You neced not sign your name)



FORM 2

F2

END-OF-MEETING SUGGESTION SLIP

How did you feel about this meeting? (Check)

No good Mediocre All right Good Excellent

The amount of planning for this meeting was
About right Too little Too much
The total program depends on group members

Too much  About right Too little

What were the most important ideas you gained from this session?

What improvements would you suggest to make the next meeting

more effective?

(You need not sign your name)
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FORM 3

END-OF-MEETING REACTION SHEET

Leng Form

Your help by supplying this information will contribute to the
improvement end evaluation of our group meetings.

i.

[

F3

How did you feel this meeting was today? (Flease check)

No good  diccre__ All right  Good  Excellent

Did you find yourself wanting to say things during the meeting
that vou didn't actually say?

Never A few times Fairly coften Frequently
Very frequently

¥ere there any particular reasons why you did not contribute?
Yes o

If yes, Please list.

What do you think this group was trying to accomplish today?

To what extent were the things you personally hoped to get out
of the meeting different from what the group was trying to
accomplish?

Completely Somewhat Unrelated but  Fairly  Identical
different different not incompatible similar

How completely do you think the members were in accord with

what the group was trying to accomplish today?

Small minority lLarge minority  About half Good majority

in accord in accord in accord in accord
Group completely

in acecord

(You need not sign your name)
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FORM 4
END-OF-MEETING SUGGESTION SLIP

What is your over-all rating of today's meeting for each of the
items? Please circle appropriate number,

Very Very
Low Low Av High High
1. Physical arrangement
and comfort 1 2 3 4 5
2. Orientation 1 2 3 4 5
3. Group atmosphere 1 2 3 4 5
4, Interest and motivation 1 2 3 4 5
5. Participation 1 2 3 4 S
6. Productiveness 1 2 3 4 5
7. Choice of methods 1 2 3 4 5

Please answer the following questions:
1. How would you rate this meeting? (Check)

No good _ Mediocre__ All right _ Good _ Excellent_

2. What were the strong points?

3. What were the weak points?

4, What improvements would you suggest?

F4 (You need not sign your name)
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10.

1l. Do you have suggestions (about techniques, materials, ete,) for improving
future meetings? (Use other side of page if necessary,.)

FORM 5

Were you interested
in this meeting?

Did you feel that the
group was interested
in this meeting?

Did you learn any new
facts or get any new
ideas?

Did you change any of
your previous opinions
as a result of this
meeting?

Were your previous
opinions confimmed
or strengthened?

Did you think the
group accomplished
anything as a result
of this meeting?

Was there enough
preparation for the
meeting?

Was there enough
opportunity for
discussion?

Would the meeting
have been better if
some parts had been
left out?

Did you find the
social atmosphere of
the meeting congenial
and enjoyable?

END-OF-MEETING EVALUATION

Very Quite Some, but Very
much a bit not much little
Very Quite Some, but Very
much a bit not much little
Yes, Quite Some, but not Very few,
many a few very many if any
Yes, Quite Some, but not Very few,
many a few very many if any
Very Quite Some, but Very
much a bit not much little
It It I doubt
certainly probably if it It did
did did did not
More All Should Should have
than that was have been been much
needed needed more more

All Should Should have
Too that was have been been much
much needed more more

Definitely

Certainly Maybe Probably not

Quite All Definitely
Excellent good right not

(You need not sign your name,)
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METHOD

2.

More Basic
Group Evaluation

As END-OF-MEETING EVALUATION moves from the simple to
the complex, there comes a point when groups desire to
evaluate in greater depth and move more into the area of
evaluating group process and individual member perform-
ance. To do this, different evaluation tools must be devel-
oped, and more time must be allowed to fill out forms and
for group discussion. A major portion or all of several meet-
ings may be devoted to evaluation.

More sophisticated and meaningful devices for evalua-
tion can be developed and applied cnly as the group begins
to see and understand the value to be derived from evalua-
tion and overcome their fears of the evaluation process. The
development of better methods, of which there are many,
again calls for a re-examination of the basic elements of
group process.
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FORM &

HOW WELL HAVE THE INTERNAL DYNAMICS OF THE GROUP BEEN UTILIZED

(check appropriate column)

Very good | Good job i Acceptable Needs Keeds much
Internal dynamics job has has been job has additional! additional
been done done been done wotk work

4. [Ends [goals &
objectives)

3, Means (programs
§ activities)

C. Atmospkere or
climate i

D. Communications )

E. Participation !

F. Heterogeneity

G. lhuman relations
skills |

H, Standards of
aperation

I, Social control ]

J. Definition of
Toles

K. BRoles far group
productivity

L. Identity
{we-feeling)

M. Leadership
(pattern)

N, Group size

0. Group evaluation

Please add your comments on how we might improve the use of these
dynamics to help increase group productivity.

Fo



FORM 7
HOW MATURE IS OUR GROUP?

In broad general terms a mature democratic group can be described as one that,
within the framework of democratic values, makes progress toward its goals with a
maximum of efficiency and a minimum of wasted c¢ffort and time.

(Rate our group by checking appropriate column for each item)

Very | Good | Accept- Heak, Very weak
Criteria good | job able needs [ needs
job job work much work

1. Recognizes values and limita-
tions of democratic procedures.,

2. Provides atmosphere of psy-
chological freedom for ex-
pression of all feelings and
viewpoints.

3. Has achieved high degree of
effective intercommunication,

4, Has clear understanding of
its purposes and short- and
long~-time goals.

[ %2}

. 1s able to initiate and carry
on effective logical problem
solving which results in
action. \

6. Recognizes that means must be
consistent with ends.

7. Faces reality and works on
basis of fact rather than
fantasy.

8. Provides for diffusion of and
sharing of leadership respon-
sibilities.

9, Makes intelligent use of dif-
fering abilities of its mem-
bers and recognizes need for
and utilizes outside resources.
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How Mature is Our Group? {Cont,)

2.

Criteria

Very good | Good job

job has

has been

been done | done

Accept-
able job
has been
done

Weak, needs
additional
work

Very weak,
needs much
additional
work

10,

Strikes appropriate
balance between
group productivity
(socio-group func-
tions) and the sat-
isfaction of ego
needs (psyche)
group functions,

11.

Provides for satis-
factory integration
of member values,
needs and goals with
common group values,
needs, and goals.

12.

Is objective about
own functioning; col-
lects and uses ap-
propriate processes
information about
itself; can face pro-
cedural~-emotional
problems and intel=-
ligently make neecded
modifications.

13.

Has ability to de-
tect and control
rhythms of group me-
tabolism, fatigue,
tension, tempo,
place, emotionzl
atmosphere, etc,

14.

Achieves an appro-
priate balance be-
tween content and
process orientation,

15.

Has achieved appro-
priate balance be-
tween cstablished
ways of working to-
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How Mature is Qur Group? (Cont,)

3.

Criteria

Very good
job has
been done

Coad job
has bcen
done

Accept-
able job
has been
done

Weak, neecds
additional
work

Very wecak,
needs much
additional
work

gether and rcadiness
to change its proce-
dural patterns in
existing or new sit-
uations,

L6.

Has high degrec of
cohesiveness or sol-
idarity but not to
point of exclusive-
ness in temms of
ideas, persons, or
stifling of individ-~
pality.

17,

Has achieved
healthy balance be-
tween ccoperative
and competitive be-
havier on the part
of its members,

E7

Please add your comments on how we might improve our group
maturity to help our group to become more productive.

{Adapted from F. S. Hairman by Ceorge Becal and Neil Raudabaugh)

Evaluation tools to meet the specific needs must be de-
veloped. The same type of forms suggested for end-of-meet-
ing evaluation can be elaborated, made more precise, or de-
signed to probe more in depth into the group’s processes.

Tools ¢an also be developed that embody more of the
specific concepts used in this book., Form 6 uses the in-
ternal dynamics of groups as its framework for evaluation.
Form 7 uscs the general concepts of group maturity as the
basis for evaluation. In the above cases the use of these
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forms and subsequent discussion performs two functions.
The essential understanding of group process in these two
areas — internal dynamics and the concept of maturity —
cannot fail to be sharpened by this kind of evaluation. Fur-
thermore, they should contribute to group productivity by
highlighting successful and less successful aspects.

Different tools must be developed to evaluate group
process and individual member performance.




METHOD

3.

Evaluation of Content
and Objectives

PROPERLY STATED, realistic goals and objectives provide a
basis for systematic evaluaticn of progress made hy the
group toward the accomplishment of these goals. Evaluation
tools are needed that will enable the group to measure prog-
ress toward its goals and objectives. Form 8 illustrates such
a tool. This example was used to evaluate progress toward
the accomplishment of objectives agreed upon at the begin-
ning of a work conference dealing with selected ar-as of
content discussed in this book: individual needs and moti-
vations, internal dynamics, human relation skills, selected
techniques, group goals, and the responsibility of group
members.

The elements evaluated on this form were obviously de-
signed for a specific workshop. However, the general out-
line can be adapted to fit the needs of any group. Also,
there is great room for individual or group inventiveness in
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FORM 8
EVALUATION OF ACCOMPLISHMENT OF CONFERENCE OBJECTIVES
(Please rate progress toward achieving objectives by checking appropriate blank.)

