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CALENDAR OF EVENTS

Instructor Teaching Schedule Time

Session 1 (Monday Morning)

Course Introduction and Overview 1 hour
Personal Biographical Sketch 1 hour
Personal Biographical Sketch Exercise 1 ho

Session 2 (Monday Afternoon)
Brainstorming Session 2Nho

Discussion Groups 2 S
Group Development 1 2 hours
Nonverbal Codes our
Session 3 (Tuesday Morning)
Evaluating Interpersonal Relations 1 hour
Rating Errors 1/2 hour
Leaderless Group Exercise 2 1/2 hours
Session 4 (Tuesday Afternoon)
Nominal Group Technique Exercise 1 hour
“"Abilene Paradox" - Video Exergise 1 hour
"Lost on the Moon" - Exercise 1 hour
Quiz and Review 1 hour
Session 5 (Wednesday Morni
Staff Meeting 1 1/2 hours
Conference Leading 1 1/2 hours
Conference Leading gDe ation (inst) 1 hour
Session 6 (Wedn@s: Afternoon)
Discussion 66 o SK=F 1 hour
Discussion G fionstrations 2 1/2 hours
HOME
(TRursday Morning)
eading/Staff Meeting Demos 4 hours
(Thursday Afternoon) '
Leading/Staff Meeting Demos 3 hours
eview 1 hour

ssion 8 (Friday Morning)
Certification Examination 1 hour






THE NATURE OF WORK GROUPS

INTRODUGCTION

Small groups are the very essence of our daily living. n
exist as humans alone, but in groups of from as small twORED as
large as ten or more members. Most people spend a maj p@rtion

of each day in small groups. Groups are a fact of @rgan ional
life and are actually the building blocks of ou andzations.
A careful examination of any organization reveals ma arate but
interdependent work groups, task forces, commit s, @and councils.
Groups structure themselves in a variety way§gs such as group
size, norms and member roles. Also, power ge¥atighships within and
between groups influence who does what fg (o) Status within the
group determines one's standing in ioly to other members.
Group cohesiveness also represent important factor in
determining the level of group eff performance.

Communicating in small groups i much a part of our lives that
most of us take it for granted, i g to perceive and understand
what 1is happening in theseWgroups or how to make them more
effective. We need to nd how to communicate more
effectively in them, o weg are doomed to wunsatisfying and
ineffectual discussions. kmowledge of organizational behavior
would be incomplete without orough understanding of basic group
processes.

fined by various writers with reference to
Pons, goals, structure, interdependence, and

ong members. The following definitions seems best

ssions regarding small group communication:

members'
interactd
suite or Ais

This definition emphasizes interaction and mutual influence.
Interaction implies communication, the exchange of signals between
or among persons who belong to the group, and that at least some
of these signals are perceived and responded to in such a way that
each group member makes some difference in how each other member
acts in the future.



The small group is one in which members can perceive at least
peripherally all the group members at once, with some awareness of
who is and is not in the group, and the role each is taking.

The "two person" group (dyad) has been arbitrarily elimin
discussion in this course because there is a lot of evid
dyads function considerably differently from groups t
more members.

TYPES OF GROUPS THAT DISCUSS o V

Discussion groups refer to a groups of pers
other face to face in order to achieve som
This definition implies several characteris

ng with each
intgrdependent goal.

o A small enough number of memb each to be aware of
. and have some reaction to ea

- From three to rarely
o A mutually interdependen

- Success of eac r 4is contingent upon the success
of the entire frou

o Oral interaction, ving speech communication

- Verbal
- Impro
- Con teraction

- Gige d ke
o A cooperation exists among the members

- ain amount of disagreement and conflict
APFgument is viewed as positive
Coexist rather than defeat or win attitude

n groups may be divided into two general types: private
lic. A "Private" discussion group is one that is made up
nree to fifteen people who meet together for the purpose of
discussing a problem that has been identified, or a series of items
sted on an agenda. "Public" discussion groups are more formal,
as prepared presentations are made by one or more persons, often
followed by questions from the audience.




Private Groups

o

Conference

A method by which people of similar backgrounds of
experience or knowledge meet together in a planned i
discussion and supervised by a trained leader fo
purpose of reaching a useful conclusion and/or defigi
plan of action.

Committee

A small group assigned the responsibil o rforming a
task that cannot be done efficiently a rger or parent
organization.

Group Discussion

ether with a trained
ing and resolving a topic
ions are usually
iction.

A group of persons (6-20) me
leader for the purpose of di
of mutual interest. Gro
considered as a method

Staff Meecting

A gathering of thfee o re persons for the purpose of
giving instructiol} andfexchanging information or for the
purpose of discuss nd solving problems.

Public Groups

(@)

Panel sgfion

three or more (3-6) persons presenting
ation in an orderly, informal conservation, guided
signated moderator, before an audience on an

o)
Y - 3 £ 3 3 0 0
sighed subject. There is no audience participation.

- The moderator directs the panel discussion calling on
each panel member in turn.

- Each panel member knows in advance what they are going
to say but may not know what the others will say.

= Although panel members use an agreed upon outline of
questions to follow, the speaking should be relatively
informal, with direct impromptu responses to each others
remarks. _



o Panel=Forum

A panel discussion followed by audience participation gn
the form of oral or written questions.

o Symposium
A series of speeches by two to five experts giVing eir

viewpoints on a single issue. There is no audie
participation.

- Symposium members plan in advance whﬁyﬂl say
ove

{

= Careful to cover the issue but n
o Symposium=Forum \

3

each other

A symposium which is followed i
the form of oral or written ions

ce participation in
o Public Interview (Collo
A presentation that 113 wo groups of people of three
or four in each gro diBcuss a tcpic of problem before
an audience. One oup omposed of experts on the topic
or problem, while {the her group has prepared itself to
represent the audi ith questions and remarks pertinent

to the topic udience participation is limited to those
‘questions arks presented by its represented group.
Other Types Of icgGroups

O Sen 4@ :
’3\5‘ of people meeting together for the purpose of
tu

dWing a subject under the leadership of an expert.
Workshop
. A group of people with a common interest (professional or
vocational) meeting together for an extended period of
_ time to improve their individual proficiency, ability, and
understanding through research, discussion, or education.



o Institute
A series of meetings arranged for a group of people wh
are to receive instruction and information in a specif
field of work.

o Convention

An assembly of delegates from area units of a pa

organization who meet together to discuss lens of
concern to the total membership. A conven®ioMm make
use of several of the of the previous types al
communication.

THE SMALL GROUP AS A "“SYSTEHM® \Q
SW_ D

rson joins a group
dst a simple addition
dea of a "“system". The

You have probably noticed that when
there is a major change in the group,
of a new member. This illustrategft
small group can best be understoof
components and forces. With a Stems perspective we are more

The variable (characterist f a small group can be classified
into three broad categg@ries: 1nput variables, process variables,
put variables" are the components from
which the small grgup ormed. These include the members of the
group, the reasg fdrming the group, relationships to other
groups, resourc ilable to the group, and physical setting in
which the gro i tioning. "Process variables" refers to how
the group £ internally, procedures they follow, how they
communica themselves, and how they do their work as a
group. 0 0§ variables" are results of the group processes,
includi WO accomplished, personal effect on group members, and
ges. Keep in mind that these are not separate, but as

tated, everything influences and is influenced by
else in the small group - it is a gystem. Another way

GROUP DEVELOPMENT

Groups tend to form structures and develop standards that help them
to. function effectively and maintain themselves as a group. These
standards or "usual way of doing things" are most helpful to the
group as everyone knows what is going to happen and how it is going
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to happen. These "usual way of doing things" are often called the
culture of the group. Members are expected to conform to these
standards or informal rules and pressure if often exerted by e
group on individuals who deviate from them. From this process
social control a group derives its strength to pull togeth s\a
group and increase its effectiveness.

Effect Of Time On A Group

Researchers have studied how small human groups dev w change
through time. As a' general rule there are gradwal C es in ithe
way 7the group systems functions, but some ve Pt changes can
also be observed. Any demarcation into distinft p in somewhat
arbitrary: the decision of when a group has {moved from one phase
to another, and even of how many phases t be, depends on

of phases in their
on *the primary purpose
es. Time is certainly
ARy group.

the person doing the observing and clasg
life history, the exact sequence depe'439
of the group's interaction and other_yaRfife
an important variable for underst

Single-meeting groups differ fromm@st committees and other types
of groups that meet for sevegal ore discussions. The one-
meeting group has no cha to) develop a history, regqular
procedures and rituals, org€extensSefe norms and values. Except for
previous contacts with ofher Jparticipants in different groups
context, there is little ig’ on which to predict each other's
behavior. There is future for the group, no need to build
cohesiveness. Mode group emergence have little relevance.
" An assigned leade sually be accepted willingly unless they
are totally in e, With 1little time to spare, members
usually accept t esjgnated discussion leader's statements about
the purpose ures for the meeting. If the leader has an
agenda or o follow, the group will 1likely do so with
gratitude.

When ers ow that they will be meeting numerous times, they
will geakemuch more time to get organized and will move through a
se sgof ases in the life history of the group. First comes a
pe orientation during which the group will not readily
1 y outline for problem solving. Even though it may appear

e discussion is about facts of a problem, objectives, and

ssible alternatives, the real agenda item will be the development

of) a group structure: roles for members (especially, who will be
the primary leader), norms to govern behavior, shared values,
general procedures for decision making and problem solving, who
will interact with whom and in what ways, shared objectives, and
so forth. This period of time may seem like aimless milling around
to an untrained observer. But after such relational issues have
been resolved to some degree, the group will go into a work phase

6



characterized by much compiling of information, suggesting of
courses of action, and more or less open conflict until decisions

emerge.
Depending on the degree to which the group achieved a bie
structure of roles, norms, and procedures, there may be

cycling between serious work and problems of interp al

relations, with the group seeming to have begin anew a an

meetings. Or it may move forward from problem toWproblem with
great dispatch, spending little time on mattégs value,
procedure, roles, and interpersonal relations.

Invariably there will be some cycling throughf tim ween matters
of work to be done and group mainten@nce JJ (socioemotional
relationships). Every problem solving gigu s both task and
social dimensions to be dealt with thr cussion. These are
not totally separable, but the emph i shift from social
relations to task as a group becomes clearly organized through
time.

