Managing Groups Study Guide

by

Michael Grinder & Mary Yenik

Introduction

Thank you for investing in your understanding of group management. You will be asking yourself for time and energy for your learning. Since learning is often a social activity, you may find it helpful to form a study group.

You will be asked to examine your past understanding of groups, to diligently read sections of the book, to patiently reflect on your experiences, and to work at incorporating your new insights and skill.

Let me explain the design of the book and Study Guide so that you can individualize how you use them. 

Book:

There are two versions of Managing Groups. Managing Groups: The Inside Track (500 pages) is the favorite for people familiar with my work, and Managing Groups: The Fast Track (250 pages) is the choice for new people who want to become familiar with my discoveries. Either version of Managing Groups can be read from front to back or used as a reference book. 

Managing Groups is about perception.  It shows exactly what to look for to accurately “read” a group and understand the subtle forces that are influencing how the group operates. When it comes to group dynamics, even a seasoned professional can be oblivious to what is really going on, so the book is recommended for anyone who is in a leadership role within a group. The same principles apply to business, community, and even family groups. 

Groups fit into four categories. To help readers recognize what kind of group they are dealing with, the book devotes two chapters to each. (page 5) 

Unformed Groups (Chapters 1 & 2)

Formed and Functioning Groups (Chapters 3 & 4)

Dysfunctional Groups (Chapters 5 & 6)

Healthy Groups (Chapters 7 & 8)

The Introduction provides you with a basic understanding of the four kinds of groups. You can use the first six chapters in a diagnostic manner.  Then, if you like, you can think of a current or a past group and go directly to the pertinent chapter.  

The last two chapters can be read at any time. 

Chapter Seven:

· Inspires us to move from being a facilitator and manager to a true leader. We do this by developing the traits of a healthy leader; our commitment to avoid burnout by taking care of ourselves is especially important. 

· Describes the four traits that distinguish a healthy group from a functional group and encourages us to monitor and reinforce these traits to make sure the group will remain healthy. 

Chapter Eight:

· Explains the best ways to negotiate with the higher-ups while dealing with political realities of the system.  Political savvy is a learnable skill, and it is an essential quality for leaders who want to increase their group’s success. 

The Study Guide

Each chapter opens with an Overview and Focus, followed by three active learning sections: Pre-Learning, Learning, and Implementation of Learning.  The chapter’s major themes are repeated in each section. 

The Pre-Learning Activities section invites you to unearth your beliefs. It checks your understanding of the chapter’s essential concepts. You might be tempted to skip this section–resist the temptation. By becoming aware of your current views, you will have a “before” picture of your understanding that you can compare with your “after” understanding at the end of studying the chapter. 

The Learning Activities section opens with your reading and studying of the essential concepts.  This knowledge is needed for the higher level tasks that follow. 

The Implementation of Learning is the culmination of each chapter’s learning. Take your time increasing your perception of groups and practicing the strategies.  

Of course, you will know best how to proceed so that you accommodate your style and interest. 

Page numbers in brackets refer to the two versions of the book. The first number refers to the shorter book (Fast Track), and the second number refers to the longer book (Inside Track).

Let us assure you the benefits for your professional and personal life are more than worth the effort and self-discipline. 

Our compliments on your ambition and willingness to invest in your future, 

Michael & Gail Grinder and Mary Yenik
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The Elusive Obvious—The Science of Non-verbal Communication

Managing Groups is often studied in conjunction with its “cousin” book, The Elusive Obvious--The Science of Non-verbal Communication. The Elusive Obvious delineates the 21 patterns that are used worldwide by top communicators; because non-verbal patterns comprise over 80% of our communication, this is a book well worth visiting and revisiting.  Readers who work internationally will find that the patterns are cross-culturally accurate. In short, we use Managing Groups to know how to observe. We use The Elusive Obvious to know how to respond to what we observe. 

Chapter One: Unformed Groups <15-27, 33-56>

This is the first of two chapters on unformed groups.

Overview 

Our role as the person-in-charge depends on whether we are dealing with an unformed gathering of individuals or a cohesive (formed) group. This chapter provides the six indicators that separate the two kinds of group. By learning and paying attention to these objective indicators, we will know which role to play as the group's leader.   

Focus 

There are six indicators that distinguish a formed group from an unformed group. 

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 
Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A. 
Indicators of Formation

“I never thought about whether there are any differences between an unformed group and a formed group.”
or,

“There isn’t any difference between an unformed and a formed group.”

or,

“I have a sense that there are differences between an unformed and formed group, but I don’t know what those differences are.” 

or

“I know the differences between an unformed and formed group and I know how to work appropriately with each group.”

B.
Three Questions 

“It has never occurred to me that there might be generic questions that I could use to understand groups.”
or,

“Every group is unique, so there are no generic questions which dominate group dynamics.”

           or


“I sense there are some common questions that can be used to understand group dynamics but I don’t know what they are.”

or,

“I know the common questions that dominate group dynamics and I take these questions into consideration when working with groups.” 