1. Increased understanding of basic individual needs and motivatioms.

Progress Very Accept- Needs Needs much
beyond good Goed able additional additional
expectation  progress  progress  progress  work work

2. Increased understanding of the internal dynamics of groups.

Progress Very Accept- Needs Needs much
beyond good Good able additional additional
expectation progress  progress  progress  Work work

3. Increased understanding of the human relaticn skills involved in group

processes.
Progress Very Accept- Needs Needs much
beyond good Good able additional  additional
expectaticn progress  progress  progress  work work

4. Increased understanding of the selection of techniques which are in
keeping with the goals and the dynamics of the groups.

Progress Very Accept- Needs Needs much
beyond good Good able additional  additional
expectation progress  progress  progress  work work

5. Increased understanding of the importance of group goals and how to
establish, state, and evaluate then,

Progress Very Accept- Needs Needs much
beyend good Good able additional  additional
expectation progress progress  progress  work WOTK

6. Increased understanding of the responsibilities of group members and

leaders.,
Progress Very Accept- Needs Needs much
beyond good Good able additional  additional
expectation progress  progress  progress  work work

wWhat suggestions do you have for improving our progress toward achieving our
objectives?

F8
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setting up quantitative or qualitative measures of progress.
The continuum of “very good progress made” to “need much
additional work” is only one such example.

The methods of handling evaluations such as the three
mentioned directly above (internal dynamics, group ma-
turity, and content objective analysis) can be varied. The
same general procedure of filling out the forms, summariza-
tion, and discussion will be used, but alternative ways to
handle this can be set up.



METHOD

4.

Evaluation of
individual Contributions

As A DEPARTURE from methods wherein the group working
together analyzes the process of the group as a whole, a
methed whereby the actions of individual members can be
evaluated is of obvious value. When the unit-act role con-
cept (as discussed in Chapter 5) is introduced into a group,
it usually creates great interest among the members. It
may be used as a basis for individual evaluation.

Remember that anything which may be interpreted as
criticism invades a sensitive area, more so when it concerns
the individual than when it concerns the group. For that
reason this type of evaluation may best be begun by having
each member evaluate himself. This may be done by
using a check list such as Form 9. The member checks off
the roles which he thinks he fills, those he would like to
fill, those in which he thinks he is successful, and those he
feels he should practice.
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Task Roles

Roles ][——

Group Building

Roles ][

Personally Centered

[

FORM 9

SELF-ANALYSIS CHECKLIST OF UNIT ACT ROLES

{Analyze your own participation in the group and check
each of the 24 unit act roles in the appropriate column.)

Roles I Roles I Roles I'd
Group Roles fill most fill least like to
often well practice
1. Initiator
2. Opinion
Seeker
3. Opinion
Giver
4. Information
Seeker
S, Inforration
Giver
6, Elaborator
7. Evaluation
Critic
8, Summarizer
9. Recorder
10, Integrator -
11. Orienter
12, Prodedural
Technician
13. Encourager
14, Harmonizer
15. Standard
Setter
16, Energizer
17, Follower
18, Evaluator
19. Dominator
20. Blocker
21. Anecdoter
22, Play Boy
23. Special
Interest
Pleader
24, Recognition
Seeker

F9
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Though at first the member may prefer to use this in-
formation privately as a basis for self-improvement, he may
soon want to compare his opinion of himself with that of the
group. Or he may desire help in improving his performance
in the roles which he thinks will contribute to the group.
With growing maturity it is often possible and useful to in-
volve the whole group in this type of evaluation.

Is interaction cultivated
and developed or is
it discouraged?




METHOD

D.

Group Observer Devices

A NEW ORIENTATION toward evaluation is provided by the
use of a group observer or an observation team. The pri-
mary advantage of this technique is that it enables a mem-
ber, or a small group of members, to disassociate themselves
from the give and take of any session and to analyze the be-
havior of the group as a whole from a relatively objective
standpoint. It is a step toward more sophisticated evalua-
tion, not only for this reason, but also because it can be dele-
gated to the member most likely to be an effective evaluator.

The technique may remain quite simple, or it can be ex-
panded to almost any degree of complexity. It could be as
simple as merely requesting one member to pay attention
and comment at the end of a meeting. Usually more struc-
tured methcds will be more effective, provided that the ob-
server(s) shows the necessary knowledge and skill and pro-
vided the group has been educated to a degree which makes
it amenable to constructive evaluation.
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Just as it was pointed out that group self-evaluation was
only as good as the summary and discussion which followed,
so observer techniques are dependent upon similar use
being made cf the observations. Several of the more simple
methods will be illustrated by typical observer report forms
which will be self-explanatory.

As the methods grow in complexity it becomes more and
more necessary that the observers have a knowledge of the
basic structure of group process. A group observer func-
tions by collecting notes — mental or written — on the way
the group operates and on its progress. While observing, he
detaches himself from actual participation in the group.
Upon request he reports, or “feeds back,” his observations to
the group, along with appropriate interpretations. These re-
ports serve as the basis for the group’s evaluation of its own
process and progress. The following seven points are de-
scriptive of a good observer and his function.

1. He is accepted freely and easily by the group.

2. He is perceptive in noting aspects of group operation
which might be improved, and he is both sensitive and
objective in these observations.

3. He s capable of verbalizing his observations in a general
and simple manner which does not give offense.

4. He is a person who understands the temper and atmos-
phere of the group in order that he may feed back his
report at an appropriate and useful level; for example:
a. Descriptive level — “We reached one decision today;

all but two persons participated in the discussion.”

b. Low level interpretation — by hypothesizing — “We
reached only one decision today; was it due to lack
of summarization and integration of ideas?”

c. High level interpretation — “Everyone seemed inter-
ested in getting their personal ideas before the group
and in getting credit for them. No one seemed in-
terested in integrating the various ideas into some-
thing resembling consensus. Are we more interested
in getting credit or in group action and progress?”
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5. He stimulates the group to evaluate rather than setting
himself up as a personal evaluator.

6. He works closely with all leaders and group members.

7. He tries to pass on to the group the desire and ability to
evaluate, thus gradually broadening the base of evalu-
ation.

Group observations can be categorized into two main
types, anecdotal and verbal interaction patterns. The anec-
dotal observer concentrates on the group as a whole. He
observes it as it functions, and through his report focusses
attention on specific aspects of its functioning. The first sec-
tion, on observer devices, will confine itself principally to
anecdotal methods, their summarization and interpretation.
Attention to verbal interaction processes will be given in the
next section.

GROUP OBSERVER ANECDOTAL EVALUATION

Various forms and devices which may prove useful in
anecdotal observation are available or can be developed. For
instance a starting place for anecdotal observation may be
the relatively simple Form 5 suggested for use in the end-
of-meeting section. A slightly different approach to anec-
dotal observation is suggested in Form 10, which deals both
with content of discussicn as well as process at a general
level. Form 11 is a more detailed cne and deals with grcup
productivity and process at a general level. It will be appar-
ent that Form 12 makes extensive use of the framework sug-
gested under “internal dynamics” in Chapter 6, and is in
reality a check list. Such a list cannot be all inclusive, so
for any individual situation it would be highly profitabie for
the cbserver to make his own list adapted to his own group’s
problems.

It should also be recognized that the observer would not
comment on all items in the suggested lists. They are meant
to be suggestive of the points that might be considered for
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evaluation. With the list before him, the observer should be
able to select the items he believes to be most important for
him to bring before the group for discussion in order to fa-

cilitate its process.

CONTENT OBSERVER'S REACTION SHEET

FORM 10
Group_ e
Observer
Date

Objective of the Meeting

Major problem
arca {s)

Major
issues

Points made in
discussion

Solutions, agreements,
discussion, recommendation

To what extent did the group have a common and a consistent orientation toward an

objective?

Always on the beaq______

How fully were the members in accord with what the group was trying to accomplish

today?

Completely in accord

F19

On and off -

About half in accord

__Mostly off the beam

Small minority
in accord



FORM 11

ANECDOTAL OBSERVATIONS ON MEETING PRODUCTIVITY

Notes

A. Orientation

tow far did we get?

To what extent did we understand what
we are trying to do?

To what extent did we understand how
we are trying to do it?

To what extent were we stymicd by

lack of information?

B. Motivation and Unity

1.

Were all of us equally interested in

what we are trying to do?

Was interest maintained or did it lag?

To what extent did the group feel

united by a common purpose?

To what extent were we able to subordinate

individual interests to the common goal?

C. Atmosphere

Was the general atmosphere of the group:

Informal or formal?
Permissive or inhibited?
Cooperative or competitive?
Friendly or hostile?

Other comments,
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Anecdotal Observations on Meeting Productivity (Cont.)

Notes
D. Contributions of Members

L. Was participation general or lopsided?

2. Were contributions on the beam or off at
a tangent?

3. Did contributions indicate that those who
made them were listening carefully to
what others in the group had to say?

4, Were contributions factual and problem-
centered or were the contributors unable
to rise above their preconceived notions
and emotionally-held points of view?