Bruce W. Tuckman reviewed a lar er of studies of phases in
the development of several f¥small groups. From a wide
variety of different phas cxibed by observers of therapy,
encounter, learning and lving groups he synthesized a
four-phase theory of gro defelopment applicable to all small
groups. He chose rhyming to stand for these four stages:

Phase 1: Forming Q
During the tipl stage a collection of people attempts to
o)

develop group with a sense of interdependence of
purpos ership; also called the "orientation" phase

by v 1 writers. While "forming" 1is going on the
digfusSan are sizing each other up, trying to decide how
wi act and react, what the attitudes, skills and

omp

encies to other members may be, and whether or not to
a’ personal commitment to the group. Collectively, there

ke
. s Mlikely to be much talking about goals, "where we are
Q~> ng". A structure of norms and roles (including leadership)

egins to emerge. :
Phase 2: Storming
During this phase, the interaction is likely to be marked by
a great deal of conflict about information, the nature of the
task facing the group, and how to achieve it. At a different

level this phase involves a struggle for power, influence, and
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leadership roles. There will be considerable open resistance to
influence by other members and what appear to be majorities, with
few or no members appearing willing to accept and support_.the
suggestions of others. it may seem that nothing is b&hng
accomplished with so much open conflict, but the groundwgrk
later cooperation and coordination is being laid.
In this phase, the group works out d Wways of
0 proceeding, guidelines or rules f?r embe duct, and
standards, for evaluating their decisiong. Tihere is likely
to be much open expression of opij n ow marked by
considerably more agreeing with each othdr than in Phase 2.
In place of strong positions of indiviguality common in Phase
2 are efforts to reduce conflic group is going to

be productive, a structure of rgfleg)and\statues emerges, along
with a high degree of cohes

Phase 3: Nerming

Phase 4: Performing

Discussion will now be tergd on the task of the group. A
solution to the prob ny) may emerge fairly quickly
with consensus or mafloritg support. There is likely to be a
lot of rephrasing ofWthe /solution by various members of the
group. If neede pla or putting the solution into effect
are worked out

Tuckman's inter a ocial psychologist and his objective of
finding simila as in the 1life histories of groups with
divergent maj ses may have led him to label three of the
four phase h rds concerning social relations. Actually,
productive WK Work, producing the groundwork for a final group
solutio a¥y be going on in these phases. In that sense

YperfoRing™y is occurring to some degree in all phases of the
'sN\lLife. The important thing here is to be aware that it is
£ groups to move through stages, as it is for all human
onships, from a phase in which identification of common
and a basis for cooperation and trust is laid down, to an
: tion of various alternatives, to a periocd of time in which
1EI'€ is rapid goal achievement. Long-term groups will tend to
Spiral somewhat through these phases, going back over the periods
f forming, storming, and norming from meeting to meeting, as new
problems and members are introduced into the group system, and as
other components of the small group system change through time.
Such a spiralling through growth and work stages should be no
surprise, for it is characteristic of all living systems. There
is even a spiral-like progression during the time when many groups
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consider and evaluate each possible course of action as a solution
to their problem.

Tension

The tension experienced by members also varies throughl thme,
dependent upon handling of both social and task issues, Wh one

feels tense, one may be irritable, ill at ease, and, gene Yy
uncomfortable. Muscles are tightened in the face, Wabdomen,,
hands, and even in the feet and legs. Headaches n evelop if
tension is not dealt with. The two gene of tension
associated with discussion groups have been #gdenti d as: primary
and secondary.

Primary tension is the name for the tﬁh\g?ease and stiffness
that accompanies getting acgquainted armarks of primary

tension are extreme politeness, app t boredom, or tiredness,
and considerable sighing and yaw en members show primary
tension, they speak softly and teg 2ly. Frequently they can
think of nothing to say, and manWlOmg pauses result. Members who
are extremely affected by prama shsion may pull back from the

circle of others, look awa e group, or even read.

Members of one=-meeting grdups nnot afford the time needed to get
will acquainted with each , but groups that will meet often
may be wise to do so oups failing to do so, talking only about
their work and the ms confronting them, often continue to be
plagued by shyne ence, apparent apathy, absenteeism, and
inability to re gions based on open and honest confrontation
of ideas and be Very early in the life of a continuing group
it pays to tly with primary tensions; take time to talk
about who n is, ask each other questions, air differences
in feelin‘i‘;;d ackgrounds, chat about hobbies and interests,

n

i

maybe a social hour or party. Don't expect members of
a con ngWroup to get to work on the agenda at the very start
ch n@y meeting either. Even groups with considerable history
igence’ some amount of primary tension at the start of each

s need to confirm where they stand with each other, to
eaffirm their relationships, and that each is accepted as a unique
ividual. Thus a brief period of "ventilation", chitchat, or
small talk is needed before getting down to work, often before the
meeting is "called to order" by a designated leader.

Secondary tension results from differences among members as they
try to accomplish their goals. Persons in a small group differ
over their perception of a problem, over procedures for working as
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a group, over values of relative importance and goodness, over
alternative means for achieving goals, and over who should do what
for the group. The sings of tension from such conflicts are qujite
different from those of primary tension. Voices get loud ang
strained. There may be long pauses, followed by two oppgn
persons trying to talk at once. Members twist and fidget
seats, bang on the table, wave their arms, or even get up a
around the room.

Every group must develop norms and procedures sor reducing
a

secondary tension. Once it 1is under control, on will
usually emerge quickly, HBe confirmed by the gro etails of
implementation will be worked out rapidly. Thr ut Jits history,
a group will cycle from periods of high o nsion among
members, and periods of high to low harmony andW\productivity in
accomplishing the work of the group. So oups try to ignore
secondary tensions because dealing i h is often very
difficult, uncomfortable, or even pai A%group may dodge the
issue of a clash over values or meansg

They leave the touchy area of hufig ations and return to the
safe area of doing the job. The cs'em, however, never goes awvay,
and if ignored or dodged will, confjin®e to impede their progress.

Facing up to secondary tensio redlistically is the best way to
release them.

This may mean discussing ho egbers feel about each other, joking,
and openly dlSCUSSlng gach otlier's behavior, roles, and norms. It
may take conciliat ompromising, or other techniques for
resolving conflic and disagreements. Some degree of tension is
helpful, of cour =24 as the individual is not productive when
totally relaxed ertensive, so with the group. Learning to

evel of tension, developing tension-reliever

maintain a pr
roles, and s for handling tension are keys to effective

Role ruture
e, fully-organized small group each member has a definite
50 i or role. The concept of positions or roles in a small
@ is most clearly seen in an athletic group such as a
asketball or baseball team. Each member has a set of definite
@sponsibilities, plus more general ones to assist other members
of the team as needed. All share to some degree in shooting or
batting, and in the event one member is not able to perform
optimally, members can often substitute for each other. Who plays
each position is determined largely by the relative performance
skills of all the members of the group. A discussion group with
the task of problem solving or learning will in time develop almost
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as definite a structure of member roles as does an athletic team.
This is accomplished through a sort of trial-and-comparison basis.
Although certain socioemotional and procedural roles are neededgin
every small group, many of these and most of the task roles dep

on the purpose and environment of the group. While a new g
forming, much effort will be spent in determining who
perform the kinds of behaviors needed to unify and coordindgeNghe
activities of the members, and to accomplish the gr 's
Some of the roles may change considerably in latter phas
group's life as new demands are made on the membersv e

environment, different stages of the problem=solvin cess, and
partial changes in membership. )

Some discussion groups have certain appointied of elected posts.
For example, most committees have a desigd\iq_ec irperson who is

responsihle for such duties as calling ifgs, planning agendas,
coordinating the work of other co e mbers, and making
reports to the parent organization. tee may also have a

designated secretary or recorder.
For a small group to be effecfiiv a stable set of roles (or
division of labor) must emerge a e accepted by all members.
Then each member can be ex ted)) to perform certain types of.
actions or task for the g . s is not to say that everyone
plays a role totally different ffrom everyone else, or that two or
more members may not perfo t same types of functions. Indeed,
some behaviors, such a upp ng needed information, may be widely
shared among the memfd But in the mature small group, each
person has a uni ; bf functions to perform, which combined
with those of th 2 embers provide for all the group's needs
in discussing a i its work. Any effective long-term group
has specialis n be counted on to act when their skills are

g, testing ideas, managing conflicts, and so
group must not depend too much on these

needed for
on. How
speciali ofalso when they are absent no one else will be able
to stepf@n toWperform those behaviors vital to the progress of the

roup members have considerable flexibility, and each can

e a wide variety of the behaviors useful to the group.
<<§? the ideal all-around discussants would be those who are so

ensitive and versatile that they could diagnose what each group
& which they belong needs from them, and perform those things.
But no human being can be all things, so we tend to seek role
profiles suited both to our skills and limitations and to the needs
of each group.

The role a person has varies from group to group. In some groups
a person's role will also change as new persons join the group or
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as the problems facing the group change. A major principle of
small group theory is this: The role of each member of a group is
worked out by interaction between the member and the rest of
group. What seems to happen is that a member of a discussion gr
does something. If others respond favorable, that member is
to do this sort of thing again, a response to previous
reinforcement. Soon that type of behavior is a part of thei
If other members reject the behavior or do not respon avo
(negative reinforcement), the person will not be likely to

way again. Gradually, from this pattern &s selective

reinforcement, a fairly stable set of roles emergesfi group,
and members come to expect each other to beha sgme ways and
not in others. Of course, a member who hasf#been inforced for
proposing new ideas may not always be able toldo sB as the problem
changes, and members who have not previo initiators of

em to try idea
cet has been added

ideas may suddenly have experience
initiating. If positively reinforced
to their roles.

A person's role in a small group up of many behaviors of
various types. The complete ro an individual is a sort of
summary of these types of behavidyg, ®reflective of the relative
proportions of each. - There Ware J'several types of behavioral
functions that members of agmall up perform during discussions.

rsorijymay perform more than one of these
information and asklng for more
We Tend to name a person's role on the
iors they most often performs as a group
role consists of an amalgam of those
ey provide most often and in relatively

During a single speech, a
behaviors, such as both g
information from othex
basis of the kinds of
member, but in re
kinds of behavio

- proposing goals, plan of action.
ivities; proddlng group to greater activity; defining
o) iti®n of group in relation to external structure or goal.

rmation Giving - offerlng facts and information, evidence,
rsonal experience, and knowledge pertinent to the group
ask.

Information Seeking - asking other members for information:
requesting relevant evidence.

Opinion Giving - stating beliefs, values, interpretations,
judgements; drawing conclusions from evidence.

iz



by giving examples, 111ustratlcns,

Dramatizing =~ nontask (sometimes even éevian% group

and explanatiofg.

purpose) comments that evoke fantasies ab ons and
places other than the present group and tipe, cW¥iding

joking, storytelling, and fantasizing; n theme of the
drama is a tentative value or norm being tesfed as a possible

group norm or position. \

Coordinating - showing relationsh betWween or among ideas;
integrating two or more solutio ¥ one; summarizing or
reviewing what has previousl aid in bits and pieces;
suggesting teamwork and coo

Consensus Testing = asking roup has reached a decision
acceptable to all; su ting) that agreement may have been
reached.

Suggestin ProcedureY, - uggesting an agenda of issues,

outline, probley
proposing some

olv pattern, or special technique;
2dure or sequence to follow.

agfgroup records on write-on board or paper,

Recording ]
ts ‘and minutes; serving as group recorder and

preparing

reducing secondary tension by reconciling
pointing out common ground of values and

- introducing strangers, and helping them
reducing status differences; encouraging
formality.

Norming = suggesting standards of behavior for members:;
challenging unproductive ways of behaving in a group; giving
negative response when another violates a group norm.

These are the major types of behavior that are needed to develop
a collection of persons into a group, coordinate their efforts,
provide and use resources and thus achieve interdependent goals.
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Other types of behaviors that spring from purely personal needs
work at odds with the best interest of the group as a whole. Among
these self-centered types of acts are the following:

Withdrawing = avoiding important differences; refusing o
with conflicts; refusing to take a stand; covexni
feelings; giving no response to comments of others.