Learning Activities

A. Read and study the Six Indicators. As you read about each indicator, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with. How would you evaluate your own group in terms of the indicator? The indicators are summarized <28, 56> here, followed with the page references for more detailed reading.

1. Looking--Where is the group looking? <16, 36>  


What is an example of this indicator?  

2. Speed into--How quickly do the individuals make the transition from the person-in-charge into a group activity? <17, 38>


What is an example of this indicator?

3. Speed back--How quickly do the individuals make the transition from a group activity back to being attentive to the person-in-charge? <19, 41>


What is an example of this indicator?

4. Known--How well do the members know one another? <22, 45>


What is an example of this indicator?

5.Safety--Who is providing the safety? <23, 49>


What is an example of this indicator?

6. Unisance--How is the unisance of response? <25, 52>


What is an example of this indicator?

B. The book suggests that the two most telling indicators of group formation are numbers 1 and 6.  That is, where are they looking, and how in sync are the group members (unisance of response). Which indicators would you select as the most useful for you? 

C. Think of two specific groups with which you are familiar:  1) a specific group that is just forming--or one that is already formed but you can remember its earliest stages, and 2) a formed group. Use the Six Indicators to distinguish between the two groups.

Advanced Learning Considerations

A. There are three questions that dominate group dynamics < 27, 55>.   

Where is the group looking? <16, 36>

Is there a unisance of response? <25, 52>  

How is the group breathing? < Inside Track 218>  

Discuss how you would use these three questions to analyze a current group you belong to.

B. Think of two groups you've experienced whose person-in-charge used different styles—one style being more like an airline pilot, fully in charge, and the other style being more like a flight attendant, accommodating and service-oriented.  

How did the groups operate differently? 

C. Lastly, share a memory of a formed group that still had a pilot as the person-in-charge. Compare the effectiveness of that group with that of a formed group run by a flight attendant. How did the groups operate differently? Particularly focus on how the flight attendant style often fosters a functioning, formed group to own and monitor the group norms.

Implementation of Learning 

A. Attend a group that is new to you. Using the six indicators, ask yourself, "How unformed or formed is the group?"

B. Were the indicators that you thought would be most useful, the most useful?

C. Which indicators have you added to your repertoire of perception? Which indicators will you add next? Describe your plan for incorporating them into your daily habits.

D. Apply the three questions that dominate group dynamics. Attend a current group you belong to and analyze the group based on these three questions.     

E. In the future, notice how the more indicators that point to the group being either unformed or formed, the stronger the evidence is. 
F. Journal about the two to three concepts regarding group formation that you practiced and found particularly helpful. 

Chapter Two: Transition to a Formed Group <29-44, 57-98>

This is the second of two chapters on unformed groups.
Overview 

It is easier to manage a formed group than an unformed group. With an unformed group we are like a pilot in that our level of responsibility is very high; we expend more energy. With a formed group, in contrast, we are more like flight attendants. The members are more likely to govern themselves, and they literally own and monitor the norms. The faster we form a group the sooner the benefits are enjoyed <42, 95>.

Focus 

The four EASY techniques to accelerate an unformed group to become a formed group 

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A. 
Accelerating Formation

“Gee, I haven’t given any consideration to whether groups are formed.”
or,

“A group is a collection of individuals–there is no need for forming them.”

or, 

“A gathering of people will either become a formed group or remain unformed--there isn’t much a person can do.” 

or,

“A person can help a group become formed but it takes time. There isn’t any quick magic that you can use.” 

or

“I imagine there are ways to accelerate the formation of a group but I don’t know what they are.” 

or,

“I know techniques to accelerate group formation and consistently use them.”
B. 
Changing Role of the Person-in-charge 

“The role of the person-in-charge is the same apart from whether the group is formed or not.” 
           or,


“Of course a formed group is different than an unformed group. While I can’t articulate the differences this has on the person-in-charge’s role, I do sense there is a difference.”  

or,

“I know how to operate when I am in charge of a formed group compared with how I operate when I am in charge of an unformed group.” 

Learning Activities

A. Read and study the four techniques. As you read about each technique, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the technique has been used or could be. The four techniques are summarized on pages <43-44, 97-98>; they are presented here with the page references for more detailed reading. 

Echo--Have the group say or do something in unisance. <35, 70>


What is an example of this technique?

Acknowledge--Acknowledge any differences in the group so all will know they have a legitimate place in the group. <36, 74>


What is an example of this technique?

Silence--An extended pause creates a silence. When the person-in-charge is able to remain comfortable during the silence, the group becomes formed more quickly. <40, 89>


What is an example of this technique?

Your hands--When acknowledging differences in the group, use your hands to symbolize the differences.  Then clap the hands together--and hold them together--to combine the subgroups into one large group. <42, 93>  


What is an example of this technique?

B. To further our understanding of groups, Chapter Two introduces the analogy of “dogs and cats” <29, 58>. There are three cautions <43, 96> given to temper over-generalizations: 

Behavioral template: we each have both a dog persona and cat persona. 

Relative: we are more dog or cat compared to someone else. 