E. Contributions of Special Members of the Group

1. How well did the leader serve the group?

2. The recorder?

3. The resource persons?

4, Those in other special roles?

Fl1
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FORM 12

OBSERVER'S CHECK LIST ON INTERNAL DYNAMICS OF GROUPS

Notes
A. Ends (Goals and Objectives)

1. Are the ends clearly defined or is
there a lack of definition?

2. Were ends determined cooperatively or
were they arbitrarily set?

3. Is there a definite recognition of
present positicn in relation to goals
or is there a lack of such recognition?

4. Are people trying to decide upon a
course of action without first agree-
ing on the end which its course of
action is designed to achieve?

B. Means (Programs and Activities)

1. Do means or activities contribute
to the ends agreed on, or are the
means becoming ends in themselves?

2. Are nsw approaches to achieve ends
tested and tried willingly?

C. Atmosphere or Climate

1. Is there an air of permissiveness
and warmth, or is there a '"defensive”
feeling?

2. Is there feeling of inhibition or
competitiveness; is the thinking
objective or subjective?

3. Is the physical setting an environment
which contributes to well-being?

4. Are there unresolved personal ten-
sions?

D. Communications

1. Are there both formal and in-
formal channels for communications?

2. Can the bottom of the organization
communicate with the top?

3. Do members have enough knowledge
to coordinate their activities
effectively?

4. Is there shared knowledge and team-
work?

5. Are there definite methods for
sharing knowledge, plans, etc.?

6. Have communication weaknesses en-
couraged clique formation?

E. Participation
1. Do all members contribute to group

discussion?
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Observer's Check List on Internal Dynamics of Groups (Cont.)

2. Notes

2. Is there opportunity for all to par-
ticipate?

3, Is the participation distributed
throughout the group, or is it leader
centered?

4. Are all members assuming responsi-
bilities?

F. Heterogeneity

1. Are background and experience
varied?

2. Are both progressive and conservative
ideas voiced?

3. Do differences lead to conflict?

G. Human Relations Skills

1. What is the nature of interaction
patterns within the group?

2. How are contacts between different
ability levels handled?

3. Do attitudes of antagonism or friend-
liness prevail?

4. Do interaction patterns erect social
barriers?

S. Is interaction cultivated and developed
or is it discouraged?

{. Standards of Operation

1. Are the levels of aspiration
realistic?

2. Is there shared responsibility?

3. Are positive interpersonal patterns
apparent?

4, Are some members psychologically
isolated?

5. Are there hidden agendas?

I. Social Centrol

1. Do members conform to group
expectations?

2. Are members given recognition for
meeting group standards?

3. Are there both formal and informal
sanctions or controls which may be
invoked?

4. Do some members flaunt standards to
gain a kind of recognition?

J. Role Definition

1.

Are functionary roles clearly de-
fined?
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Cbserver's Check List on Internal Dynamics of Groups (Cont.}

3.

Notes

2. 1Is the over-all organization structure
well understeod and accepted?

3. Are roles defined Ly default?

4, Aze individuals left on their own to
determine the directicn and limits of
their responsibility?

Group Productivity Roles

1. Do thc members have an understanding
of the nature of productive group
member roles?

2. Are the members interested in task
roles but neplipent abocut group
building roles?

3. Do members consciously work to
expand their sbility in creating
additional functional roles?

i
L. TIdentity

1. Dess the proup exhibit definite
evidence of a "we'" feeling?

2. Do menbers feel a cownon congern with
Tegard te other members and the group
as a whole?

3. Do the members identify nmore with
cach otlier ot with the group as a
whole?

4. Is the identification with the group
based upon its objectives, the group
itself, or a combination of these?

3. Lo members show a genuine willingness
to work and sacrifice fer group con-
sensus and group goals?

M. Leadership

1. Is the leadership pattern demo-
cratic or autocratic?

2. Is the pattern tigid or flexible?

3. Is therc a definite feeling that
leadersiip is present?

4. Is authority delegated?

5, Are clear-cut decisions made?

6. 15 decision making shared?

7. Is there a clear definition of policy?

N. Group Size

1. Considering its objectives, is the
group too large or too small?

2. Are techniques being uscd appropriate
for the size of group?
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Observer's Check List on Internal Dynamics of

1.

Groups (Cont.)

Notes

3.

Is the group large encugh to require
special techniques to accomplish com-
munication and other clements of in-
ternal dynamics?

0, Group Tvaluation

1.

z
3.

4.

¥ill tiie group accept evaluation?

Is it objecrive about its functioning?
Can it face'esmotional pronlens

related to its procedure and make
intelligent modificaticens?

llas a good bolance between esteblished
methods and readiness to cxperiment
been attained?

Does the group face reality and work
with Tagt rather than faney?

Flz
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METHOD

6.

Group Ohserver Evaluation
of Individual Participation

IN THE FOREGOING DISCUSSION of some of the specific tech-
niques of group evaluation the major interest has been on
methods aimed at analyzing group process as a whole; to the
over-all aspects of group behavior. This is important, but it
is difficult to try to evaluate the performance of a group
without considering the variable characteristics of the indi-
viduals who make up the group, the roles they play in the
processes of their group, and their interaction with cach
other. A number of the techniques suggested provide the
raw data for this type of analysis. However, a more detailed
discussion should provide additional insights into the im-
pcrtance of evaluation oriented toward group members as
individuals.

A group which has been in existence even a short time
develops a characteristic pattern of relationships between
its members. Some may contribute much, others little; some
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are more productive at one stage of a meeting, some at an-
other; some contribute to a friendly atmosphere, others
seem to evoke hostility. All the facets of individual human
behavior and of interaction behavior are demonstrated in
almost any grcup.

In any complete type of evaluation there must be a
study of the impact of the individual upon the group, as
well as the influence of the group and of other members
upon the individual. In part, this can be studied under
three headings: amount, orientation, and kind of participa-
tion.

AMOUNT OF PARTICIPATION

The quantitative contribution of each member to the
group discussicn is an important factor related to group
success. An analysis can answer questions related to the
equality of participation, or the domination of participation
by one or a few members. Such records provide information
to determine the degree to which all members become in-
volved in discussion, and to point out to individual mem-
bers the degree to which they are dominating discussion.

CRIENTATION OF PARTICIPATION

A member’s contribution is often addressed to another
member. It may be addressed to a formal leader, or to other
members of the group. Responses likewise may have differ-
ent orientations and much can be learned about the group
from recording and interpreting these interaction patterns.
An analysis of these interaction patterns can determine
whether the discussion is centered with the leader, whether
it becomes a series of intermember exchanges, or whether
the emphasis of the meeting interaction is more imperson-
ally directed toward the total group.

KINDS OF PARTICIPATION

Categories of participation are important clues to the
effectiveness of the group process. The unit-act role cate-
gories discussed in Chapter 5 are suggested here as valuable
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tools to analyze kinds of group participation. Three major
categories of roles were suggested: Task roles, oriented at
solving the task at hand; Group Building roles, oriented at
building group solidarity or facilitating group discussion;
and Individually Centered roles, oriented at satisfying in-
dividual ego needs, often at the expense of group building
and task needs. Within these broad categories a number of
unit-act roles were specified. An understanding of these
roles, the degree to which needed roles are performed, and
the sequence in which they are performed may give im-
portant insights into group productivity or failure.

In most effective problem-solving or decision-making
groups a general pattern of role performance seems to lead
to increased effectiveness. Initiation should be followed by
clearly stated definition of the problem. Information giving
and information seeking usually follows with clarification
and elaboration. As alternative courses of action are sug-
gested there may be need for opinion giving and opinion
seeking. There is usually need for summarization and in-
tegration of the various points in the discussion. If the
group tends to get off the subject, there is need for orienta-
tion back to the task.

A member’s cantribution meay be addressed to o formal leader,
or to another member of the group.
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At various points during the discussion there may be
need for such group building roles as encourager, harmo-
nizer, compromiser, or standard setter. In some cases too
much emphasis on certain roles may hinder the group from
making progress. In other cases groups have difficulty be-
cause no one plays the role of elaborating or asking for
clarificaticn to make sure everyone understands the points
of discussion. Some groups seem to go in circles or off on
tangents because no one plays the role of orienting the
group back to the task at hand or takes the trouble to sum-
marize and close off areas of discussion once consensus
has been reached. Some group members may be playing
individually centered roles without realizing it. An analysis
of the kind and sequence of participation should give im-
portant insights into these problems and suggest steps that
might be taken to improve group productivity.

PARTICIPATION ANALYSIS IS VALUABLE

An analysis of the various types of participation may be
of value to groups in the following ways:

1. To show who does and does not participate verbally.

2. To show how many times each individual participates
verbally.

3. To show to whom verbal interaction is directed; to the
leader, to other group members, or to the group as a
whole.

4. To show the pattern of interaction in relation to physi-
cal setup and location of members.

5. To show type and range of interaction by individuals
and the group as shown by role analysis.

a. Lack of certain roles being played may be key to poor
greup preduction.

b. The playing of too many of certain types of roles may
be key to poor praduction.