Blocking - preventing progress toward group 1 by
constantly raising objections, repeatedly bringifyg up the same
topic or issue after the group has considered d jected
it.

Recognition Seeking - boasting, calling nt to one's own

expertise or experience when it is not ngcessfiry to establish
credibility or relevant to group tadl; e ing irrelevant
experiences; game-playing to elici or pity.

Horseplaying - making tangentia S; ©ngaging in horseplay
that takes the group away fr e us work or maintenance
behavior.

Advocating = playing thg adWgcate for the interests of a

different group, thus actifg asjits representative, apologist,
or advocate counter t e interests or consensus of the
current group.

ord rs; interrupting and cutting off;

Dominating = givddg
Wi way; insisting on own way.

flattering to g

Attacking - 7 the competence of another, name-calling,
impugning otive of another instead of describing own
feeling; expense of another; attempting to destroy
" facell

This 1 o self-oriented behaviors could be expanded
consid ly. he import thing is for you to be aware of.- whether
a me r trying to contribute to the interdependent group goal,

or nipula®ing and using other members for selfish goals at odds
wit e best interests of the group as a whole.

tworks Of Communication

Concomitant with the development of somewhat specialized roles in
a group is the development of a communication network. The phrase
communication network refers to a pattern of message flow or
linkages of who actually speaks to whom in discussions. A members
who open a meeting may find the others expecting them to initiate
discussion on a new topic or at subsequent meetings. Persons who
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speak frequently will find others looking (literally) to them for
comment on each new issue or when there is a lag in conversation.
Infrequent verbal participants will themselves be more and -
overlooked, and the comments they do make ignored.

Many types of networks have been identified, but the
as well as the actually used channels must be looked
group to fully understand its structure. Hopefully, the ?emecnatlc
group has an all-channel network in which all particjipants =

to comment on a one-to-one basis with all others, @ to
as a whole (see illustration).

A wheel network is to be avoided in which all g
toward one central person (leader) who alonefn
as a whole or to any individual in it.
network, occurs when an autocratic leader lieu
they interact directly, and who in turp o subordinates. The
persons at the ends of the Y rarely i YeEginteract directly with
the leader. In both the Wheel and / etworks the central person
is usually very satisfied with th Micipation and status, but
the peripheral members tend gt little satisfaction in
participation in the group. SomeW%i , however, the central person
(leader) becomes overloaded i ore messages from other group
members than they can ha =) then becomes frustrated and
dissatisfied. The centr, P is then said to be suffering
information overload. A eellor "Y" network forces some members
into a position of 1low ing, and hence low satisfaction.
Interaction in such g®8gricted networks sometimes breaks down into
two or more private rsations going on at the same time between
pairs of individufl 7ing a group meeting.

speak to the group
r hlerarchlcal

work permits rapid communication without having

a central gatekeeping authority; everyone is
ey want while it is pertinent and fresh in mind.
flows freely from person to person. At least half
are addressed to the group as a whole, and all
can hear and attend to all one-to-one or one-to-few
Free feedback of questions and responses 1is thus
Many studies have shown morale to be highest when all
are open, and some have indicated superior problem solving
lex tasks by groups with such networks compared to more
siwr1cted networks of flow of communication. To have a functional
All-Channel network will take some conscious effort on the part of
oup members, but you are well advised to see that departures from
such a completely open net are very brief.

The All-Channel
to get clea
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Status

Status refers to the relative importance of each member and thei
prestige. As group roles emerge, each person is placed on =
of ladder or pecking order within the group. Thus, sta

closely associated with position in a communicatien

than do low-status members, that highs communicate more
each other than with lows, and that lows tend to addr
comments to persons higher in status than themselv rather than
to members of equal or lower status. Discussants t terrupt
and ignore the comments of low=status persons r moge Witen than
those of highs. However, the status hielrarch small group is
not inflexible; it may change through tihe a embers make
contributions to the group's goals, and roles\chanfje. Most persons
find satisfaction in the psychological rewax thfit come from high
status: being admired, responded to, s@Er , and liked. We
spend much time and effort acquiring &£h mPols of high status,
such as, fine automobiles, tailored clWot , houses in exclusive
neighborhoods, trophies, and titl

ping, status will often be
's position in' the society
by such benchmarks as wealth,

When a small group is first
ascribed on the basis of ea
external to the small group

education, work, person fa ¥ or position in the parent
organization of a committeg. H&wever, status is earned or achieved
in the small working gr ased on each member's perceived
contributions to the oup goals, so that order would 1likely
change drastically ctional roles emerged.

impact on status and roles in a group
today, dependin e beliefs and values of the members. A
decade ago ¢ predict that in a mixed sex group, a male
would almo emerge as leader, and that the status of
females w he average be lower than the status of males.

Today, i uation is not necessarily the case, however, some
men te to ist the leadership of a woman, no matter how capable
and men will refuse, as a matter of principle, to follow any
plagfls sugg@sted by a man. When the discussion group mirrors the

st eg between the sexes for position within the group, this
genda item will interfere with productive work.

ost small groups establish two or three levels of status in their

rarchy. This does not mean that lower members are not judged

to be of value, or that they are unhappy in the group. Cohesive
groups value the contributions of each member, and every member
knows it. High is not necessarily better, just more influential.
Case studies of student groups often contain such comments as this:
"Every member of our group played a vital role. Jim, our leader,
was most important in the success of our project, but even quiet
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Norman made a vital contribution with his careful research and by
arranging a place where we could meet. He could always be counted
on to do his part. I would not change a member of this group en
if I could®. '

Norms

Every group develops norms. These are rules of conduct, dard
of participation, or expectations of how member ould behave.
They are not regulations imposed by a head perso ower to
punish, but guidelines that all or most members plicitly.
Norms both guide and regulate behavior of ers. They
determine how and to whom members speak, how ey ss, where and
how they sit, what they talk about, what la age may be used and

so on.
@ small group, norms are
pfembers realizing what is
mportant in establishing
, At that time, behaviors
become norms if the tension

During the developmental stage of a
developed rapidly, often without ¢t}
occurring. The first meeting is 4
norms, especially the first few n
that are typical of primary tens
is not released early.

Group norms may or may b ated openly, but they can be
detected by a keen observer. e best evidence comes when someone
acts contrary to a norm a i then punished in some way by the
group. For example, hers may frown, fail to respond, comment

behavior, or even scold the violator: "Let's
1ot go blaming one another". Every norm
woflp's productivity and member satisfaction.
couynter-productive or reduce satisfaction need

negatively about t
stick to the iss
has some impact
The norms that
to be change

Two gener es of norms develop as a group culture emerges: (1)
those ggWVerfi the specialized role of each member and (2) those
that t&)all members. Members share in the expectation that

bothgtyp of norms will be complied with.
So xapples of role-specific norms are:
“The leader should prepare and distribute an agenda in

advance of each meeting.®
o "The leader should summarize from time to time, but other

members may do so if the leader does not when a summary
is needed."®
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o "Mary may play the critical tester of all ideas, asking for
evidence pointing out logical fallacies, and otherwise

evaluating." »
o "Mike should tell a joke to relive secondary tensio
the climate gets stressful from an argument ove

different points of view".

Some examples of typical norms that would apply to every er of
a small group are: : :

o "Each speaker should relate their commen toy has been
said previously during the discussiop¥. N\ (productive)

opinions". (counter-productive)

o "Discussants should avoid challengi\}fh leader's

members are to work

ined to conform to the
ion of the norms may mean
iolator or they disagree
early understood, but still

Conformity to procedural norms is ess
together. Discussants are usuall
procedural norms of the group. An
that the norm is not understood
with it. If procedural norms
violated by one or more me tRis should be called to the
attention of the group and on should be taken. Continued
violation means the memberffeel e norm is some how detrimental.
Here are two examples of{\prodedural norms typical of effective
discussion groups: "Member 1d stick to the agenda, unless all
agree to change it". ile brainstorming, no one should criticize
any idea suggested”

In order to cl d possibly change norms of a discussion

group, first s eir effects. Group awareness of harmful
effects can Jfea ange. A participant should try to discover
answers to <4§F wing questions if they sense that something is

talks to whom? How do the persons talk? Where do they
? To what degree do they ask for evidence supporting
position? How are ideas evaluated?

What seems to be the practical effects of each of these

modes of behaving? For example, are ideas going untested?
Are some members ideas accepted uncritically while others
ideas are ignored? Is there much evidence of frustration?

wrong th ﬂ\g;; be due to a counter-productive norm:
&t egularities of behavior can be seen? For example,
si

o What happens when a member deviates from a norm? Is this
deviant behavior punished in some way?

ig



Once you have formulated the norms you believe to be detrimental
to the group, state it to the members, describe the evidence of its
existence, and suggest that it be replaced by a different no or
pattern of behavior. The group will likely discuss this prob
for a few minutes, and decide to make the change. Even if is
done by consensus, members may still need reminders of the ge

for some time to come until it has become largely habituatag.

Norms are based on the shared values-beliefs of what is ré@latdvely
good or bad, productive or unproductive. Values are &ften eXplored
and developed in what appear to be tangents roups's

discussion topic, in sequence of comments that e fantasy
chains. The process of grqup dramatizing o ntasy chaining
relates to unconscious meanings or nee o] e or more
participants. Hence such fantasies have gr@at p8@wer to motivate
discussants. Usually several persons icigate in a group

. Consider how this

a loss for what to
there is an awkward
Suddenly someone says
bject, a tangent about

fantasy chain, but not necessarily all nu
process occurs. Quite often the group
say or do. Talking peters out, or
tenseness due to conflict among m
something that appears to be of
persons in some other time and p

Interaction speeds up, a pi of) excitement is heard in the
voices; often there is som nii or an edge of hostility. The
volume of sound often gdés up as the group begins the chain
association. Many signs o% infferest are seen among those who do
not participate verba tless movements increase as people
try to find a way tg into the conversation.

t about persons and events outside the
occurred in another time (past or future)
the same time, on a different level, the
ly the problems of the group at the moment,
kes, loves, jealousies, tense relations between
ns with other groups, unverbalized hidden agendas,

The fantasy is
group, that cou
and another
talk mirror

such as fe
members, grelagt
and so th.

Fanpfisy, cha®ns can easily be detected by an observer watching for
th ting sudden changes of pace, levels of excitement, and
o electric tension in the air. To interpret the fantasy,

r sudden 1insight into what is going on in the group that

s not been openly discussed. Systematic analysis will not work.

ough fantasy chains a group establishes a new realm of social

reality for its members, a dramatic conflict, with shared values
and interest.
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Cohesiveness

The term cohesiveness is used by social psychologists to refer_,to
the common bonds and sentiments that hold a group together. To
that a group is high in cohesiveness is to say that a relati
among members, on the average, are highly attractive to th
have a high degree of "stick togetherness" and unity.

the concept directly. How would you observe and mea
resultant of all the forces acting on the members to4emai
group", a widely accepted definition? Obviously Wr
must observe selected behaviors that can be consjider index of
how cohesive a small group may be; members indi uallassessments
of how closely knit they are as a group; how’ n embers feel
a sense of belonging or affiliation to the droupfas expressed on
a scale, attendance at meetings; favorable4eMarksg about the group
to outsiders; degree of conformity to th X rms that call for
behaviors different from those the memb an¥fest in other social
situations; achievement of consensus thereof, especially
in expressions of value.