Situational: it depends on the situation as to whether more of our dog or cat comes out.  

C. Share at least two situations where you are more dog than cat and at least two situations where you are more cat than dog. 

D. Reflect on a group that is quite cat-like and another group that is quite dog-like. Discuss the differences. Which one do you personally like? Discuss this statement, “A dog group is easier to manage, yet a cat group has more potential.”  

E. Compete the following statement twice. The first time, think of the circumstances where you are “more dog” and the second time think of  where you are “more cat.” 

“In the context of ______________, 

compared to ___________________(think of an individual or group), I am more _________ (dog or cat).” 

Advanced Learning Considerations

A. Share an example of a person (it is OK if it is you) who is more cat in one group context and more dog in another group context. Discuss if there is a correlation between people's level of responsibility and their degree of catness.  Have you observed that the higher the person’s level of responsibility the more likely it is that the person operates from their cat?
B. Make sure you can generalize that groups are like individuals--they change based on circumstances. What are some examples? 

Implementation of Learning 

A. Notice when you and others use the EASY techniques and when you don’t. Give two examples of when the techniques were used and when they weren’t. 

B. Intentionally increase or decrease either your dog persona or your cat persona in a specific context and notice how people respond to you. What was the context? How did people respond to you? 

Chapter Three: Functional Groups <45-58, 99-142>

This is the first of two chapters on formed and functioning groups.
Overview 

As a group becomes formed, individuals occupy certain roles. The person-in-charge’s ability to recognize and appropriately respond to the people in these roles is critical for the successful management of the group.

Focus 

Three key member roles emerge as a group becomes formed: Outliers (leaders), Barometers, and Fostered Leaders. 

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Three sets of statements follow. In each set, which statement(s) might represent your thinking?

A. 
Roles
“I never have taken the time to think about the roles that people play in a group.”
or, 

“In a formed group everyone has an equal role.” 


or, 

“In a formed group I image that there are roles that people take but the roles are different based on the group.”
or

“I guess there are generic roles that members occupy in a formed group but I can’t articulate them.” 

or

I know the roles that people occupy in a group and I know to support and utilize them.” 

B. 
Reputation
“I certainly know that a person’s reputation is shaped by how she manages but I am unclear as to what factors influence her reputation.”
or, 

“The person-in-charge’s reputation is based on how she manages each and every person.” 

or

“I imagine that the person-in-charge’s reputation is more based on how she treats certain members, but I am unclear as to who those members are.” 

or,

“I know that the individuals a person-in-charge manages will influence her reputation. And I can use this knowledge wisely.” 

C.
Reading a group

“’Reading a group’ has always seemed like a vague concept.” 

or,

“The person-in-charge reads a group by reading the individuals that make up the group.” 

          or

“I realize that the person-in-charge reads a group by noticing how certain individuals are doing, but I can’t articulate which individuals they are. And I am unclear on how to respond to what I would read.”


or

“I know how to identify the individuals who play the three important roles in a group, and I how to utilize them.”

Learning Activities

A. Read and study the three roles that emerge as a group becomes formed. As you read about each role, make it as practical as possible by thinking of a specific example of the role. The three roles are summarized on pages <57-58, 138-141>; they are presented here with the page reference for more detailed reading. 

Outliers--Outliers are people who are noticed by the group because they are outside the group’s norms. <46, 101>


Describe someone who fulfilled this role in a specific group. 

Barometers--Barometers are members of subgroups whose reactions are easy for the person-in-charge to read. <51, 128>


Describe someone who fulfilled this role in a specific group. 

Fostered Leaders--When a group is missing values and traits that the person-in-charge wants, she promotes what is missing by increasing the status of members who have the missing values and traits. <53, 132> 


Describe someone who fulfilled this role in a specific group. 

B. Share your understanding of the following statement.  “As the group evolves, the criteria change as to who the outliers are.” Give examples for each of the following groups:

1. An unformed group being attentive to appearances

2. A group becoming formed and responding to behaviors and styles

3. A very formed group that notices mental qualities 

C. Respond to this statement, “A manager’s reputation is based on how she handles the outliers.”

D. When have you been an outlier? What was the stage of the group formation? 

E. Explain how a person-in-charge can be reactive to the barometers in order to be proactive with the rest of the members. 

F. Give an example of a time when a value was missing in a group and you fostered a member, someone who had this value, into a leadership role. 

Advanced Learning Considerations

A. While it is politically correct to say that every individual is unique, only a formed and functioning group can allow that uniqueness to emerge. Share your understanding as to how a formed group influences stereotyping.  That is, discuss how the faster a group is formed, the more the stereotyping will be based on internal qualities instead of external qualities.  

B. Think of a particular formed group that has two or three subgroups. What did the members have in common? Was it shared interests, or values, or outcomes? Explain how you perceive the leaders and barometers of at least one subgroup. 

C. Discuss these statements, “When a group is functional, the person-in-charge and the group agree as to who are the positive and negative leaders. When the group is dysfunctional, the person-in-charge and group often disagree.”