¢. Analysis of roles being played may show why your
group is productive.
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d. It may provide the basis for analyzing our individual
role behavior to the end that we may improve our in-
dividual productivity.

To show sequence of roles which may:

a. Give insight into productivity or lack of productivity
of the group including the process of decision mak-
ing.

b. Show acceptance or rejection of ideas on basis of
the individuals contributing them,

To give basis to compare the group or members over

time, to show change or lack of change in above areas.

To give a trained observer and mature members a the-

oretical framework that he consciously or unconsciously

may use to diagnose member participation and roles
and assess roles required in given group situations to
aid a group in becoming more productive.

As one of the best ways to teach concept of unit-act

roles.

Techniques and forms can be designed for use by ob-

servers in recording the above kinds of observations of
participation for purposes of evaluaticn.

The preceding analyses of participation may be recorded

in various ways. The simplest merely records the number of
times each member speaks, and is hence a simple quantita-
tive record of participation (Form 13).

FORM 13

PARTICIPATION RECORD

Member name or number Number of comments Total

F13
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A more informative, but still quite simple, method of re-
cording information about amount and direction of partici-
pation is by use of a diagram, as illustrated by Form 14.
Each participant around a table is given a number. Lines
between the circles representing members indicate that
some interaction has occurred between them. The half
arrow at the end of the line indicates the direction, who
spoke to whom. The number of times this action was carried
out is indicated by tally marks on the line. Communication
addressed to the group as a whole is indicated by a whole
arrow ending in the center. Often side communication
whispered to a neighbor forms an important part of inter-
action. This may be illustrated by a wavy line between
communicants.

FORM 14

Information gathered by this graphic method may be
converted to anecdotal form somewhat as follows:

No. 1, the leader, spoke mainly to the group as a
whole. He was addressed directly by three mem-
bers, 4, 5, and 6. He answered two of them di-
rectly.

No. 2 was spoken to by No. 8. He addressed No.
3 twice and 3 spoke to him twice.
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No. 7 did not speak at all, nor was he addressed.
No. 5 communicated only once with No. 1, but
engaged in extensive side communication with
No. 4.

Such a diagram is called a sociogram, and the process
of preparing it is known as sociometry. A simple sociogram
may be very useful in the interpretation of the effect of prox-
imity, seating arrangements, and other physical factors
upon the interaction of the group.

UNIT-ACT ROLE ANALYSES

Thus far the methods presented have dealt only with the
amount and orientation of participation. The unit-act role
concept has been found valuable for more precise and pene-
trating analysis of individual participation and interaction.
This is one approach to get at the more qualitative aspects of
group participation. The use of these evaluation techniques
requires a basic understanding of group process and, more
specifically, of unit-act rcles. It also rcquires greater sophis-
tication and maturity of the group. However, many groups
do use this method and find it to be extremely valuable in in-
creasing individual and group productivity.

A brief review of the general categories (task, group
building, and individual) of roles as well as the more specific
unit-act roles within each of these categories as discussed in
Chapter 5 will be an important starting point for using this
type of evaluation. An understanding of the definition of
the individual roles will be a necessity. It should be recog-
nized that it is quite possible that more than one unit-act
role may be played by an individual in any given discourse
or series of uninterrupted statements,

The tools developed for this type of evaluation can range
from the relatively simple to the complex. Three examples
are presented here. Both from the point of view of the group
observer or cbserver team and the feedback to the group, it
may be advisable to begin this evaluation with a relatively
simple approach. Simplicity can be introduced in two main
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ways: (1) by using only a limited number of unit-act role
concepts; and (2) by merely recording the roles played with-
out attempting to determine interaction patterns or role se-
quence. Form 15 presents such an example. At the top of
this form is a limited list of roles selected to keep the obser-
vation at a relatively simple level.

Form 16 is an example of a different way of recording
unit-act roles perfcrmed by group members. In addition, 18
example unit-act roles are used. Detailed descriptions of the
18 roles are given below.

SUMMARY OF UNIT-ACT ROLES FOR PROCESS OBSERVER’S USE
Group Building

1. Encourager. Praises, agrees with, and accepts the contri-
bution of others. He indicates warmth and solidarity in
his attitude toward other group members, offers com-
mendation and praise and in various ways indicates un-
derstanding and acceptance of other points of view, ideas,
and suggestions.

2. Harmonizer. Mediates the differences between other mem-
bers, attempts to reconcile disagreements, relieves ten-
sion in conflict situations through jesting or pouring oil
on the troubled waters, etc.

3. Compromiser. Operates from within a conflict in which his
ideas or position is involved. He may offer compromise
by yielding status, admitting his error, disciplining him-
self to maintain group harmony, or by “coming halfway”
in moving along with the group.

4. Expediter. Attempts to keep communication channels
open by encouraging or facilitating the participation of
others (“we don’t yet have the ideas of Mr. X.”) or by
proposing regulation of the flow of communication (“why
don’t we limit the length of our contributions so that ev-
eryone will have a chance to contribute?”).

Task

5. Initiator. Suggests or proposes to the group new ideas or
a changed way of regarding the group problem or goal.
The proposal may take the form of suggestions of a new
group goal or a new definition of the problem. It may
take the form of a suggested solution or some way of
handling a difficulty that the group has encountered. Or it



FORM 15

GROUP OBSERVER FORM FOR SIMPLE UNIT-ACT ROLE ANALYSIS

Group Content Meeting
Time Observer
Condensed List of Roles for Categorization
1. Initiator Suggests to the group changed ways of regarding
the group problem or goals or new actions that
might be taken,
2. Information giver Offers facts or generalizations which are "author-

Information seeker

Opinion giver

Opinion seeker
Summarizer-integrator
Group builder

Individual role

itative" or relates his own experience pertinently
to the group problem or discussion,

Asks for additional clarification or factual
information pertinent to the problem being dis-
cussed.

States his belief or opinion pertinently about
subject being discussed. The emphasis is on
opinion or feeling rather than fact.

Asks for the opinions of others.

Summarizes and/or integrates points of discussion.

Performs group building roles.

Plays individually centered roles,

Number or
name of person

Roles performed*

/

PG e B

54

5-7-7-4-7

[~ 2-3- 425t S b /547

e o e

¢

S

7

3-3-5 4. p2-S-al-a-5-4d-7-

* Numbers correspond to roles listed above.

F15
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11.

12.

13.

14.
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may take the form of a proposed new procedure for the
group, a new way of organizing the group for the task
ahead.

Information seeker. Asks for clarification of suggestions
made in terms of their factual adequacy, for authoritative
information, and facts pertinent to the problem being
discussed.

Opinion seeker. Asks, not primarily for the facis of the
case, but for a clarification of the values pertinent to
what the group is undertaking or of values involved in a
suggestion made or in alternative suggestions.

Information giver. Offers facts or generalizations which
are “authoritative” or relates his own experience perti-
nently to the group problem.

Opinion giver. States his belief or opinion pertinently to
a suggestion made or to alternative suggestions. The em-
phasis is on his prcposal of what should become the
group’s view of pertinent values, not primarily upon rele-
vant facts or information.

Elaborator. Spells out suggestions in terms of examples or
developed meanings, offers a rationale for suggestions
previously made, and tries to deduce how any idea or
suggestion would work out if adopted by the group.

Summarizer. Pulls together ideas, suggestions, and com-
ments of group members and group decisions (decisions
of the group) to help determine where the group is in its
thinking or action process.

Orienter. Defines the position of the group with respect to
its goals, points to departures from agreed upon direc-
tions or goals, or raises questions about the direction
which the group discussion is taking.

Disagreer. Takes a different roint of view, argues against,
implies error in fact or reasoning. He may disagree with
opinions, values, sentiments, decisions, or procedures.

Emnergizer. Prods the group to action or decision, attempts
to stimulate or arouse the group to “greater” or “higher
quality” activity.

Individual

15.

Aggressor. May work in many ways — deflating the status
of others, expressing disapproval of the values, acts, or



FORM 16

ORSERVER'S SUMMARY SHELT FOR RECORDING UNIT-ACT ROLES
PERFORMED BY EACH PARTICIPANT

Date Time Yeeting Group

Content Merhod

UNIT ACT ROLES

Group Pnitding Grous Task Individual

1. Encourager 5., Initiator 15, Agressor

2. Harmonizer 6. Information seeker 16, Blocker

3. Compromiser 7. Opinion seeker 1?7, Recognition secker
4 Expediter 8. Information giver 18, Dominator

Y, Opinion giver
10, Elaburator
11. Summarizer
12, Orienter
13. Disagreer
14, Energizer

Note: The members of the group can be recorded in the left hand column
either by name or by number. The unit act roles performed can be
checked in the appropriate ¢olumns under roles performed.

PaTtticipant

Nane or Roles Performed*

Number 1)2|3]4|5;6[778;910}11]12 (|13 ]14 1157161171 18
Total E

*Numbcrs correspond to roles listed above.