Researchers have shown that greu high 1in cohesiveness have
greater rates of interaction ,thamylé@ss cohesive groups, express
more positive feelings for ea othBr, and have more satisfaction
with the group and its pr ts he higher the cohesiveness of
the group, the greater confrol #ver member behaviors the group as

a whole will be able to ex&xt.

ess is associated with a high degree of
y with unusual problems, and to work as
encies. Production groups, if highly
ore than low cohesive groups, but may not
sgare influenced by intragroup norms for less
ohesiveness is associated with the group's
ability to ers to conform to the majority or high-status
members' gd Conformity in many problem-solving groups
contri es very low quality decisions which is may be the
roup think", which does not allow for disagreement with
f high-status members. Deviance from the beliefs of

s members or the majority may be put down so powerfully
ons holding valid information that negates those beliefs
gins to doubt their own information. As such groups
ue through time they become very predictable, less creative,
@s able to use novel ideas, and the challengers to this process
are silenced or even put out of the group. The very persons who
could contribute most to the quality of solutions by pointing out
fallacious thinking find the group less and less attractive while
the cohesiveness among the majority is growing. Thus we have a
dilemma of how to maintain a productive degree of creativity and
critical thinking while at the same time maintaining a high degree

A high degree of co
ability to cope effe
a team in meeti
cohesive, can p¥ed
do so if the
production.
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of cohesiveness essential to high potential, personal satisfaction,
and loyalty.

However, we do know that a group that accomplished its objecti ,
provides members with satisfaction in their participation, offic
prestige in belonging, and is successful in competing wigh
groups, has high attractiveness to its members. We also k
cohesiveness is fostered by the degree to which membe kn nd
like each other as persons, their frequency of interacW®io and
the amount of influence exerted by each o the roup.

Interestingly, open disagreeing has been shown to regfrequent
in high-cohesive groups than in low-cohesive groups. imate of
trust in which each member feels secure permi expressions of

disagreement on issues, facts, and ideas, pro d disagreement
is aimed at arriving at high-quality solution§. B@t if high-status
members resist disagreement as a personalqafifront, then whatever

cohesiveness is achieved by other means at the expense of
low=-quality decision making (groupthi hly successful and
cohesive groups tend to first get we inted and interested
in each other as persons. They the need for secondary
tension generated by disagreement nd ways to reduce these
tensions by giving priority to ence, rational thinking, and
compromise. After decisions have reach, such groups restate

the value of the group and of ch Bf its members. Members can be

heard saying such things ¥ "o proud of our grcup, we really
thresh out ideas until we frrive at the best, and then we team up."
ou,
t

Even if I disagreed with Joe, I'm glad you spoke up. "We

disagreed openly and es ¥and I learned a lot from you. I like

that." '

In order to enhanf€e c veness a group should consciously do the
following:

o Dev ong identity as a group and a group tradition

on I , This can be done by developing nicknames for

'9up, insignia of membership, referring to past events

ith ide and pleasure, ceremonies and rituals, and

hasizing the high quality of accomplishments.

tress teamwork, and give credit to the group. Avoid
alking about what you did personally for the group,
especially if you are the designated leader. Volunteering
to do things for the group, and emphasizing how important
the group is to you will help get members feeling closer
to each other.

o Recognize contributions to the group goal by members, thus
rewarding individual members from within the group. Low-
status members especially need reward and praise from other
group members, and not criticism, if they are to develop
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the loyalty that will make them more productive and
dependable.

o Show human concern for the persons who make up the gr ,
providing warmth, affection, and direct attention
personal tensions and problems that members indicat
soon as personal needs are dealt with, however, t oup
should get back to the group task.

o Support both disagreement and agreement, w h basically
means working for a norm of open expression isflgreement

or support for ideas. Highly cohesive grou oW more
disagreement; open conflict needs to be coWraged, not
repressed. When the conflicts are le ersons who
supported rejected ideas that helped bui a better group
solution, and comments such as "Le@is\ge ehind this", are
needed.

1 le goals, which also
ield a sense of pride in
oups that fail to reach
lay lowered cohesiveness and

o Help the group set clear an
provide enough of a challe
group achievement. Conti
their objectives tend t
may even break up.
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NON VERBAL CODES

Nonverbal components of messages are equally as important as
verbal in determining listeners interpretations and res sas s
Furthermore, a large proportion of the interacti

discussants is done with signals that are entirely nonver It
is estimated that sixty-five percent of meaning w sons
communicate is the result of nonverbal signals. Some®i the
meaning derived from nonverbal cues during face-to- interaction
is as high as ninety-three percent. Four ions of
communicating via nonverbal signals are especi ortant to
Xeep in mind when considering what happens duri process of
discussion:
o You cannot not communicate in a fage ace small group.
Nonverbal cues go out from you f@nstan ; you cannot
stop them. Even if you sit ive immobile and

seén and responded to by
islike, worry about what
ith you. Another way to

impassive, that behavior wi
others, possibly with dis .
you are up to .or what is

put it is that in a gro othing never happens" with
anyone.

o Many nonverbal cu re hly ambiguous when not
clarified verball¥y. r instance, a smile can mean
friendship, agree t §/disdain, gloating, private
reverie, or j abo anything.

o In any ca e the words signal one attitude or idea
i d the nonverbal cues signal another, the
Thus ay "I'm really interested in that idea" in
<§’ while looking at notes in front of you, the
u¥ feelings are communicated primarily by our nonverbal
ignals. These signals can rarely be concealed from
: sensitive persons in the close proximity of a small
prevent tension from the mixed messages that result when
a discussant attempts to deceive, bluff, or play

re likely to believe the nonverbal signals.
a
P peaker to whom you are responding is almost

e to believe that you do not care what he or she
uggasted.
0

group. Integrity or sincerity is the only means to
manipulative games with other members of a small group.

Within a few seconds after you enter a group, you are ready to pass
judgements on the other members. You are ready to predict which
members will be friends, which will be hard workers, and which
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trouble-makers. But if someone dared to ask how you make these
judgements, you would probably be hard-put to provide an articulate
answer. Is it the clothes they wore? The shape and smell of their
bodies? How they combed their hair? Maybe it's the way they sat,
or where they sat, or how they moved their beodies when they tu d
to lock at you?

Functions Of Nonverbal Signals In Small Group Communicatio

Nonverbal signals serve six major functions

contradicting verbal statements, expressing emotioc
the interaction, and indicating status relationshi

of theses functions can help you act in
appropriate when responding to others and t@

own signals

more clear and unambiguous to them. \

Supplementing The Verbal %

A movement or gesture may effecti r at what is being said,
as when a person points to item a chart at the same time
says, "now look at the third it our list of ideas". Such
repeating makes the verbal megsageNdotbly clear. Other nonverbal
messages serve to complem laborate what is said. For
instance, a discussant mig sh is head from side to side while
saying, "I cannot accept tRat sliggestion. I consider it immoral®,
in a voice louder and more ined than usual, or heold up three
fingers while saying ere are three things in support of your
suggestion®.

s ve emphasis or accent the verbal message.
eased force on a particular word or phrase,

Some nonverbal
A nod of the hea

n

and a shake t inger can indicate, "This is an especially
important t r word I am now uttering”. Thus by repeating,
compleme and emphasizing, nonverbal signals can supplement
the verh@l.

smbead is often used to indicate agreement or to bid at an

iction without saying anything. If the chairperson of a small
group asks, "Do you want to vote on this?" and then sees one person
shaking their head from side to side, no vote will be taken at that
time. A finger movement can indicate to another discussant that
you want them to lean closer to you, or a circle made with the
thumb and forefinger can say in effect "I approve”, "I'm okay”.

SukEtiguting For Words
<§;.y tures are substitutes for words. A back-and-forth nod of
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Because only one person can be speaking at a time in an orderly
discussion, a great deal of the communication among members is done
with nonverbal substitutes for words. Not to be aware of these,
or not to consciously look for them, will mean that you are missing
many important potential messages among the group members.

Contradicting Verbal Messages

When something that a person says in a discussion doesn seém to

“ring true", often that is because the nonverbal c adict
the words uttered. For instance, someone might s, I go
along with that", but in such a way that you expec to give

no real support to the idea. When you observe al messages
that seem to contradict what someone is sa , 3
pay to point out and ask what the person medhns.

Expressing Emotions : \

As the previous example indicated, r feelings are communicated
more often by nonverbal cues than we say. Try saying, "I
d

like you" in a variety of way otice how each seems to

indicate a very different feeling. ting close to another person
can ‘indicate more positive féglin for them than any words can
convey.

Regulating Interactio

dges control or direct the flow of
embers. A designated discussion leader
may use nods ead, eye contact, and hand movements to
indicate who peak next when two or more persons have
indicated agfesi o do so. Favorable nods encourage a speaker
to continuge, &8s a lack of overt response or looking away often
signals |} t Persons will show they want to speak by leaning
forwar ralisy a hand or finger, opening the mouth, and possibly
by u r a ' nonverbal sound such as "uh". Hand signals may be
use sPpeed up a dawdling speaker, or slow someone who is

.. So it is that nonverbal cues are the primary means of
tifig the flow of verbal interaction in a discussion group.

Certain nonverba
interaction amon

dicating Relationships

It has previously been pointed out that sitting at the end of a
table may indicate leader status or desire for a high degree of
influence in a small group. A feeling of relative superiority is
often indicated by staking out a larger than average amount of
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territory at a table (with books, etc.), suddenly getting very
close to another, a penetrating stare, a loud voice, and a
patronizing pat or other touch. Relatively high status persons
tend to have more relaxed posture than lower status group members.
On the other hand, uncrossing arms and legs, unbuttoning a coat,
and general relaxation of the body often signal openness and\a
feeling of equality. Body orientation, the angle at which
participant's shoulders and legs are turned in

W

relation to the group as a whole or another person, indica
much one feels a part of the group, and often that o is Pmore

committed to a subgroup than to the group as a wholV

Types Of Nonverbal S8ignals

Although we usually respond to a pattern of mul ous nonverbal
signals, rather than to a single cue, noneth®lessiit is important
to be aware of the variety of types of such o help you avoid
overlooking some of them,. There ar ays of classifying
nonverbal signals. Those which are 1 ow seem to play an
especially important role in communjmgtion among members of small
groups.

lParaverbal Cues

These are the characteristffics oice and utterances other than
words from which 1listen®&rs nterpret meanings of speakers.
Included are such variab as pitch, rate and fluency of
utterance, dialecti variations, force, tone quality, and
silences (pauses). ers tend to agree on the characteristics
they ascribe to pased on vocal cues. Included are such
characteristics udes and interests, personality traits,
adjustment, eth grglup, education, anxiety, and other emotional
states. The a voice has been recognized as an excellent
indicator of sson's self-concept and mood. How we react to
statemen as "I agree" or "Okay" depends much more on the
pitch te and tone of voice than on the words themselves.