D. Think of a group you are in charge of (or pretend you are in charge of). What are 3-4 values you want the group to have? What values do they have? Is there any value missing? If so, which individual(s) might exhibit aspects of the missing value and how would you promote the individual(s) into a leadership role?

E. React to this statement, “Teenagers, with their underdeveloped frontal lobes, are often dysfunctional both individually and as a group.” 

Implementation of Learning 

A. Identify two groups that are at different stages of development. Explain how each group uses different criteria to identify who the outliers are. Be specific in verifying the stage that each group is in, and explain how you know that certain individuals are seen as outliers in that group.

B. For the next month, be mindful of any management done in a group. Try to notice how the group responds when an outlier is being managed compared to when non-outliers are being managed. 

C. Tell about two examples where you as the person-in-charge were “reactive to the barometer in order to be proactive to the subgroup." Be specific as to what subgroup each barometer belonged to (i.e., what did the members of the subgroup have in common?), what you noticed about this member that made him a barometer (i.e., actual behaviors), and evidence that your intervention prevented the rest of the (sub)group from reacting like the barometer was starting to react. 
D. List the values that are part of a certain formed group’s culture, one in which you are the person-in-charge. Mention one value you are attempting to add to the group. Describe how you have identified a member that exhibits the missing value and explain how you are fostering this individual into leadership. Give specific evidence that the group is starting to emulate this value in order to have gain attention from you or the group. 

Chapter Four: Identifying Functional Cultures <59-78, 134-204>  

This is the second of two chapters on formed and functioning groups.
Overview 

Groups are like countries; we need to know which country we are in so we can select the appropriate language to speak and know which behaviors are appropriate <7, 12>. This chapter explains how to observe. There are six methods for identifying the culture of a formed and functional group:  <Fast Track lists only numbers 2, 3, and 6> 

Focus 

Three to six methods for identifying a formed and functioning group’s culture 
Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A.
How to Observe

“People are born with various levels of perception. ‘Observing’ can’t be taught.” 

or,

“I can observe OK, but I would be even better if I had guidelines on what to watch for.”

or,

“I have a sense of the ‘triangle of group dynamics,’ but I still need training in how to record the interaction between the corners.”

or,

“I am trained in observing breathing, I notice fractals, and I do not attempt to draw conclusions until after I understand the culture I am watching.”

B.
Methods for Identifying a Culture

“Although I know that a formed group has a “culture,” it is a mystery to me how one would consciously know what that culture is.” 

or,

“I am familiar with the term ‘liaison’ but don’t know how it pertains to group culture or management.”

or,

“I know several specific methods for identifying a culture and I have used them.”

Learning Activities

A. Read about and study at least three methods for identifying a group’s culture. As you read about each method, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the method has been used or could be used. If you would need to modify the method, indicate how you would modify it. Inside Track has all six methods summarized on <200-203>; Fast Track offers three methods summarized on pages <77-78>. The methods are presented here with the page references for more detailed reading. 

1. Surveying--Survey the membership to find out who they look up to, apart from people’s position. <Inside Track 152>


When and how might you use this method?

2. Observing--Observe at gatherings. Notice which members evoke calm silence from other members. These are the leaders. Leaders reflect the group’s culture. <64, 161>  


When and how might you use this method?

3. Listening--Listen to a group’s collective voice patterns. If most of the voices are flat, then it’s a sign that the group values credibility. If most of the voices are rolling, then it’s a sign that the group values approachability. <67, 167>


When and how might you use this method?

4. Speed of Interventions--Notice if the speed of the person-in-charge when managing an inappropriate group member is quick (indicating credibility, productivity, and efficiency) or slow (indicating approachability, morale and relationships). The speed of his intervention reflects his values. When an individual is inappropriate, the group's tolerance--or lack of it--reflects the group’s values. < Inside Track 172>.

When and how might you use this method?

5. Meetings-- Observe during meetings to get insights into the group’s values. In particular, notice how this group handles punctuality, length of meetings, and the decision-making process. < Inside Track 182> 


When and how might you use this method?

6. Going to the Walls--Direct your group to vote on how the members see one other in terms of credibility vs. approachability. This method provides many insights and is worth reading and rereading. <68, 190>


When and how might you use this method?

B. Using the concept of fractal, explain how you know a feature of a particular culture based upon a behavior that was a fractal.

C. Apply the concepts of the approachable and credible voice patterns to yourself. Compared to your colleagues at work, do you exhibit more of an approachable voice pattern or a credible voice pattern?

D. When might it be appropriate to change your current voice pattern?  

Advanced Learning Considerations

A. Identify two cultures (they can be countries, industries, companies, or families), one that is quite credible and the other quite approachable. Apply the concept that we have to understand a culture’s baseline behaviors before we can identify which members of that culture are approachable and which members are credible. Explain how the behavior of a credible member who is part of a quite approachable culture might be seen as highly approachable if the same behavior were done in a credible culture. 

B. Share how you are more credible in one group than you are in another group. Describe the factors that influence how you are perceived differently according to which group you are in at the time.