Flo



GROUP OBSERVER EVALUATION 329

feelings of others, attacking the group or the problem it
is working on, joking aggressively, showing envy toward
another’s contribution by trying to take credit for it, etc.

16. Elocker. Tends to be negativistic and stubbornly resistant,
disagreeing and opposing without or beyond reason and
attempting to maintain or bring back an issue after the
group has rejected or by-passed it.

17. Recognition seeker. Works in various ways to call atten-
tion to himself, whether through boasting, reporting on
personal achievements, acting in unusual ways. struggling
to prevent his being placed in an “inferior” position, etc.

18. Dominator. Tries to assert authority or superiority in
manipulating the grouwp or certain members of the group.
This domination may take the form of flattery, of assert-
ing a superior status or right to attention, giving direc-
tions authoritatively, interrupting the contributions of
others, etc.

Form 17 is a more complicated device for unit-act role
analysis but is by far the most meaningful type of analysis.
Many different kinds of information are available from this
device. The eighteen example unit-act roles are used. This
evaluaticn tool allows for the recording of the person speak-
ing, to whom the person speaks, and the role(s) performed
each time a person speaks. It also provides information
showing the sequence in which people spoke and the se-
quence of the roles performed. A column is provided for
a recording of comments as discussion progresses so that the
persons speaking and roles can be related to the points
under discussion. A more detailed discussion of the filling
out of this form can be found in the explanatory note under
the form.

Two additional important types of information can be
taken from this form. The information can be transfzsrred
to a form similar to one suggested in Form 16. This allows
for a summary analysis of the roles played by each individ-
ual and a summary of the number cf times specific roles are
played. Since this form includes information about who
spoke to whom (including participation directed to the



FORM 17

GROUP OBSERVER'S SUMMARY SHEET FOR RECCRDING UNIT-ACT ROLES,
AMOUNT AND ORIENTATION OF PARTICIPATION

Date Time Meeting __Group No.
Content Method
UNIT ACT ROLES
Group Building Group Task Individual
1, Encourager 5. Initiator 10, Elaborator 15, Aggressor
2. Harmonizer 6. Inform, seeker 11. Summarizer 16. Blocker
3. Compromiser 7. Opinion seeker 12. Orienter 17. Recognition
4, Expediter 8, Inform., giver 13. Disagreer seeker

9. Opinion giver 14, Energizer 18. Dominator

Member Participation Record

Spoken Spoken

Speaker to Role Comments Speaker to Role Comments
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Explanation: An observer is needed to record these phases of the process of

the group as it works on a task or problem. Information has been filled
in on the form above to illustrate its use. In the first column a record
is made of the person speaking or participating (speaker). In the second
column is recorded the person or groups to whom the participant addressed
his remarks (spoken tec). In the example above, "0" is used to indicate
that the person spoke to the total group. In the third column the ob-
server records the unit act role performed by the participant. Space is
provided for the observer to record additional comments or explanations
that may help him when he reports his observations to the group.
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FORM 18

OBSERVER'S RECORD OF VERBAL INTERACTION AND
ANECDOTAL OBSERVATION

scussion Group Meeting No,

Date

Time

rticipation Roles:

1. Asking for information, clarification, advice.
2. Offering information to the group,
3. Offering opinions and suggestions concerning action or strategy.
4, Clarifying, interpreting, defining an issue or point.
5. Proposing agenda items for conference group discussion or action.
6. Summary of steps of group process.
7. Asking for group or personal participation.
8. Other.
Participation Record General Meeting Rating Scales
Name of CGroup Direction
‘erson or
ssigned Poles Always on "beam" Off and on No goal
Number ned | i i [ I { i {
Use of Experts
Complete depend- Expert a tool Expert
ence on expert of group completely
ignored
[ D R A N N
) Progress in Relation to Expectation
Enthusiastic Indifferent Impatience
about progress 10 progress expressed
TS I S U R N
Action Orientation
Detailed, specific Only general No action
action plan action plans conceived
A R A T N A A
Competition-Cooperation
iHighly cooperative Individual- Highly
istic competitive
T T 1T 1T T[T T
Pattern of Interaction
All centered on Leader gets Leader usually
leader usual share by-passed
l [ T R A
Atmosphere of Group
Informal-friendly Variable Stiff-cool
7"Il I
! i i : | !
18

[331]
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group) a group interaction sociogram can be prepared from
these data.

In beginning this type of observer evaluation only short
segments of a meeting can be handled by the observer or
absorbed by the group. Increasing skill and experience can
expand the method.

Form 18 illustrates a combination of simple individual
participation and anecdotal forms.




METHOD

7,

Sociomefry

IN AN ATTEMPT to present various methods of group evalua-
tion in something rescmbling a logical fashion, attention
has been given to evaluaticn by the entire group and evalua-
tion by the observer. Also the intetnal dynamics of the
group as a wholc have bcen considercd, and finally the con-
tribution cf the individual as interpreted through the unit-
act roles which he plays. Until now only a minimal attempt
has been made to evaluate the directions of action and
interactisn, ¢r to determine these quantitatively. A further
claboraticn of this type of analysis can be made with a brief
discussicn of a technique known as sociometry. The use of
scciometric techniques provides a graphic represcntation of
action and interaction. The resulting diagram is known as
the sociogram.

{333]
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The figure below illustrates a simple sociogram, a group
observer’s record of the orientation of member participation
in a segment of a meeting. This shows the direction of in-
dividual participation and the number of times each person
participated.

@ Ve

® —@
O ®
® K ©

This sociogram illustrates the group observer’s record of the orientation
of group members’ participation during a 3 minute period. The full
arrows denote participaticn addressed to the group; the half arrows
participation addressed to an individual.

More detailed analysis can be accomplished by not only
preparing the sociogram, illustrated above, but by also re-
cording the roles played by each participant using Form 19
or other unit act role forms shown on the previous pages. Of
special note is the point that participation sociograms can
be prepared from Form 17, page 330.

Sociometry can be used as a means for determining the
degree to which individuals are accepted in a group, for
discovering the relationships which exist among these in-
dividuals, for determining preference or rejection patterns,
and for disclosing the structure of the group. It is most
useful for those continuing groups in which the individuals
know each other.

The sociometric technique is relatively simple to ad-
minister and diagram. It consists of asking each individual
group member to write down with whom he prefers to as-



FORM 19

OBSERVER GROUP INTERACTION SHEET WITH PARTICIPATION
RECORD AND INTERACTION CHART

Group Interaction

Group # Content Meeting
Time Observer
Date

Key for Categorizing Roles

Participation Record

1. Initiator-contributor: new
items for discussion,

2. Information seeker: asks for
clarification, etc.

3. Elaborator: clarifying, inter-
preting, defining.

4, Information giver: new facts
related to point of discussion
at hand.

5. Summarizer-integrator: summarizes,
integrates, orients.

6. Energizer: prods group to
action or decision.

7. Group builder: building of group.

8, Participation builder: asking for
group, personal.

9. Individually-centered roles:
satisfy individual needs.

Number of
persons Role(s)

e /-6

7 2-7

£ i
7 o
// 2
/ 4~
/A 2
4 7
/0 2

Interaction chart: C:)

— Participation directed to a particular group member

—> Participation directed to the group

F19
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sociate for specific activities or in particular situations. In
mature groups or in groups where group cchesicn is not a
problem, questions may also be asked concerning those in
the group with whom he would least like to associate. The
results of these group member choices are then summarized
and plotted.

In using the sociometric technique it is important to
recognize that it is only a tool that helps visually represent
patterns within the group. It does not give “why” answers.
The sociogram is of little value without an intimate knowl-
edge of the individuals involved and the interrelation be-
tween individuals. While the sociogram may give insights
into the present or potential association patterns in a group,
it is only a graphic starting point for deeper analysis and
understanding of the group, its cohesiveness, its cliques,
its organizational potential, and actions that may need to
be taken to improve group functioning. Intensive use of
the sociometric technique will require additional reading to
provide the background needed for intelligent application.

PRACTICAL APPLICATION

Practical use of sociometry can be effectively illustrated
by its use in a specific context, that of choosing group lead-
ers for a special occasion. This may be carried cut by ask-
ing certain specific questions to the membership of a group
and then plotting and analyzing the results. It is important
that such questicns be kept few in number, simple and
objective in their phrasing, and applicable to a stated situa-
tion. Three examples of questicns asked and the plotted
sociograms are given below to illustrate this use of soci-
ometry.

Use of a Socicmet.ic Methed in an Informal Group Situation
Question: Suppose this group were to be organized on a

permanent basis. Whom would you prefer for
chairman?
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Result:
o o ~ @
fe
O— 00— — Q= —C0—0O

: 6
ol

Interpretation: The clustering of the arrows around No. 10
strongly suggests that he is the man for the
chairmanship. 4, 5, and 7 were indirectly related
to the main cluster because 3 selected 10. 2, 6,
and 15 were not present and hence could not
make a choice. Also note they were not chosen.
At the next meeting another question was

asked.

Question: Whom would you prefer as chairman to organ-
ize a group party?