Cda

Anxie out “communicating has been related to nonfluencies such
as ter tions ("uh"), repetitions, hesitations, sentence
cogfecfions, and even stuttering. To discover how you infer from

c , tape record a discussion. Everyone in the group should

te ust to the voices, trying to ignore the words, and then

a description of the mood, feelings, or attitudes of each

her person in the group. A comparison of the results often show
st¥rikingly high agreement.

26



Facial Expression

Facial expression is highly indicative of feelings and moods.
Without a word being spoken, you can often perceive anger, support,
agreement, disagreement, and other sentiments from facial
expressions. With the close physical proximity typical of a s 1
group meeting one can easily detect changing moods of fel
discussants if one is simply aware of facial expressions.

Eye Contact

Americans in small groups often use eye contact t k edback,
when they want to be spoken to, and when they want ! ticipate
more actively. In a competitive relationship be®geen %two persons,
direct eye contact (or staring) may indicate i like "lets

riendship and
act is used to
s. Averting the
that one wishes not
e contact are often
who offer limited eye

fight" whereas in a cooperative group it sighifi
cohesiveness. As previously mentioned, co
regulate the flow of conversation among disdus
look from another is usually taken as g

to speak. Persons who seek and pro
regarded as more believable than
contact.

Eye movements can also signal d t, dislike, superiority, or
inferiority. In short, the ] ovide many important clues in
human interchange.

Movement.

signify much to the sensitive observer.
dicate who should speak next. Leaning
the group usually indicators interest,
dicates the opposite. However, leaning away
eld out-of-doors might simply indicated being
twisting and shuffling of feet may indicate
mpatience with the pace of group progress. Members
signal that it is time for the meeting to end.

toward another
whereas leani
during a dis
relaxed.

A
frustratj o
moveme o

Dr@ Accessories
se e often cues to status as members get acquainted in a small
» Crosses, social organization pins, jewelry, hair styles,
d type of clothing often say much about how a person sees self,
reference group memberships from which one derives norms, and
personal values.
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Any single nonverbal cue may be meaningless or highly ambiguous.
But if you are careful to observe all the types of nonverbal cues
a person is sending, you will gain a great deal of information

helpful in relating effectively and in interpreting his or her
verbal messages.
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EVALUATING INTERPERSONAL RELATIONS

In all human interactions there are two major ingredients - content
and process. The first deals with the subject matter or the task
upon which the group is working. In most interactions, the fdiu
of attention of all persons is on the content. The seclmd
ingredient process, is concerned with what is happening KN

and to group members while the group is working. Group
or dynamics, deals with such items as morale, i
atmosphere, influence, participation, styles of

leadership struggles, conflict, competition, cooperagi In
most interactions, very little attention is paid rocess, even
when it 1is the major cause of ineffective pf action.
Sensitivity to group process will better enable “ne diagnose-

group problems early And deal with them mor tively. Sincé
these processes are present in all groups, are of them will
enhance a person's worth to a group and le Bim to be a more
effective group participant. \

CHARACTERISTICS OF GROUP BEHAVIOR :;
Below are some observation guidgll help one process analyzeé
group behavior.

Participation
One indiéation of involvem s verbal participation. Look for
differences in the of participation among members.

o Who ar h participators?

o Who _ar heglow participators?

e any shift in participation, e.g., highs become
lows suddenly become talkative. Do you see any
le reason for this in the group's interaction?

(e} w are the silent people treated? How is their silence
interpreted? Consent? Disagreement? Disinterest? Fear?
etc.

Who talks to whom? Do you see any reason for this in the
group's interactions? :

o Who keeps the ball rolling? Why? Do you see any reason
for this in the group's interactions?

Influence
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Influence an participation are not the same. Some people may speak
very little, yet they capture the attention of the whole group.
Others may talk a lot but are generally not listened to by other
members.

o Which members are high in influence? That is, whesn th
talk others seem to listen.

o Which members are low in influence? Others do@qot sten
to or follow them. 1Is there any shifting in iR€lu@nce?

Who shifts? V
o Do you see any rivalry in the group? I@e struggle
o

for leadership? What effect does it h other group

members?

Styles Of Influence \
Influence can take many forms. It cangf osI®ive or negative; it

can enlist the support or cooperation rs or alienate them.

How a person attempts to influen n er may be the crucial

factor in determining how open or e other will be toward

being influenced. The followi ems are suggestive of four
styles that frequently emerge _in S.

o Autocratic: Doe ny attempt to impose his will or

values on otherfigro members or try to push them to

support his decis§on Who evaluates or passes judgment

D me s? Do any members block action when
the direction they desire? Who pushes
p organized"?

on other gro

Who eagerly supports other group members'

decimioNg? Does anyone consistently try to avoid
c ct unpleasant feelings from being expressed by
(e} oil on the troubled waters? Is any member
IQ@ally deferential toward other group members - give
th power? Do any members appear to avoid giving
egative feedback, i.e., who will level only when they

ve positive feedback to give?

@Laissez faire: Are any group members getting attention

by their apparent lack of involvement in the group? Does

' any group member go along with group decisions without
seeming to commit himself one way or the other? Who
seems to be withdrawn and uninvolved; who does not
initiate activity, participates mechanically and only in
response to another member's question?

e

o Democratic: Does anyone try to include everyone in a
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group decision or discussion? Who expresses his feelings
and opinions openly and directly without evaluating or
judging others? Who appears to be open to feedback and
criticisms from others? When feelings run high and
tension mounts, which members attempt to deal withgthe
conflict in a problem=-solving way?

Decision-Making Procedures

Many kinds of decisions are made in groups without consi g the
effects of these decisions on other members. So éi1§§;>§ try to

impose their own decisions on the group, while want all
" members to participate or shar: in the decisio re made.

o Does anyone make a decision and ar out without
checking with other group member Sel authorlzed For
example, he decides on the to dlscussed and
immediately begins to talk . What effect does

this have on other group m

o Does the group drift toljc to topic? Who topic
jumps? Do you see a for this in the groups
interactions?

o} Who supports ot rs' suggestions or decisions?
Does this suppo re in the two members deciding the
topic or activil £ the group (handclasp)? How does
this effect oth up members?

o idence of a majority pushing a decision
er members objections? Do they call for
y support)?

o y attempt to get all members participating in
2 n (consensus)? What effect does this seem to
on the group?

Do anyone make any contributions which do not receive
ny kind of response or recogaition (plop)? What effect
oes this have on the member?

unctions

These functions illustrate behaviors that are concerned with
getting the job done, or accomplishing the task that the group has
before them.

o Does anyone ask for or take suggestions as to the best
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way to proceed or to tackle a problem?

te) Does anycne attempt to summarize what has been covered
or what has been going on in the group?

o Is there any giving or asking for facts, ideas, opini
feelings, feedback, or searching for alternativesg?

o Who keeps the group on target? Who prevent
jumping or going off on tangents?
Maintenance Functions
These functions are importanf:to the orale o he Wroup. They
maintain good and harmonious working rel nSi among the
members and create a group atmosphere which €nables each member to
contribute maximally. They insure smoothya effective teamwork
within the group.

o Who helps others get into tH sion (gate openers)?

o Who cuts off others or rupts them (gateclosers)?

o  How well are members ing their ideas across? Are
some members preocc@piedfand not listening? Are there
any attempts by o mbers to help others clarify
their ideas?

o How are ideas rej d? How do members react when their

accepted? Do members attempt to support

&y reject their ideas? .

Something way a group works creates an atmosphere which

a

in turn 4 eWealed in a general impression. In addition, people
may difffer 19 the kind of atmosphere they like in a group. Insight
can ined into the atmosphere characteristic of a group by
fi W s which describe the general impressions held by group
n .

Who seems to prefer a friendly congenial atmosphere? Is
, any attempt to suppress conflict or unpleasant feelings?
o) Who seems to prefer an atmosphere of conflict and
disagreement? Do any members provoke or annoy others?

o Do people seem involved and interested? Is the
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atmosphere one of work, play, satisfaction, taking
fights, sluggishness, etc.?

Membership

A major concern for group members is the degree of acceptapce
inclusion in the group. Different patterns of interacti
develop in the group which give clues to the degree and Wi
membership.

o Is there any sub-grouping? Some times @two three
members may consistently agree and suppo Wther or

j caonsistently disagree and oppose one anot

o Do some people seem to be "outside! e p? Do some
members seem to be "in"? How (lare gthose "outside"
treated?

o Do some members move in and £ e group, e.qd., lean
forward or backward in thei or move their chairs
in and out? Under what ions do they come in or
move out?

Feelings Q
During any group discussidgn, ings are frequently generated by

£
the interactions between mb . These feelings, however, are
seldom talked about. _Obse may have to make guesses based on
tone of voice, faciressions, gestures, and many other forms

of nonverbal cues.

o What g of¥'feelings do you observe in group members:
an rpftation, frustration, warmth, affection,,
e meMf, boredom, defensiveness, competitiveness,
e

o N see any attempts by group members to block the
expression of feelings, particularly negative feelings?

w is this done? Does anyone do this consistently?

s
andards or ground rules may develop in a group that control the
behavior of its members. Norms usually express the beliefs or

desires of the majority of the group members to what behaviors
should or should not take place in the group. These norms may be

clear to all members (explicit), known or sensed by only a few
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(implicit), or operating completely below the level of awareness
of any group members. Some norms facilitate group progress and may
hinder it.

o Are certain areas avoided in the group (e.g., sgx,
religion, talk about present feelings in gro
discussing the leader's behavior, etc.)? Who s o)
reinforce this avoidance? How de they do it?

o Are group members overly nice or polite to e8gh oBher?
Are only positive feelings expressed? Do memb gree
with each other too readily? What happe hen members
disagree? ’

you nmust talk%; "If I tell my problems Jou have to tell
your problems®) Do members feel robe each other
about their feelings? Do ques . nd to be restricted

e} Do you see norms operating about partigipation or the
kinds of questions that are allow e. w"If I talk,
e
e
to intellectual topics or e“Aés? outside of the group.

EVALUATING DIMENSIONS

Behavioral definitions and ideal acteristics of individuals
working within groups includ e fPllowing:

¢ Decisiveness: The tentf\to which an individual is able and
willing to make a igflon when required.