C. Think of three groups (OK to use your family). In terms of liaisons, have one group with no liaisons, one group with plenty of liaisons, and one group with an average number of liaisons. Share how the presence and absence of liaisons affects the group’s culture and operation. 

Implementation of Learning 

A. Observe a formed group in action. Explain how you used the “Triangle of Group Dynamics” and the concept of breathing, and tell how you assigned weight to your observation. 

B. Actually apply one of the six methods to a formed group. Explain why you selected the method you did. Share what you learned.
C. In which group are you a liaison or close to being a liaison? What behaviors make you a liaison? 

D. Share your reaction to this statement, “Liaisons are often under-appreciated, and in comparison with credible people, they are less likely to be promoted.” 
Chapter Five: Occasionally Dysfunctional Groups <79-101, 205-262> 

This is the first of two chapters on dysfunctional groups. 
Overview 

This chapter delineates the factors that influence a functional group to become occasionally dysfunctional.

Focus 

Seven factors that influence temporary dysfunction

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A. 
Influencers of Temporary Dysfunctionality

“Sometimes a functional group becomes dysfunctional for no apparent reason.”
or,

I am vaguely aware that there are factors that influence whether a functional group becomes dysfunctional, but I don’t know what those factors are.” 

or, 

“I know some factors that push a functional group towards being dysfunctional but I could profit from knowing how to actually observe and identify these factors.”
or,

“I can recognize the seven factors that influence a group towards dysfunctionality.”
B. 
Managing 

 “Even if I knew how to recognize the factors that influence a functional group to become dysfunctional, I couldn’t do anything to about them.”
or,

“Although it is clear to me that a dysfunctional group is imbalanced, I could use assistance on what to do about it. 

or, 

“I can recognize when a group is imbalanced. I can use the concept of liaison, I can increase the group’s acceptance of diversity, and I can take care of myself in order to assist the group.”
Learning Activities

A. Read and study the seven factors. As you read about each factor, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the factor was present. The seven factors are summarized on pages <99-101, 258-262>; they are presented here with the page reference for more detailed reading. 

1. Norms and Surprises--When the group’s norms are not met and the group is surprised. <82, 211>.


What is an example of this factor?

2. Stages of Irritability--When the group is shocked and/or confused by individuals. <85, 215> 


What is an example of this factor?

3. Seasonal Dysfunction--When the season changes and the degree to which members identify with each other shrinks. <88, 237>


What is an example of this factor?

4. Gender Misinterpretation--When one subgroup’s (gender) style of communication is misunderstood by another subgroup. <93, 251>


What is an example of this factor?

5. Compliments--When compliments, which can be personal or positional, are not matched with what motivates the person. <94, 254>


What is an example of this factor?

6. Directional Communication--When how we communicate in one direction (to those above us, to those below us, or towards our peers) is different from how we communicate in another direction, and that difference is misunderstood. <95, 256>


What is an example of this factor?

7. Favoritism--When we innately like certain members and it is interpreted as “favoritism.” <98, 259>


What is an example of this factor?

B. Reflect on two functional groups that have become temporarily or occasionally dysfunctional. What were the factor(s) that influenced the group to become dysfunctional? 

C. Think of two functional groups that you belong to (or once did); which of the seven factors might have affected each of the groups? If you were in charge of the group, which insights from Managing Groups would you find helpful? And, how might the group have changed? 
D. Think of two functional groups: one group that frequently becomes dysfunctional and one that rarely becomes dysfunctional. Apply the axiom, “A cat culture with some dog traits and a dog culture with some cat traits are each less likely to be occasionally dysfunctional.” Is the group that is frequently dysfunctional too cat or too dog? If so, how would you balance that group’s culture? Is the group that rarely experiences dysfunction more balanced? Share your reflections.  

E. Discuss the differences between “managing a functional group” and “disciplining a dysfunctional group.”

Advanced Learning Considerations

A. Share two experiences of a functional group that was temporarily or occasionally dysfunctional: one group where you were the person-in-charge and one group where you were a member but not the person-in-charge. What are the differences in how you experienced the dysfunction when you were the person-in-charge and how you experienced the dysfunction when you were a member?

B. When you are the person-in-charge, which of the seven factors do you tend to monitor and which factors do you need to be more aware of?

C. Share your reaction to the following statement. “Sometimes our function as the person-in-charge is to reassure the group that the difficulties they are experiencing are temporary.”   

D. Think of two functional groups that currently exist; which, if any, of the seven factors might affect the two groups? Share your thinking on why you selected these factors.

Implementation of Learning 

A. Think of a functional group that you are in charge of. In the next few months what are two possible factors that could affect the group? What is your plan of action?

B. Think of a functional group you belong to but are not the person-in-charge. In the next few months what are two possible factors that could affect the group? If the factors do affect the group, describe how the group might be affected. 