[

O— O—@ ®

Result:

@~ @i@@_—-@ O— D= —@
& &

Interpretation: A marked reorientation of the group occurs
to meet a specific situation. As presented the
choices would indicate three potential leaders,
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each with a following. In this case the plotting
of the second choices disclosed: (1) a fusing
of the choices of the individuals choosing 6
and 7, (2) 6 chose 10, (3) 14 was chosen di-
rectly by 7, 9, and 18. Thus on the basis of these
second choices, and additional knowledge about
the group, it appeared that 14 would be the most
acceptable chairman.

Use of sociometry in a church group

Question: Whom would you prefer for a leader of this
group?

<, 110
S P

@@

Interpretation: This appears to be a fairly well integrated
group with leaders and sub-leaders clearly in-
dicated.

Result:

Lo
80

HOW TO USE THE SOCIOMETRIC TECHNIQUE
This technique is especially useful to:

1. Find strong and weak points in a group.
2. Find both leaders and isolated nonparticipants.
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Locate committee chairmen and to allocate persons to
committees who will work together.

Suggest when and how groups might be reorganized.
Indicate factions within a group so that a committee,
for example, may be set up to include all factions iden-
tified.

This technique should be used in:

1.

2.

A friendly and casual situation without hostility, doubt.
or mystery.

Situations when there is a permissive atmosphere and
not when an emotional issue is at stake,

Groups who will feel free to make any choice and who
have been made aware that the results will be used.
Solving problems that can be objectively stated in a very
few questions, usually not over three to five.

these steps when making any sociogram:

The group must be fully informed about the technique,
its purpose, nature, and the ultimate use planned.

The questions must be carefully stated both as to con-
tent and wording so as to obtain information on the spe-
cific relationships desired.

Results must be recorded on the test summary sheet
(see Form 20).

Make the sociogram by locating all individuals on the
chart and retaining these locations for all questions,
each of which requires a separate chart.

In drawing the sociogram leaders should be located near
the center, isolates on the periphery.

Analyze the results by looking for: (1) mutual choices
— 2 chooses 3 and 3 chooses 2; (2) chains — 3
chooses 5, 5 chooses 7, 7 chooses 2, etc.; (3) islands —
pairs or small groups not chosen; (4) triangles — 1
chooses 5, 5 chooses 8, 8 chooses 1; (5) isolates — not
chosen by anyone; (6) leaders — chosen by many.
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When reading the sociogram:

1. Information may be gained by following one person

throughout.

The over-all pattern should be traced and examined.

Long chains may indicate that the group works as a unit.

4. Confused lines without ascertainable pattern suggest
lack of group unity or ahsence of outstanding leader-
ship.

5. Small groups with no communicating lines to other
members or subgroups suggest clique formation.

6. Individuals with the most choices have promise of being
the best leaders in the particular situation.

W

Questions which may help clarify the sociogram:

1. What appears that was expected to appear?

2. What appears that was not expected to appear?

3. What seems to account for certain members being re-
jected?

4. What seems to account for certain individuals being

chosen by many others?

What might account for mutual choices? Rejections?

6. Is therc any evidence of cleavage in the sociogram? TFor
example: personal antagonisms; racial, national, or re-
ligious differences; social, economic, or status separa-
tion.

7. What do those chosen by a number of group members
have in common? The rejected?

8. Are there any evidences that special knowledge, under-
standings, or skills are present and recognized by the
group?

9. Is there evidence as to the converse of 8?

t

Cautions:

1. Sociometric techniques arc only tools to illustrate pat-
terns of communication within a group. The interpreter
must supply the “why” answers.
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2. The sociogram is of little value without an intimate
working knowledge of the personalities involved.

3. The chief value of a sociogram is as a starting point
for the further study of interrelationships within a

group.
FORM 20
SOCIOGRAM SUMMARY SHEET
Name of group Date
Question
Number of choices: One Two Three

Name of person chosen

Name of chooser

Total

F20
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8.

Using Evaluation

GROUPS SHOULD BEVELOP and use their own evaluation de-
vices according to their particular needs. The suggestions
made as to specific forms and devices are only examples.
Any attempt to fit the group’s problem to a standard form
can only limit creativity and originality, thus downgrading
the quality of the evaluation.

Evaluation seems particularly prone to slip away from
the main stream of group process. With some it begins to
be an end in itself rather than a means to an end. To others
it turns into a pleasant little parlor game which always
amuses but never arouses the membership. Improperly
done, evaluation can be a real destructive force, destroying
group unity and undermining useful traditions of all kinds.
Evaluation calls for the highest skill, both in its use and in
its interpretation.

[ 342 ]
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What specific good may be expected of evaluation? First
it should call attention to group weaknesses as well as
strengths. It should then allow group leadership to concen-
trate on the improvement of their groups. Of much more
interest, however, is the high quality of evaluation as an
educational force. There is no better way to learn group
process than by seeing the elements actually applied in
evaluation.

Assume that a group has adopted evaluation, has
chosen a technique, and has collected the vital information.
How can this information be made useful to the leadership
and the membership of the group?

The information which any group has assembled as a
result of any evaluation process does not constitute evalua-
tion. It is only the raw material for evaluation. It must be
summarized and reported to the group as a whole. The
group as a whole must make the interpretations and
decide upon proper action to take as a result. Obviously,
this requires the allocation of group time for these evalua-
tive functions.

It is important that the members of a group fully under-
stand why evaluation was undertaken and how the informa-
tion was obtained. All must clearly understand the sum-
mary. It is in this area, the educational, that evaluation
confers one of its chief benefits. The maturity and objec-
tivity with which a group now can begin to interpret their
information is a measure of their understanding of the
group process as a whole. The application of lessons learned
from evaluation requires even further group maturity and
worth.

Evaluation need not be difficult, complicated, or com-
plex. Quite often the simplest form is the most applicable
to a given situation, Evaluation cannot be imposed upon a
group which does not wish it, but some form of structured
evaluation is invaluable to the process and productivity of
almost all groups. Selling, explaining, and teaching evalua-
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tion is a function of leadership, but the practice and inter-
pretation of evaluation belongs to the whole group. An un-
derstanding of group process derived from systematic evalu-
ation is one of the most potent developers of leadership
within the group, and hence of approaching one of our
ideals in group function.

Proper use of evaluation should
increase group productivity
in the long run.
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Abstract thinking, 49, 50, 51
Action, group, and techniques,
146

Activities, recreational. See Rec-
reational activities.
Adjustments
destructive, 73
useful, 73
Adjustments to blocks, 67-74
aggression, 67
compensation, 67—68
conversion, 70
displacement, 70
fantasy, 71
idealization, 68-69
identification, 68
negativism, 71
projection, 70
rationalization, 68
regression, 70-71
Adjustments to frustrations, 72
Affiliated groups, 124, 125-26
Affiliations, group, reasons for,
64—-66
Aggression, 67-73
Aggressive atmosphere, 82
Alexander, 32
American Legion, 124
Anecdotal evaluation, 310-19
Anti-intellectualism, 34
Apathetic atmosphere, 83
Aristotle, 32
Atmosphere, group, 81-85
aggressive, 82
apathetic, 82
authoritarian, 83

Index
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democratic, 83

and determination of mem-

ber’s behavior, 82

improvement of, 82-84

and morale, 82

and motivation, 82

permissive, 82, 83, 152

and physical setting, 81-82
Attitudes, individual, and partici-

pation, 89

Audience reaction teams, 277
Authoritarian atmosphere, 83
Autocratic group, 25-26
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Bales, R. F., 115, 118
Behavior, unacceptable,

group, 63
Benne, Kenneth D., 102

within

Blocks, adjustments to, 67-74.
See also Adjustments to
blocks.

Blocks to participation, 66-67
Borgatta, E. F., 115, 118
Born leader, 16, 32
falsity of concept, 32
hereditary tendencies, 32
Boy Scouts, 13
Brainstorming, 246-50
cautions for use, 250
characteristics of, 247
how to use, 248-50
chairman, 249-50
group, 248-49
group members, 250
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Brainstorming, (continued)
reasons for use, 247-48
useful for, 248

Bureaucratic leader, 33, 35

Buzz groups, 150, 152, 153, 197-

99

cautions for use, 198-99
characteristics of, 197-98
how to use, 198
illustration of, 199

uses of, 198

C

Carlyle, Thomas, 32
Chairman
use of brainstorming, 249-50
use of lecture, 243-44
use of role playing, 258-59
Chairman, panel discussion, 210
Chamber of Commerce, 164
Charismatic leader, 33, 35
dictators as, 33
political leaders as, 33
Check lists, 170, 306, 314-17
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Committee hearing, 22229
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how to use, 227-29
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D
Democracy, 17, 19-23
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Democracy in America, 22
Democracy and democratic
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Democratic group, 43, 61, 76, 80,
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leadership of, 31-37
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resource people for, 37
responsibility to members, 67
strength of, 29-30
studies of, 28-29
success of, 36-37
Democratic leader, 33, 34, 35
characteristics of, 34
evolved from group, 33-34
Democratic leadership, 31-37.
See also Leadership.
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situational, 36
Democratic  society,
group in, 72
Despotic leaders, 32
Destructive adjustments, 73
de Tocqueville, Alexis, 22
Dialogue, 152, 230-34
cautions for use, 234
characteristics of, 230-31
how to use, 233-34
group, 233
participants, 233-34
illustration of, 231
reasons for use, 231-32
useful for, 232-33
Dictators, 33
Diffusion of leadership, 174
Discussion, 66. See Huddle
method.
Discussion, group, 150, 152, 153,
170. See also Discussion,

minority

small group.