Adfon all alternatives, especially under
press , wWithout vacillating or procrastinating

sVa constant willingness to decide rather than
ng rfor more information or procrastinating in

X ing issues to closure
D&gision Quality: The extent to which an individual makes
o

soufid decisions based on the exercise of judgment and
nsideration of all available information

Ideal Characteristics S |
- Decisions exhibit qualitative depth of action rather

than quantitative, shallow, or impulsive decisions

c

- Generally makes firm decisions but allows for
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alternative approaches if things go wrong or if
significant new information is presented

- Looks at long-range consequences and implications rather ’
than handling only the short-term immediacy of problems

-~ Makes decisions logically and consistent with
organizational goals and policies

o Planning: The extent to which an individual can amfgicipate
future possibilities or consequences of present si ons

A

and alternatives

Ideal Characteristics

alternative actions

i
- 1Is able to provide future implicat(ongrarious

- Anticipates situations or pr Nnd prepares in
advance to cope with them

- 1Is aware of both the im n riorities at present

and also is aware of po

- Develops realistic

uture priorities

oal objectives

- Projects and int€rpre

Organizing: The ext
information,
orderly, logd

ity

Ideal Chs

(R

rends

which an individual can assemble

ials, thoughts or actions into coherent,

ops ideas in a orderly fashion, without unnecessary
sion or irrelevant information

- oordinates group efforts effectively

Ppoblem Analysis: The extent to which an individual
dentifies and analyzes all relevant variables and their

interrelationships

Ideal Characteristics

- Quickly perceives and defines problems and central

issues

- Objectively seeks and sorts out pertinent information,

35



considers organizational goals and weighs consequences
of alternatives

-~ Sees relationships among the people involved within the
problem and within the organization

- Perceives differences in priorities

© Productivity: The extent to which an individual acHy y
and constructively participates in group or in@jvidual
problem solving

Ideal Characteristics V

- Consistently strives towards meeti ipdividual or
organizational goal '

= Frequently offers pertinent in in or ideas to
others

- Energetic and efficient, _at P to complete all work
assigned

e extent to which an

tarting behavior, is willing
instruction, and is willing to
and interpretations of policy

o Initiative/Self Directi
individual demonstra
to originate action

comes; does not merely let things happen

(proacpi reactive)
- Acti luences events rather than passively
a t ‘
e

- ntly develops new approaches, ideas, methods, and
retations of policy

&Assumes responsibility and control in situations
requiring prompt action - .

- Accepts additional assignments or devotes extra time to
assignments C
o Leadership/Personal Direction: The extent to which an

individual effectively directs the behavior of others to
accomplish a task or goal without arousing hostility.

Ideal Characteristics
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- Commands positive attention and respect and generates
impressicn of self-confidence

- Influences others to accept ideas and support positions

- Motivates others, without alienating them, to perfor
at full potential and accomplish objectives

= Directs group discussions without dominating ,oth

- Accepts and appropriately responds to coumsel
disagreement

Encourages free flow of ideas and coop ti resolution
of problems

i

Interpersonal Sensitivity: The ext to ich an
individual is able to perceive and to the needs,

interests, and capabilities of r
Ideal Characteristics

- Perceives the perspec needs of others and
considers them in seled§i and advocating a course of
action

~ Modifies behavi wh erceiving adverse impact on
others

]Jude and encourage others

!
e
4]
rt.
p
o
=
[

naintains positive working relationships
oviding support and collaboration

Compo Self-Control: The extent to which an

indi unctions in a controlled, effective manner

u ress and pursues tasks to completion despite
positi®en or difficulties

Id Characteristics
Keeps composure under pressure

- vdverall performance does not deteriorate even under
stressful conditions

Accepts time delays, constraints and disappointments
without being irate or discouraged

- Performance remains stable when progress is slow and
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pressure from opposition is strong
- Continues working, does not give up
o Flexibility: The extent to which an individual perceives
accepts the need for change; modified behavior style
position in response to changes in situations or
priorities; modifies approach to obtain goals
Ideal Characteristics

= Readily shifts behavior to accommodate change
situations

- Demonstrates resourcefulness in implémenting
alternatives in working to obtain

- Uses a variety of approaches ungilj fin one that works
to attain objectives

- Backs off position if perc ituation has changed
or group support is abse

which an individual

isely, and persuasively,
onverbal communication; the
listens to others attentively

o Oral Communication: The
expresses ideas clearly,
including gestures a
‘extent to which an i
and with comprehenfion

Ideal Characteristl

cively to what others say and extracts
ormation

- Q directly to a question or issue without
usion, disorganization, or rambling
AsVappropriate, translates technical language to level
f audience

Gestures and other nonverbal communication indicate
control of self and situation and serve to facilitate
communication

- Technical qualities of oral expression (volume, rate,
vocabulary) do not distract from basic clarity of
communication

o0 Written Communication: The extent to which an individual
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expresses ideas in writing clearly and in good grammatical
form '

= Document is complete, all significant aspects incl

= Detail elaborates upon overall description ra
confusing or competing with it

- Careful and appropriate choice of words
- Clarity not impaired due to problems o 1ling,
grammar, and punctuation
RATING ERRCRE
e rmance of others,

ess. The following
of rating errors:

When people are called upon to evaluate kb
errors may be unknowingly brought intg
descriptions cover the six most commo

0 First Impression Effect

hen the person being rated
of a testing process, but then
“poops out®™. The e erving this person may become
so impressed withfthatgearly behavior that a high rating
is given, even th h e total behavior warranted a lower
rating.

This error evidences its
does well at the beg j

ating error is the last impression or

Related to
: ere behavior occurring at the end of the

recenc

process ©r bad, is given undue weight by not taking
into ation the total behavior.

o H
Thisherror evidences itself in the tendency to allow a

. ndidate's performance on one dimension to influence the
raging on all the other dimensions, even when there is
ittle evidence for such ratings on those other dimensions.
It is important that raters try to keep the dimensions as
distant as possible. Some of the dimensions are closely
related, and skill in one area often goes along with skill
in ancther. Nevertheless, careful attention to the amount
of actual behavior justifying a rating will help to avoid
this type of rating.
o Leniency Effect
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This error evidences itself in the tendency to be an "easy"
rater. It is often less offensive to be generous than it
is to make objective, but lower, ratings.

Conversely, there is also a tendency, among a fewer n
of raters, to be excessively and unjustifiably hars
key is to focus attention on the behavior observe
process.

o Central Tendency Effect

This error evidences itself in the predisp ’!\gﬁgko "play
it safe" by avoiding the use of extreme rati ¥even when

they are called for and justified.

Sometimes raters fail to assign the Bininhm or maximum on
the assumption that no candidate c e at bad or good.
It is very important to make fajmydBstifictions among
candidates, and the full range cores should therefore
be used. ‘

o Contrast Effect
This error evidences itsel wan a particular candidates's
evaluation is influenc&g by Jkhe evaluation of the preceding
candidate.

Keep in mind that u e evaluating against specific
criteria and aga t another candidate. The key is to
focus on th 1 amount and nature of the behavior
observed.

idences itself when candidates remind you of

dpproach to situations thereby resulting in higher

than are justified. The reverse situation can also

ccu resulting in lower ratings than the actual behavior
1d dictate.

t is important to remember that the rater is not the one
eing evaluated.

ould be realized that the rating errors described may
IMfluence rater evaluations. This does not mean that they
automatically will have some impact. Awareness of the types of
rating errors which may occur is an important step in reducing
their potential effects.
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CONDUCTING MEETINGS

WHAT GROUPS DO BEST

The most common use of meetings is to bring people together
disseminate information. Information is useless unless it comps
people to solve a problem, make a decision, or devise _a\PBiah
Useless information bores people. The pure i3
dissemination meeting, held at regular periods during t
of an organization, has one guaranteed result: boredom!

It is this experience of the reqular use of i people
together that has made most managers skeptical abou otential

of groups. Typically these types of meetings ual allow very
little participation for most of the member group. Many
group leaders lack communication skills, ldadership ability, and
an understanding of the responsibilities oup’ leading. So, in
a short period of time, the minds in thegg nder. By the end
of the meeting, the subjects that havegbeen ked about have been
sen ignored.

1S ¥ regarding meetings and
diminish the time spent in
Wng people together solely for
re. When possible, convert

Consider the following recomme
groups: (1) Do everything possi
pure information dissemination.
this purpose is asking for

information sharing to olving, decision making, or
planning. For instance, [the nouncement of a new policy can be
a problem-solving agenda presenting two or three cases to which
the policy must be applied. 2) Give the group some work to do.

on in calling any good meeting is that
» ocgether to do what groups do best: employ
their members' mifids Wn Processing information for the purpose of
problem solvin ecPsion making, or planning. Information
processed fo rposes 1s useful - never boring =~ and the
process of 1s one of discovery and exhilaration.

The underlying assu

do not other people's time by calling a meeting. Treat a
group ‘Yas kind of superior intelligence, and engage the group in
tas orthy of it.

Finally, §§!~h r problems, decisions, and plans are simple ones,
ast

e & typical meeting goers:

'There's the group leader who gets a power fix from calling
all subordinates into one room and playing meeting master.
He's similar to the project manager who relishes the temporary
chance to chair meetings of her peers and calls unnecessary
project meetings"®
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"There’s the boss who detests department meetings; they're a
waste of time, she'd rather write her workers a memo, she
doesn't need their input on decisions.®

“and there's the worker who agrees with this boss. He's t
more important things teo do than sit through a meeting wh
his opinions and ideas do not count.®

"There's also the eager meeting attendee. To her, a g
is a paid break in the day, a chance to ca uf@ on
? expertise in conducting the meetings.

daydreaming or doodling."®
Wgraj ect
eWw call and
benefits of orally communicating inform

spontaneous feedback form the group. T imfortance of this
oral exchange is felt by all meeting a . They not only
actively participate in the meetin e satisfied that
their time was well spent. These eeting leaders and
participants form the base for produé#tivV€ meetings, a goal of
countless business profession oprecognize the benefits.
Well-executed meetings produ and problem solutions
that might not occur to a I orker at a desk. They also
boost morale, and productivit the process, by creating a
feeling of involvement employees. All <chis is
accomplished during a e=- cient session, not necessarily
short but always as sHort @s possible.

"Then there are these meeting goers: group lead
managers with valid reasons for every meeting

Purposes Of Meetings

A productive meetifg s with a purpose. You have a good reason
, and you plan the meeting keeping the
ind. Every decision you make from who to
invite to to how to run it, revolves around the

meeting's Following are several common meeting purposes:
sh

o e information or plan a project. You have news,

P s, or other information to share with a group,

in ation best communicated orally or with an
diovisual presentation. Or, various people need to
elay information and hear news from others.

To receive information. You need information from
others, information best received through oral rather

than written reports.
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o To analyze and solve a problem. The problem is one that
affects the entire group and can be solved best through
discussion and debate of different viewpoints.

© To reach a group decision. The opinion of everyone i
the group counts and the decision is best made after
discussion.

© To explain and gain support for a decision. You h
authority for making a decision and reason forWoind) so
alone; now you need to tell affected parties ab and
to solicit their support.

o To make a recommendation and solicit fe ac ou have
an idea or you have made a tentative I8io and you
want spontaneous ‘reactions from peop wh 1 be
affected or from others whose opinio yoll respect.

o To generate ideas for a new pr'¢§§~sf plan. A

brainstorming session is in -‘ng o figuring out ways
of working or for thinking ssible new prograns.

Be careful not to provide too .m rmation into any single
meeting. Giving people too mucHy né@ws at one time or asking them
to solve too many problems atgonc e8troys meeting effectiveness.