C. How will you increase your awareness of the factors that are new to your awareness?

D. Think of a functional group that frequently experiences dysfunction. Is the group’s culture too cat or too dog? If yes, how will you balance out the culture? <80, 210
E. Give two actual examples that support the following statement. “People want to work for someone who buffers pressure, holds peers accountable, and supports their handling of inappropriate subordinates.” < 98, 259>
Chapter Six: Chronically Dysfunctional Groups <135-191, 263-320> 

This is the second of two chapters on dysfunctional groups. 
Overview 

This chapter delineates the factors that influence a group to be chronically dysfunctional. Of course, if any of the factors that cause temporary dysfunction (Chapter Five) persist over time, the group will likely become chronically dysfunctional. 

Focus 

The nine factors that influence a group to be chronically dysfunctional

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A. 
Factors that Influence Chronic Dysfunctionality

“There is no difference between the factors that influence temporary dysfunction and the factors that influence chronic dysfunction. A group becomes chronically dysfunctional after the group has been temporarily dysfunctional.”
or

“I imagine that the factors that influence chronic dysfunction might be different from the factors that influence temporary dysfunction.”
or

“Certain factors influence a group to be become chronically dysfunctional. I want to learn what those factors are.”
or,

I know and can recognize several factors that influence a group to become chronically dysfunctional.”
B. 
Managing Chronically Dysfunctional Groups
“I am lost on how to manage a chronically dysfunctional group.”
or,

“I have a vague sense that there is a difference between the realistic goals and effective management style of a person-in-charge of a temporarily dysfunctional group and the goals and style of someone who manages a chronically dysfunctional group. I want to know more about those differences.”
or,

“I have managed both temporary and chronic dysfunctional groups. I know the factors that cause both, I have realistic goals for each group, and I know how to manage each type of group.” 

Learning Activities

A. Read and study the nine variables that tend to push a group to become chronically dysfunctional. As you read about each variable, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the variable was present. The nine variables are summarized on pages <131-134, 317-320>; they are presented here with the page references for more detailed reading: 

1. Meetings--The meetings are dysfunctional. Dysfunctional meetings have two traits: the participants are in high stress and the group doesn’t follow the person-in-charge. He often lacks the power needed to control the cats. <117, 282>


What is an example of this variable?

2. Annoyed Stage--The group is at the annoyed stage of irritation with an inappropriate individual and the individual isn’t disciplined or the group can’t ignore the individual. <118, 286>


What is an example of this variable?

3. Bully--One or more members is a chronic bully and the members are silently annoyed. <120, 295>


What is an example of this variable?

4. Adolescents and Fairness--The group as a whole is acting like adolescents. The members award status to individuals who question functional authority. <121, 297>


What is an example of this variable?

5. Rumors--An inappropriate individual, who is being privately managed, is spreading rumors about the person-in-charge. The group, not being aware that the management is occurring, believes the rumors. <121, 300>


What is an example of this variable?

6. Pushing a Group--The person-in-charge pushes the group with increased expectations (e.g., deadlines, levels of productivity) and the group doesn’t provide its own safety. <123, 303>


What is an example of this variable?

7. Victim--Individuals, or the group as a whole, act like they are victimized. Six signs indicate that they are operating as victims. <126, 306>
    What is an example of this variable?

8. Accommodate…Explode--The person-in-charge is too “dog” (accommodating) for the group. He is not demanding enough. He accommodates again and again, then eventually explodes. The group is confused (if not annoyed) by the apparently trivial nature of the incident that triggered the explosion. <128, 309>

What is an example of this variable?

9. Asocial Individual--One or more members are chronically asocial and either the group can’t ignore the individual(s), or the person-in-charge doesn’t intervene and stop the group from interacting with the individual (s).  <130, 315> 

What is an example of this variable?

B. Reflect on two chronically dysfunctional groups. What were the variables/ factor(s) that influenced each group to become chronically dysfunctional? 

C. Think of a dysfunctional group that you don’t belong to now. If you were in charge of the group, which insights from Managing Groups would you find helpful? 
D. Reflect on two groups: one functional and one dysfunctional. Using the concept of “Rules of Engagement,” discuss the differences between managing/disciplining a temporarily dysfunctional group and managing/ disciplining a chronically dysfunctional group. Include the concepts of 


Split vs. Cohesive <108, 272>


Pilot and Energy <108, 273>


Decontaminating our Home <111, 276>


Expectation of Success <111, 276>


Performance Criteria <114, 279>

Advanced Learning Considerations

A. Share an example of yourself or someone else who was in charge of a chronically dysfunctional group and did take care of himself; also give an example of someone who did not take care of himself. The references in D. above may be useful.

B. When you are the person-in-charge, which of the nine factors do you tend to monitor and which factors do you need to be more aware of?

C. Think of two functional groups that currently exist; which, if any, of the nine factors might affect the two groups? Share your thinking on why you selected these factors.

Implementation of Learning 

A. Using the Managing Groups concepts, how are you taking care of yourself? The references in D. above may be useful.

B. Think of a functional group that you are in charge of. In the next few months what are two possible factors that could affect the group? What is your plan of action?

C. How will you increase your awareness of the factors that are new to your awareness?

D. Think of a dysfunctional group. In the next few months what are two possible strategies that could be implemented to improve the group’s functionality? 