Discussion, panel. See Panel dis-
cussion.
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90.

cautions for use, 189-90
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group, 184-85
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group members, 186
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illustration of, 183
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useful for, 182-83
Disease, mental, 72
Displacement, 70
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ternal dynamics.

Dynamics, internal. See Internal
dynamics.
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group, 117
Emotional response to stimuli,
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and size of

End-of-meeting evaluation, 289-
95

forms for, 291, 292, 293, 294,
295
obtaining, 289-90
use of, 290-91
End-cf-meeting slips, 171
Establishment of goals, 143-45
Evaluation. See also Group evalu-
ation.
adaptation to group, 342
anecdotal, 310-19
basis for, 157
of content and objectives, 169,
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end-of-meeting, 289-95
establishing standards for, 167
external, 166

forms for
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end-of-meeting, 291, 292,
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group interaction, 325
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314-17
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311

participation record, 317
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of group progress, 302-4
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Evaluation, (continued)
as group technique, 170
of individual contributions,

305-7

of individual participation,
327-32

of internal dynamics, 296-
301

and leadership, 167, 168, 174
of maturity, 296-301
by members, 166
by parent group, 166-67
random, 165, 166, 168, 171
resistance to, 167
by sociometry, 333-41
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use of, 342-44
by leadership, 343-44
by membership, 343
values of, 343
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also Group evaluation.
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observer.
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42
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F
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124
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Frazer, James G., 32
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Garden clubs, 13
General role definition, 99-101
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Goal achievement and general
roles, 100
Goal frustration, 72
Goal satisfaction, 72
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165
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accomplishment of, 14
based on values, 47
changes in, 132
criteria for judging, 142-43
and decision making, 133
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and individual motivation,
132, 133-36
levels of, 137-40
long-run, 136-37, 151
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stating of, 140-42
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Golden Bough, The, 32
Group, 40-43
autocratic, 25-26
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community expectations of,
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Group action
study of, 38—47
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personal gain, 64
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Group atmosphere, 81-85. See
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and human relations, 38
scientific methods on, 16
Group building and maintenance
roles, 102, 103, 106-7. See
also Roles, group building
and maintenance.
Group discussion, 150, 152, 153,
173, 181-190
Group efficiency, 117
Group evaluation, 119-21, 165-
74, 289-344. See also Evalu-
ation, group.
affecting group productivity,
11 0

See Demao-
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criteria for, 120-21
and goal attainment, 120
of group processes, 120
hidden, 119
and morale, 120
used by leaders, 120
Group formation, 74-76
graphically represented, 75
Group goals, 47, 130-45, 165.
See also Goals, group.
Group heterogeneity-homogene-
ity, 86, 113-15
Group leader, 185-86, 195-96
and maturity of members, 72
Group maturity, 110, 158-62
evaluation of, 296-301
and use of specialists, 77
Group members, 186
diversity of, 65

evaluation of contributions,
305-7
evaluation of participation,

327-32
functional roles of, 101-9
maturity of, 72
productivity of, 86
responsibility to group, 14
Group membership
heterogeneity, 77
homogeneity, 76
Group motivation
and human relation skills, 112
and techniques, 146
Group observer devices, 308-26.
See also Observer, group.
Group problems, 13-18
solutions achieved, 35
Group process, 23-30, 39
Group productivity, 64, 157-58,
164
atmosphere for, 83
and communication patterns,
86
and evaluation, 119-20
form for evaluation, 312-13
and general roles, 100
and heterogeneity, 114
and human relations
112
and participation, 89
and social control, 94
Group recorder, 187
Group size, 115-19

skills,
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Group standards, 90-93

Group task roles, 102, 103-5

Group techniques, 17, 146-54.
See also Techniques, group.

Group worth, 162-64

Groups, affiliated, 124, 125-26

Groups, independent, 126

Groups, large. See Large groups.

H

Hare, A. P., 115, 118
Heterogeneity, group, 86, 113-15
criteria for, 114-15
and group productivity, 114
Homans, George C., 17
Homogeneity, group, 113-15
criteria for, 114-15
Huddle groups, 152, 191-99
cautions for use, 196
characteristics of, 191-92
how to use, 195-96
group, 195
group leader, 195-96
illustration of, 193
reasons for use, 192
useful for, 192-94
Human Group, The, 17
Human relations skills, 12, 16,
46, 66, 109-13
communication of, 111
criteria for, 113
fear of lack, 112
and group behavior, 38
and group motivation, 112
and group participation, 112
and group productivity, 112
and leaders, 111
as science, 112-13
and size of group, 118

Ideal group, 15
Idealization, 68—-69
Identification, 68
Identity with group, 96-99 .
bases for, 97
criteria for, 99
emotional, 97
and group participation, 98
and group standards, 99
and individuals, 98
and morale, 96
with several groups, 98

Immature group,

159, 161-62,
Independent groups, 126
Individual
attitudes and participation, 89
within group, 40-41, 48-77
and group standards, 92-93
and identity with group, 98
interests, 75
and lack of human relations
skills, 112
productivity and participation,
89

roles, 102, 103, 107-9

Individual contributions, evalu-
ation of, 305-7

form for, 306

use of, 305, 307
Individual participation

amount of, 328

evaluation of, 327-32

forms for analysis, 331, 335

kinds of, 328-30

orientation of, 328

value of analysis, 330, 332
Informal techniques, 147, 148
Institutes, 284-85

organization of, 285

purpose of, 284
Interaction roles, 99

forms for analysis, 331, 335
Interests, individual, 75
Internal dynamics of groups, 17,

41, 43, 44, 78-121
choice of techniques, 149, 150,
153

evaluation of, 297, 301
forms for evaluation,
314-17
Interpretation of stimuli, 55
Interrogator, 219-20
Interrogator panel, 214-21
cautions for use, 221
characteristics of, 215
how to use, 216-20
group, 216-18
interrogator, 219-20
moderator, 218-19
panel members, 220
illustration of, 217
reasons for use, 215
useful for, 215-16
Interview, 235-39

297,



cautions for use, 239
characteristics of, 235-36
how to use, 238-39
group, 238
interviewer, 238-39
illustrated, 237
reasons for use, 236
useful for, 237-38
Interviewer, 238-39

J

Jarvis, William Charles, 20

Jefferson, Thomas, 20, 21

Junior Chamber of Commerce,
76

L

Ladies aid society, 126
Laissez-faire group, 25, 27
Large groups, 271-77
defects of, 274-75
efficiency of, 272-73
participants in, 273-74
planners of, 274
techniques for, 274, 275-77
audience reaction teams, 277
buzz groups, 276
listening teams, 275-76
observing teams, 276
question cards, 277
subgroups, 276-77
Leader
bureaucratic, 33
charismatic, 33, 35
definition of, 31-32, 35
despotic, 32

and group evaluation, 290,
343-44

and human relations skills,
111

in huddle technique, 195-96

and maturity of members, 72

natural born, 16, 32

passive, 33

personal power, 33, 35

political, 33

in small group discussions,
185-86

use of evaluation, 120, 343-44

use of huddle technique, 195—
96

use of recreational activities,
263, 264, 266—67, 268—69
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Leader, democratic. See Demo-
cratic leader.
Leader, military. See Military
leaders.
Leadership
confined to a few, 32
definition of, 36
democratic, 33-37
of democratic group, 31-37
development within group, 13
diffusion of, 174
and evaluation, 167, 168, 174,
343-44
and group productivity, 83
learned behavior, 36
problems of, 13-14
pure types of, 35
and techniques, 148, 149, 153
trial and error, 15
Leadership or Domination, 35
League of Women Voters, 13
Lecture, 150, 153, 240-45
cautions for use, 244-45
characteristics of, 240—41
how to use, 24244
chairman, 24344
group, 24243
group members, 244
speaker, 244
reasons for use, 241
useful for, 24142
Levels of goals, 137-40
consistency with group and
individuals, 139
consistency of long-run and
short-run goals, 139-40
general and remote, 138
group, 137
several groups, 138
specific, 137
Lincoln, Abraham, 35
Listening teams, 275-76
Little League, 23
Little theaters, 13
Long-run goals, 14, 136-37, 151
Louisiana Purchase, 21