Whatever the purpose of yg@ur me ng is, make sure you explain it

in advance to the attendegs. hey should know ahead of time, for
instance, whether they're ding to listen to a report or help
solve a problem. ndees need this information not just to
satisfy their curi ut to adequately prepare for the meeting.
Meeting Fundame s

No matter 45’ purpose, all productive meetings have several
similarit Certain elements characterize an effective meeting
and ce :sist ditions are necessary for a successful meeting to
occur espomsibility for these characteristics and conditions is
shaged byWthe meeting leader and the participants. Therefore, all
p igipants should be made aware of these fundamentals.

teristics Of An Effective Meeting
aracteristics of an effective meeting include the following:

o All participants have a valid reason for being included
in the meeting .
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o All participants know the purpose of the meeting and
arrive prepared to fulfill that purpose :

o There is a meeting agenda

o The meeting is run time efficiently and sticks to the
agenda

o Objectives determined in advance are achieved by e
of the meeting

o All parties leave the meeting knowing what was ‘
accomplished and what is expected of ‘them %future

j

Conditions Necessary For A Successful Meeting

To be successful, all meetings must have ecified leader and
all participants should understand and res leader's role.
However, leadership is essentially sha yvyWll participants, as
well as, a feeling of responsibility eeting content and

be safe and supportive.
ss their views frankly
icipants should display
's views.

outcomes. The meeting atmosphere she
All participants should feel free
without fear of repercussions.

interest in and respect for each

Planning The Meeting

Once a purpose for calling ting has been identified, and the
time and circumstance @ eem right, you want to make sure that the

time will be well Know what you want to result from the
meeting and that t s will merit the meeting time and effort
required. To acgOmpdi this a certain amount of time is required

to plan for a pr tiwe meeting.

Objective \

Determi exa®tly what you want to accomplish through the meeting
it wn specific objectives. Base the objectives on your

and

ov 1} meeting purpose and, when possible, write the objectives

fro egparticipants' point of view. Here are some examples:
Meeting purpose: To share information about a plan to
develop a training program

Objectives:

- To understand the reasons for the training program
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- To become familiar with all the parts of the program
and understand their individual roles in executing the
program

= To know the deadlines for their program tasks

o Meeting purpose: To analyze and solve two problems ¢
have arisen with the training program

Objectives:
= To discuss the general lack of interest trai have
in the program and to make recommendatio fo
increasing interest
-~ +to discuss the inadequacies of t inifig facility
' and to make recommendations for Ampro nts

o Meeting purpose: To reach a grou ifion about
budgeting funds for an acting i training program

Objectives:

- To discuss the expec izational results from
implementing an acti ficer training program

- To weigh the ex d sults of the program against

the costs

- To decide whet not to budget funds for the
program

Participants
After meetin ves have been established you must concentrate
on who wilX be nding the meeting. Based on the objectives for
the meetifyg,decide who to ask to the meeting by
asking edgidns such as:

o needs the information you intend to shar=z?

(o} rom whom do you need information from?

Who is affected by the problem to be discussed in the
meeting?

o Who has the authority to make a decision or approve an
action?
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If the meeting purpose is to discuss a controversial issue, make

sure you invite an equal number of representatives from both sides
of the issue. And make sure both sides of the issue are
represented by people of equal status.

Review the number of participants on your list. Is it a manage e
group considering the objectives you want to accomplish? Consi
any additional people to invite purely for political reas

Agenda

Prior to the meeting an agenda should always be red and it
should be based on the objectives established forlt meeting.
List the topics to be discussed in the meetindy in e .order in
which they will be covered. Sequence topics the purpose

of the meeting.
importance, with
o1 so takes advantage

coverage of the most
e given to sequencing the
termine how one topic

Some experts say covering topics in the
the most important topic first, is bes
of early meeting energy and guaranteé
important topics. Considerations she@l
topics in a simple logical or
naturally leads to another.

Fill in activities planned r verage of each topic. For
example, the activities £ ic many be "group discussion
and debate", while the actfivities for another may be "introduction
and slide show™.

Write the name of thef on in responsibility for each particular
agenda item and all@Qt ime frame you expect each item to take.
Allow enough timefforffud’l participation by meeting attendees.
Try to end the ith a positive topic, something you expect
to gain genﬁq;, val from the participants, so the meeting can
end on an upbke

The ag d:‘\i% help you keep the meeting on track and will be

wlHen yodu evaluate the meeting and plan follow-up sessions.
cipa will also find the agenda useful. Send them the
with your announcement of the meeting. This way,
nts can prepare fully for the meeting. If the agenda is
gular staff meeting, invite participants to suggest agenda
3, and incorporate theses into the meeting if appropriate.
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Date And Time

At this point you will need to choose a date and time for your
meeting. Choose a day and time when participants are apt to be
most energetic. Not Monday morning or Friday afternoon and t
right after lunch or right before the end of the working day.

Avoid surprise meetings. They disrupt schedules and so t

participants adequate time to prepare. Consider these fo g
guidelines when setting up your next meeting:

© Plan a meeting date that allows you enough e t
properly prepare for the meeting (gather i on,
produce handouts, etc.)

o Consider current organizational priofitie d upcoming
events
o .Identify who you absolutely mu \at your meeting and
plan around their schedules
o If you are deciding a day ; for a regular staff
meeting, ask participant e meeting time
preferences. :
Place
When considering a locatio the meeting give some thought to

you will ask to attend. You must match
ns to the number of persons invited and
2 planned for the meeting. . It may be to

the locations of peoj
the facility accommgd
to the activities gyot

your advantage t d e meeting away from your normal workplace
in order to avoil egyday distractions.

Announceme\ﬂq

The fi plafning step for meetings is to write and distribute a

meetihhg aNlmgouncement. Include the following information in the
anpdungement:

ames of all meeting participants
Meeting date

o
o Start and end times (estimate end time based on your
agenda)

o Meeting location
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© Meeting purpose and objectives

o What materials, if any, participants must bring
Attach a copy of the meeting agenda and distribute the announcemgnt
far enough in advance to allow participants to reserve time for
prepare for the meeting.

A/V Equipment And Materials

During you final preparations you should consider at types of

audiovisual equipment, visual aids and materials y il need to
conduct the meeting activities you have planned Pl o display
the meeting objectives and agenda at the meeting:.

How To Conduct The Meeting \ '
Productive meetings are extensions of lent plans. Once you

m, how, when, and where,
are guidelines for
ting. These guidelines
meeting is responsible for

know what you want to accomplish, wi
it is time for execution.
successfully executing each phase
assume that the person who call
both the meeting content and oc .

Preparing The Room

ight by having the room ready for business
icipant arrives. Get to the room early
g preparation steps. Allow enough time
you have any preparation problems.

Start your meeting of
by the time the firsd

enough to take the -%
to call for assi e

ngement of tables and chairs. Are they set

up
o j@st$he lighting to your needs. Check from different
at or glare.
c

he€k any audiovisual equipment you are planning to use.
ke sure you know how to operate the equipment and

hether it is working properly.
0 Arrange visual aids, such as the flip chart for
documenting meeting data, so they can be seen from all

o

seats.
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o Check to make sure that you have all the meeting
materials you need are on hand, and that there is enocugh
for everyone.

Opening The Meeting

A productive meeting does not necessarily begin once

invited arrives: it begins at the time planned. Start ng
on time. If you have latecomers, keep going. Do no and
restart the meeting. Your on-time participants will recog that
you were ready for them and that you do not inten waste their
time. This recognition helps set the climate fo oductive

meeting.

Display enthusiasm. Be energetic and upbeafl fr e start, and
maintain vour enthusiasm throughout th etifg. Make sure
everyone knows each other. Introduce any p ifbants who are new
to the group.

Go over the meeting objectives and a. Make any appropriate
changes suggested for the agend = cessary, review ground
rules for any activities planne er the professional level
of the participants and then det e whether it is necessary to
review such rules as:

© Allowing everyone fa chan to speak

© Showing respect fo h other's opinions
o Giving cons e, not destructive feedback
o Accepti ck professionally

During The

Meetin ;§§S§t'veness relies heavily on excellent leadership
techni h the meeting in general and with individual
actiyitie Following are overall guidelines for the meeting
leaddepnfand for participant activities:

P

Stick to the agenda

Maintain a productive climate

Encourage and structure participation

Ask good questions

Provide constructive feedback

Give or get clarification of vague statements
Discourage generalizations

Protect minority opinions

000000005
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Keep participants on the subject
Reduce tensions :

Observe participants

Provide necessary breaks

Maintain professionalism and enthusiasm
Maintain control of the meetings

000000

Closing The Meeting

It is the leader's responsibility to recognize the<ﬁﬁme close

the meeting and to do so formally. Otherwise, p i ts may
begin drifting onto topics unrelated to the meetin inishing
its effectiveness. Or they may drift out of the Weetilhg room with
an unsettling feeling that business was left i d. To avoid
both of these situations, follow these closi

o Begin wrapping up the meeting w Xd anned to do so,
unless participants are invol iscussion that

all agree should continue

o Summarize the major point & he“meeting

- State what was accompl¥shé

- State action items re upon, persons responsible
for actions, an adlidles

o Decide wher and wh&re e group will meet next. Decide
on a preliming ag for that meeting

o Conclude cing crisply, positively, and on time

Following Up

Can you c ting productive once you leave the room? Not

always. ion items were decided in the meeting, the proof of

produc ityNis in participant follow through. Always check with

particip s to make sure they are carrying out the actions they

agrged to the meeting. Be sure to help them with any problems

th ve encountered. To be productive, meetings must meet the
criteria:

The meeting objectives were accomplished
o Time was used efficiently

o The participants were satisfied with the results
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CONFERENCE LEADING

The planned conference is a departure from the formal busing
meeting, in which someone either addresses the group or condulle
the meeting under the rules of "parliamentary procadure” Th e
planned conference involves no lost motion. It quickl
important problems before the group, the solution o
stimulates the best thinking of everyone present. It is
process guided and directed by a competent leader.

DEFINITIOHN

A conference is a method by which people of ila ckgrounds of
experience or knowledge meet together inf a anned informal
discussion and supervised by a trained le the purpose of
reaching a useful conclusion and/or defiMjit an of action.

CONFERENCE BENEFITS

Conferences has been found to WweW\effective in bringing about
changes in thinking and attgtud mong conferees. Conference
members have an opportunit to)) compare their experiences,
techniques, practices, an il hies with those of the group.
When they hear the interpfetatfon others have put on a situation
ienced they are often willing to
en by the majority of the group. Other
e in one method of operation to that

e individuals in the conference, or
thods, ideals, and interpretations.

similar to one they have
adopt the attitude A
outcomes can be a
suggested by one

ocedure a conference is successful to the
contribute from their own experiences and
comment up@n e experiences and opinions of others. The value of
n entirely dependent upon reaching an agreement.
a er of elements that are extremely important to the

a conference:

As an educa
degree to

mbers have common interests or similar backgrounds

0¥ The leader has planned for the meeting and acts in a group
facilitating capacity rather than dominating one during the
conference

0 Members try to solve their mutual problems by exchanging
ideas and experiences

°
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© Facts when available are carefully gathered and are used
as the basis for all deliberations

o Discussion is carried on in a planned and systematic

© The discussion leads to a conclusion or plan of ac ;
even though it may be concluded that without furt
a plan of action at the time is not possible

Dozens of different kinds of meetings can meet the above Ceria
and be classed as conferences. Following is a sa list:

- Advisory committee meetings
Faculty/staff meetings
Club meetings
A superior and a subordinate discus
A gathering of a professional orgafi
Peers discussing problems of g aviors

t

000000

Any of the previously mentioned gro pe€ople can meet and yet
not have a conference if:

o They are not trying to problems
o The leader or one or &wo rs dominate the meeting
0 Members are only tryl to Jgive their own ideas and

experiences but arg unwi ng to accept available facts or
new ideas
o The meeting does n the criteria in other ways

ily with available facts and with the ideas
and attitudeg ference members, but are inappropriate for
passing ale
conferenc

v' information or skills. Spur-of-the-moment
seldom a success. Planning of the conference by
preparation for the conference by the members is

2pbers” of a conference group should be willing to share their

d believe that conference results will be better than the
[ any one member. If one or more of the members, or the
is determined to indoctrinate the group with their own
and succeeds in doing so, the result will not be a
nference.