Chapter Seven: Healthy Leaders, Healthy Groups <135-191, 321-398> 

This is the first of two chapters on healthy groups. 
Overview 

This and the next chapters are the culmination of the book in that they deal with a healthy leader and a healthy group. Neither is permanently healthy; our goal is to increase the moments when the group and we are healthy. The traits of a healthy leader and a group are presented. 
Focus 

Traits of a healthy leader and a healthy group

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Three sets of statements follow. In each set, which statement(s) might represent your thinking?

A.            Traits of a Healthy Leader

“Some people just naturally have the traits of a healthy leader…I don’t think the traits can be learned.”
or,

“The traits of a healthy leader can be practiced—I just need to learn what they are.”
or,

“I know some of the traits of a healthy leader and want to practice them.”

or,

“I know and practice the traits of a healthy leader.”
B.       Connection Between a Healthy Leader and a Healthy Group 
“If the leader is healthy the group will also be healthy.”

or,

“I guess a leader could be healthy apart from whether the group is healthy or not—but I am not sure how.”

or,

“It is easier for a leader to be healthy if the group is healthy.” 

C.       Traits of a Healthy Group 
“Sometimes a group is lucky and just happens to be healthy.”
or, 

“There are certain traits that a healthy group has. They can be fostered, although I am unclear how.”
or, 

“I know some of the traits of a healthy group and am just starting to foster these traits.”
or, 

“I know the four traits of a healthy group, and I actively foster these traits.”
Learning Activities

A. Read and study the traits of health. As you read about each trait, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the trait was present. The traits are summarized on pages <190-191, 396-397>; they are presented here with the page references for more detailed reading. 

Traits of a healthy leader (these have been condensed from the book):

1. Group Dynamic Recognition—She recognizes the type of group she is in charge of and responds appropriately <137-139, 324-325>


What is an example of this trait?

2. Wide Range of Behaviors—She exhibits a wide range of cat and dog behaviors. <137-138, 324-325>


What is an example of this trait?

3. Norms & Permission--She understands norms and knows when to operate within them and when not to. <139, 326>


What is an example of this trait?

4. Educate Unconscious--She knows how to educate her unconscious mind so that she can trust her instincts. She also knows when not to trust her instincts. <149, 336>


What is an example of this trait?

5. Operate from—Her first preference is to operate from her person, and she switches to her position when warranted. <152, 339>


What is an example of this trait?

6. Principled—She operates from a set of principles. <153, 340>


What is an example of this trait? 
7. Reviewing--She has an excellent method for reviewing her day. <154, 341>


What is an example of this trait?

8. Fosters the traits—She fosters the traits of a healthy group


What is an example of this trait? 
Traits of a healthy group:

1. Manage the Behavior…--Individuals are managed with their dignity intact. One of the ways this is accomplished is by not making eye contact during management. <154, 350 & 354>


What is an example of this trait?

2. Move Stereotypes to Full Humans--The innate tendency of a group to stereotype can be used to foster outliers into full human beings, thereby encouraging others to also be fuller humans.  <156, 359>

What is an example of this trait?

3. Share Leadership--Leadership is shared, and liaisons are plentiful. <186, 380>


What is an example of this trait?

4. Confirm Sanity--The group’s sanity is confirmed when they are working with an inappropriate cat. <188, 385>  


What is an example of this trait?

B. Reflect on yourself.  Do you have more dog traits or more cat traits? Share which “path” <145, 331> is appropriate for you to increase your charisma. That is, in order to increase your charisma, would you need to increase your dogness or your catness? Mention two particular dog or cat traits that you want to incorporate into your day-to-day repertoire. 

C. Which of the other traits of a healthy leader would be especially beneficial for you to incorporate? 

D. Which of the four traits of a healthy group do you already support, and which ones do you want to support in the future?   

Advanced Learning Considerations

A. Share your reflections on this statement, “Our goals are realistic and incremental—‘Rome wasn't built in a day’."   For example, our goal might be to do one of the following:

1. Move an unformed group to being a formed group.

2. Move a group that is temporarily dysfunctional to functional.

3. Move a group that is chronically dysfunctional to one that is occasionally dysfunctional.

4.  Move a functional group to one that is occasionally healthy.

5.  Move a group that is occasionally healthy to one that is usually healthy.

B. Discuss this statement, “Stereotyping can’t be prevented. The faster the group is formed, the more the criteria used for stereotyping will change from the external appearances and behaviors to internal traits, values, and character.” Reflect on different groups that are at different stages of formation—how is the stereotyping different at each stage? <165-169, 359-363>

C. Managing Groups suggests that liaisons are the most essential members for a group to progress from functional to healthy. Share your reflections on two groups: one that is functional and one that is not only functional but also experiences moments of health. Does the healthy group have a higher percentage of liaisons? <180-185, 375-380>

D. Think of a situation in which you have been a liaison. Describe the role you have played and the effect on the group.  

Implementation of Learning 

A. Describe which of the cat or dog traits you have incorporated. Share the effect these traits have on you and others. What are the next traits you plan to incorporate? Share how you plan to remember to practice them. <137-138, 324-325>

B. How are you remembering to review your day in third person? And what are the benefits you are experiencing? <154, 341>

C. As a person-in-charge, we want to be seen as liking everyone, especially those we eventually will have to manage. How do you know early which members you likely will have to manage? How are you indicating to the group that you like these members? <170-176, 364-368>

D. With a functional group, which of the healthy group traits are you supporting? Provide specifics. 

E. Describe how you are increasing your role as a liaison? 

Chapter Eight: Negotiating for a Healthy Group <193-226, 399-471> 

This is the second of two chapters on healthy groups. 
Overview 

This chapter delineates the seven perceptual skills for effectively negotiating with the system for the needs of the group. 