M

Man
as organizing being, 48-56
as social being, 50

Mantle, Mickey, 33

Masonic Lodge, 124
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Mature group, 72, 110
Maturity of group, 158-62
criteria for, 159-61
evaluation of, 298-301
form for evaluation, 298-300
and use of specialists, 77
Members, group, 186
diversity of, 65
functional roles of, 101-9
maturity of, 72
potential, 66
Membership
multiple group, 126-28
class change of individual,
127
as status pattern, 127
renewal, 76
upgrading of, 76-77
Membership of group
heterogeneity, 77
homogeneity, 76
Mental disease, 72
Military leaders, 32
effectiveness of, 33
predetermined functions, 32
Moderator
interrogator panel, 218-19
panel discussion, 110-11, 153,
211-12
symposium, 203—-4
Monarchists, 20
Mood, influence of, 54
Morale, 73, 82, 96
and group evaluation, 120
Motivations, 59-64, 82
effects on group productivity,
62

and goals, 132, 133-36

and human relations
112

new experience, 60

recognition, 60-61

response, 61-62

security, 59-60

and techniques, 146

N

National Red Cross, 124
Natural born leader, 16, 32
Negativism, 71

Newcomers’ clubs, 76
Nixon-Kennedy debates, 152

skills,

o]
Observer, group, 172, 187-88,

308-26
anecdotal evaluation, 172,

310-19

characteristics of, 309-10
evaluation forms
content of meeting, 311
group productivity, 312—-13
internal dynamics, 314-17
participation, 317
sociograms, 318
unit-act role analysis, 321,
323, 325
evaluation of individual partic-
ipation, 327-32
form for group interaction and
participation, 335
form for verbal interaction,

331
use of sociometry, 333—41
verbal interaction process,
172, 328-30

Observing teams, 276
Oligarchists, 20
Organizations, parent, 124-26

P

Panel, interrogator.
rogator panel.
Panel discussion, 152-53,
178, 206-13
cautions for use, 213
characteristics of, 2067
how to use, 210-13
chairman, 210
group, 210
moderator, 211-12
panel member, 212-13
illustration of, 209
reasons for use, 207-8
useful for, 208-9
Panel member, 212-13
Panel moderator, 110-11,
211-12
Parent organizations, 124-26
Participation
analysis of, 314-15, 317, 325
behavior patterns in, 88
blocks to, 66-67
criteria for, 89-90
evaluation, 327-32

See Inter-

170,

153,



in group, 88-90
and group goals, 89, 133, 145
and group productivity, 89
and human relations sKkills,
112
and identity, 98
and individual attitudes, 89
and individual productivity, 89
patterns of, 88—-89
Participation, individual. See In-
dividual participation.
Passive leader, 33
Permisszive atmosphere, 82, 83,
15
Personal power leader. See Char-
ismatic leader.
Phillips, J. Donald, 191
Phillips 66. See Huddle method.
Philosophy of life, 56
Physical setting of group, 81-82
Picasso, Pablo, 33
Pigors, Paul, 35
Political leaders, 33
Potential members, fears of, 66
Procedure, formal, and size of
group, 116
Process, group, 23-30
Productivity, group, 157-58, 164
and evaluation, 119-20
evaluation of, 302—4, 312-13
and general roles, 100
and heterogeneity, 114
and human relations
112
and participation, 89
and productivity patterns, 86
as seen by community, 158
and social control, 94
Productivity, individual, and par-
ticipation, 89, 305-7
Progress, evaluation of, 302—4
form for, 303
Projection, 70
P. T. A, 13

Q

Question cards, 277

R

Random evaluation,
168, 171
Rational decisions, 55

skills,

165, 166,
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Rationalization, 68
Reactions, analysis of, 72
Recognition, need for, 60-61
Recorder, group, 187
Recreational activities, 150, 152,
261-70
cautions for use, 269-70
check list for, 268—-69
reasons for use, 261-63
use of by leader, 263, 264,
26667, 268-69
when to use, 263-68
getting acquainted, 253
interest getters, 267-68
mixers, 264
premeeting involvers, 264
relaxers, 264—-65
solidarity builders, 265-66
status modifiers, 266—-67
tension relievers, 268
transitions, 265
Red Cross, 13
Regression, 70-71, 73
Renewal of membership, 76
Resource personnel, 77
Response, need for, 61-62
Response to stimuli, 49-53
Ritual, 148
Role playing, 150, 251-60
alternatives to, 259-60
cautions for use, 260
characteristics of, 252
how to use, 255-59
chairman, 258-59
group, 255-57
illustrated, 253
reasons for use, 252-54
useful for, 254-55

Roles, general, 99-100
criteria for, 101
and goal achievement, 100
and group productivity, 100
of leader, 99
of members, 99-100

Roles, group building and main-

tenance, 102, 103, 106-7,
320
analyzed by group observer,
319-26

check lists for, 321, 323, 325
compromiser, 106, 320
encourager, 106, 320
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Roles, group building (cont.)
expediter, 106, 320
follower, 107
group observer and commenta-
tor, 107
harmonizer, 106, 320
standard setter, 1067
Roles, group task, 102, 103-5,
320, 322
analyzed by group observer,
—26
check lists for, 321, 323, 325
coordinator-integrator, 104
disagreer, 105, 322
elaborator, 104, 322
energizer, 105, 322
evaluator-critic, 105
information giver, 104, 322
information seeker, 104, 322
initiator-contributor, 103, 321
opinion giver, 104, 322
opinion seeker, 104, 322
orienter, 105, 322
procedural technician, 105
recorder, 105
summarizer, 104, 322
Roles, individual, 102, 103, 107—
9, 322, 324
aggressor, 108, 322, 324
analyzed by group observer,
319-26
blocker, 108, 324
check lists for, 321, 323, 325
dominator, 108, 324
and group self-examination,
107
help-seeker, 108
playboy, 108
recognition-seeker, 108, 324
self-confessor, 108
special interest pleader, 108
Roles, interaction, 99
Roles, unit-act
criteria for, 109
of group members, 101-9

S

Satisfaction of goal, 72
Security, 149

need for, 59-60
Service clubs, 13
Sheets, Paul, 102
Short-run goals, 136-37

and techniques, 151, 152
Size of group, 115-19

best, 117-18

and communication in group,
115

and coordination of group ac-
tivities, 116

criteria for, 119

and efficiency, 117

and formal procedure, 116

and group techniques, 115

and human relations skills,
118
Skills, human relations. See

Human relations skills.
Small group discussion. See Dis-
cussion, small group.
Social control, 93-96. See also
Control, social.

Society, democratic, minority
group in, 72

Sociograms, 173, 318, 334, 337.
338

cautions for use, 340-41
clarification of, 340
form for constructing, 335
interpretation of, 340
steps in making, 339
summary sheet for, 341
Sociology, 16
Sociometry, 333-41
in church group, 338
how to use, 338-41
in informal group, 336-38
practical application of, 336
uses of, 334, 338-39
when to use, 339
Speakers
for lecture, 244
for symposium, 204
Standards, group, 90-93
conformance to, 91
consistency of, 92
criteria for, 93
deviation from, 91, 92
and identity, 99
and individuals, 92-93
raising of, 92
realistic, 91
Status, 266-67
Stimuli
frame of reference for, 53-54
interpretation of, 55



responses to, 49-53
affected by mood, 54
emotional, 54
rational, 55
Stimulus-response reflex arc, 50

Structure Review of Sociology:

Analysis of a Decade, 115
Subgroups, 276-77
Symposium, 152, 178, 200-205

cautions for use, 204-5
characteristics of, 200-201
how to use, 2034

group, 203

moderator, 203—-4

speakers for, 204

illustration of, 201

reasons for use, 201-2

useful for, 202—-3
System of values, 57

T

Techniques, group,
177-80, 146-54, 177-285
application of, 45
brainstorming, 246-50
buzz groups, 150,
197-99
combined, 152, 153

committee hearing, 45, 222-29
expectations of,

community

conferences, 282-83
dialogue, 45, 152, 230-34
discussion, 45
evaluation, 170

formal, 148

and group action, 146

group discussion, 150, 152,
153

and group goals, 146
huddle groups, 152, 191-96

and individuals in group, 149

informal, 147, 148

institutes, 284-85
interrogator panel, 214-21
interview, 45, 235-39

large groups, 271-77

and leadership, 148, 149, 153
lecture, 150, 153, 240-45
and long-run goals, 151

17, 44-46,

152, 153,
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and motivation, 44, 145

panel, 45

panel discussion, 152-53, 206
1

potential of, 44, 45

recreational activities, 150,
152, 261-70

role playing, 45, 14§, 150,
251-60 ‘

selection of, 149-54

and short-run goals, 151, 152

and size of group, 115

small group discussions, 181—
90

stimulation of dynamics, 44
symposium, 45, 152, 200-205
workshops, 278-81
Thinking, abstract, 49, 50, 51
Thomas, W. 1., 59
Town meeting, 21
Toynbee, Arnold J., 32
Trial and error leadership, 15

U

The Unadjusted Girl, 59

Unit-act role analyses, 319-26
forms for evaluation, 321, 323,

325
Unit-act roles. See Roles.
Unity of group, and group goals,
133-34
Useful adjustments, 73

'

Value judgments, 49, 155
Value systems, development of,
56-58
Values
bases of action, 56-58
effect upon goals, 58

w

Workshops, 278-81
characteristics of, 278
check list for planning, 280
conducting of, 279-80
when to use, 281

Worth of group, 162-64