Sufficient time must be available to permit systematic discussion
of agll facets or the problem. Solving a problem by the conference
method takes more time than dealing with it in other ways. If a
group is to be together for only one short meeting, and the members

52



are not familiar with conference techniques, it may not be
practical to attempt the use of conference methods.

If a group wishes to discuss a problem casually and then leagye
conclusions to each individual rather than having the group con
on conclusions, then the conference method is inappropriate

CONFERENCE LEADING PROCEDURE

Conferences are typically used for solving pr ms rough
democratic group discussion. They may be used to idagt at the
group perceives as a concern, question, or situation t hey want
to raise for discussion, exploration, or soluti

are used simply to gather facts, informatigh, s
attitudes on which decisions can be based.

Solletimes they
stions, and

oup of people with

as concerning the
o prepares for the
the conference members

Group membership is composed of a sm
similar backgrounds to permit exchan
problem. There is an acknowledged
conference in advance and who also
for work on the problen.

Members of the group contribyte Che discussion by presenting
facts, relating personal ex nces, or giving opinions bearing
on the problem. Facts andf 1dea bmitted are evaluated by the
group as to their signific@nce §in helping solve the problem.

ip chart paper the original problem and
ons for solution. While the leader is
e progress of the meeting but without
The discussion ends with conclusions or

The leader records o
group selected contrA
responsible for g

being a-dominate 4fi
a plan of action

Identify T nfefence Topic
The f£fi s in preparing for a conference is to choose a

confegencefhtopic. Sources where potential conference topics may
be in®lude: internal directive from administration, requests
fro tside source, or from group instigated activities. To

dered as a conference topic, the following conditions

o Of interest to each member of the grdup
0 Within the experience of the group

o Can be solved by the conference method
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o Has only one clearly specified objective

Difficulty in wording the problem-solving topic is often
experienced after a problem suitable for group discussion has been
identified. An effort must be made to word the conference ic
in such as way that it will pin-point a single issue, and will

the conference members a clear idea of the problem t
expected to solve. The topic selected for a proble g
conference must meet the following criteria:

o Must pinpoint a single issue
o Cannot be answered by a simple "yes" or "nV

o Specific and limited so that it can d in one
session
0 Will usually start with the wo or "how"

o Examples of conference topic

- What are the advantag d sadvantages of ?
- How can the conditi e d by be corrected?
- How can the time allo or training be best utilized?

Prepare A Conference Ann@e
If a conference is to be a ting where the members are to solve

their mutual problepf By exchanging ideas and experiences, then it
seems logical to Q em give thought to and prepare for the

conference in a n 5 the meeting. This can be done by sending
to the members¢n ndfincement suggesting the type of preparation
they should n vance of the conference.

The confer ouncement should contain the following:
@ the announcement
o heading "Ccnference Announcement"

&

he word "TO:"
List the persons invited to the conference

:E - Individually or by group, such as rank or title

o The word "FROM":

- Name of conference leader (or if someone else, who the
announcement came from) : ‘
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Body of the announcement
- Date, time, and location of the conference
- A statement of why the conference is being calle

- An explanation of the problem and give the titl§ o
the conference

- Ask members to come prepared to discuss e pr en

= Convey a feeling of importance to theg pa ¥oants

O
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SAMPLE CONFERENCE ANNOUNCEMERT

October 29, 1590

CONFERENCE ANNOUNCEMENT
TO: All members of the Department Training and W
Committee
FROM: William J. Vandevort, Training Office

Your attendance 1s requested at the Cz
Asilomar at 1600 hours on October 31,

Fire Academy at

hed Ey several of the
Jard” to a problem they are
“tain types of fire department

The Training Division has been
departments® company officers in
experiencing with the delivery off CE
training.

The officers have stated em to be "an obvious lack of
interest by several of thd fird) fighters while performing routine
drills during training sesSjong¥. Furthermore, they are concerned

problem 1is essential in order to
of all personnel.

that the correction
maintain operating

th

The conference opdi "How To Increase Interest 1In

Repetitive Drilig®

o this conference to solicit your input and
P solve this dilemma in our training program.
ime formulating 1deas for the solution to thls

I have invi#ed/vo
assistance, t

Please

clusion of the conference you will receive a copy of the
r your own information and use.

n ely,

William J. Vandevort, Training Officer
Conference Leader
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Prepare The Conference Plan

A conference plan is a self-prepared working guide to keep the
leader on top of their subject throughout the conference. Itgis
a reference, to be consulted as often as necessary, and is
result of considerable pre-=planning for the conference.

The conference plan should contain the following:

© The heading "Conference Plan®

o The words "Conference Topic:" (include the Vf the
conference here)

o The word "Introduction®

= Provide an explanation of the aking necessary
information available to th ‘@rence members so that
they get a clear picture o blem
- The objectives of the rengce should also be stated
here
© The word "Definitionsg{

- Provide definiffions any words that could have more
than one meani or fthat may be unfamiliar to the
conference memb

© The words " ted Chart Headings"
= Provifle so chart headings that will be suitable for

use hegconference
- cases these headings will be acceptable to the

cdfiferees, thereby avoiding the unnecessary wasting of
i while chart headings are discussed and selected

é words "Leading Questions"”

Prepared questions are listed here for the purpose of
stimulating discussion during the conference
- They may be used anytime during the conference as the

need arises



0 The words "Cases And Illustrations®
- Provide some "examples® or "illustrations" to assist in
introducing and explaining the problem or to use if the
conference discussion begins to lag
© The word "Summarize®
-~ Summarize the conference and review the reco ndaQions

made by the group that will be entered on the c@pference
report

58



SAMPLE CONFERENCE PLAN
CONFERENCE PLAN

CONFERENCE TOPIC: How To Increase Attendance of the Ar Tradning
Officers

INTRODUCTION: V

A. Introduce Problem
1. As a Training Officer you vEy t responsibility
imister

to organize, manage, and training to the
fire service personnel our®department and the

county level.
g he county level we must

f&n and complete the various

2. To direct this trai
meet in order t
training programs.

3. Attendance t eetings in the last six (6)
months ha av@raged two-three (2=3) training
officers peRm h. There are nine (9) training
office in t area.

responsibilities cannot be carried by
two-three (2-3) training officers who

Location - Local OES Office

_ 2@ Results of Low Attendance

1. No training programs developed.
2. Apathy fosters on county and department levels
3. County Fire Chief's &Assoc. gquestions T.0.'s

credibility and county function
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SUGGESTED CHART HEADINGS:

Reasons for low attendance
Methods to improve attendance

LEADING QUESTIONS:

Why do you think there is low attendance?

Do you think this organization is functional? V

What are some methods to improve attendance?

What can be done to overcome this probl

N\

articipation our annual
id not occur. It takes

CASES AND ILLUSTRATIONS:

Due to 1ow‘atténdance and lac
Multi-agency control burn worHs
full participation for succef

SUMMARIZE:

Summarize the conference d review the recommendations made
by the group that wil ntered on the conference report
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Conducting A Conference

The success of a conference depends a great deal on how well the
leader comes across to the group members. The leader should el
out the group <carefully, analyzing their attitudes

personalities. Since no two groups of people are the s
follows logically that the same methods that have been sd@gc 1
with one group might fail with another. It is important the

leader determine the appropriate approach and put the g p aB ease
in order to get the best results from the conference.
Suggestions For Conducting A Conference EV

o Introduce yourself to the group.

= Indicate your name and positio the top of the chart
paper.

o Place the topic'or problem o of the chart paper.

o Define any word in the t may confuse or leave
doubt in the conference mind.

o The introduction to t l1em may take 30 seconds or five
minutes, dependin problem. At this time you are
preparing the mi conference members so they will
be better prepare ontribute in the discussion.

o Explain the s under which you will run the conference

- Youm o tell them that you are not an authority
t, only the leader of the conference.
BAC members to speak up when a thought or idea
493' mind. However, as them not to interrupt if
a -ther member is speaking.

1nd the members to listen to ideas presented by other
members (evaluate the idea before condemning it).

ark your suggested headings on the chart

= The chart headings will usually be accepted by the
conference members, but if they want them changed, go
ahead and replace yours with the new suggested heading.

= You may also find that the chart headings will have to
be changed once the conference has begun. The decision
to change the chart headings should come from the group
members.
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© Begin the discussion with the use ¢f illustrations or
guestions.

- If the members feel any of the suggestions placed on the
chart should be removed, draw a line through the o
they do not want listed

- Keep the discussion on the topic

- 1If the discussion slows down, use illustrati@ms a
and questions to stimulate thinking.

- Do not list your ideas on the chart, butlj u feel
your information needs to be placed thé& chart, try’
to get one of the members to brin You can do
this through the use of direct

= As a conference leader you sh
discussions. :

ecome part of the

the conference when the
tained.

It is up to the leader t
desired information hag

o A summary of the discuss hould be made by the leader

and placed on a char

- Conference me rs want to make recommendations and
if they do, 1li thése on the chart also

- Inform th ers that a report on the conference will
be sent :

Write A Confezxen Rgfort

The confere rt serves to record, summarize, and review the

proceedi o%f, the conference. It is a reminder of the meeting and

the pl o ction decided upon. The report gives each member a

perm record which can be used for reference purposes.

rgaring the report the leader has an opportunity to review and
zegthe problems discussed, and to spot weak, incomplete, and
in points and conclusions. Many times these matters can be
rsidered to advantage at later conferences.

THle report should follow closely the exact language used or the

exact phrasing written during the conference. Minor changes to
clarify points are allowable. :
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S

Short sentences and short paragraphs sections should be used in
writing the report. Conciseness in expression is very desirable.
Avoid involved or wordy reporting.
The conference report should contain the following:

o Date of Report

o The heading: "Conference Report®

o The heading: "Conference Members" y

= List the persons who participated in e rence
© The heading: "Conference Leader"

- List the name of the conference\
o The heading: "Conference Topic ule the title of the

conference here)

o Body of the report

- Date, time, and locatio the conference
= Purpose of the confefenc

- Definitions

- Facts accumulat (based on chart work)

- Conclusions and endations

ions reached as the result of the
h may include recommendations to be
of action to be followed)
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EAMPLE CONFERENCE REPORT

October 29, 1990

CONFERENCE REPORT

CONFERENCE MEMBERS: LaFever, MacDonald, Maffie, @icGre and
Myer
{ ]
CONFERENCE LEADER: Ronald L. Martin
CONFERENCE TOPIC: How to Increase Atténdarkte Of The Area
Training Officers \
The conference was held on October 1 at 0900 hours on

Thursday, October 12, 1989. The pu e the conference was to
determine methods by which attend d be increased at the
area Training officers' meeting.

The arez of concern in this cas as @ecreasing attendance of local

department Training Offic he monthly meeting. The
participation of all the <ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>