Focus 

Seven concepts for negotiating for a healthy group.

Pre-learning Activities 

Before you started Managing Groups, what did you intuitively think? 

Two sets of statements follow. In each set, which statement(s) might represent your thinking?

A.       System Affects Groups

“The concept of system has always been vague to me. I avoid being involved.”  

or,

“I understand how a group is a part of a larger system and that they interact with each other.  But I am unclear as to how that interaction takes place.”
or,

“I know that groups and systems interact with each other based on the degree to which each is functional or dysfunctional and on the system’s influence on the group.  I still need to learn how to take these variables into consideration when negotiating.”
or, 

“I am familiar with the three variables that predict the interaction between a group and a system. I know when to decrease the contact between my group and the system and when to increase the contact.”
B.       Negotiating Concepts (The six other concepts)
“Some people naturally negotiate well—effective negotiation skills just can’t be taught.”
or,

“I am sure we can all improve as negotiators, we just have to familiarize ourselves with the skills.

or,

“I am familiar with some of the concepts that effective negotiators use. I still need to practice them.” 

or,

“I can identify the seven negotiating concepts and have been practicing some of them.”
or,

“I have mastered the negotiating concepts.”
Learning Activities

A. Read and study the seven perceptual concepts that prepare someone in charge of a group to be effective in negotiating with the system for the needs of the group. The seven concepts are summarized on pages <223-226, 466-471>.  

As you read about each concept, make it as practical as possible by thinking of a specific group in your past and/or one you are currently working with where the concept was used or could have been used. The concepts are presented here with the page reference for more detailed reading. 

1. System Affects Group--Understanding and dealing with the three variables that determine how the system affects the groups within the system. The three variables are how functional the group is, how functional the system is, and the system’s level of influence on the group. <195, 403>


What is an example of this concept?

2. Invisible Triangles--Understanding and utilizing the triangle of three perspectives: how the person-in-charge operates and views the situation, how the individual operates and views the situation, and how the group operates and views the situation. Multiple triangles is a perceptual tool that reveals the politics of a system. <210, 422> 


What is an example of this concept?

3. Decision-making Process--Understanding and utilizing the decision-making process of gathering, evaluating, deciding and implementing decisions, and being clear as to what is the appropriate behavior for each of these four phases. <212, 428>


What is an example of this concept?

4. Patterns of Domination--Understanding and utilizing the non-verbal patterns of domination. Utilizing the non-verbals of credibility for sending information and the non-verbals of approachability for seeking information. <213, 433>


What is an example of this concept?

5. Linguistic-Neuro--Understanding and utilizing respectful methods for obtaining information indirectly (Linguistic Neuro). When the negotiator doesn’t have permission to ask questions, he has other ways to gather information. <214, 439>


What is an example of this concept?

6. Calibrating--Understanding how to accurately calibrate/interpret the non-verbals of the negotiator’s boss. For example, is the boss increasing her person or her position? And knowing the appropriate response to cues from the boss. <215, 448>


What is an example of this concept?

7. PIT Patterns--Understanding and utilizing the three variables of negotiation: power, information and time. <216, 452>


What is an example of this concept?

B. Which of the seven negotiating concepts do you have at a habit level, and which ones would be of most benefit to you if you incorporated them into your repertoire? 

C. Which phase of the decision-making process are you most familiar with? Which phase would you like to be better at?

D. Share how the multi-triangle graphic has given you a clearer picture of where you are in the system, and how that location influences your negotiation with others. 

Advanced Learning Considerations

A. We are familiar with the saying, “Walk in someone else’s moccasins.” How would changing this axiom of empathy to “walking in someone else’s triangle” increase your understanding of negotiation?  Discuss.  

B. Give an example of how each of the three variables of power, information and time can influence a negotiation.

Implementation of Learning 

A. Which of the seven negotiating concepts are you incorporating into your repertoire and what are the results of using these concepts? 

B. Which phase of the decision-making process are you being attentive to? Which Managing Groups skills are you using to be more effective in this phase?  

C. What insights have you gained by understanding where you are in your triangle when interacting with someone above you, below you, and parallel with you?

D. Give two examples of how your attention to the concept of PIT has improved your understanding of negotiation. 

Epilogue: Making Sense <227-231, 473-477>

Reflections

Five “making sense” concepts were offered. They are listed here with questions that you can respond to.

1. A Sense of Practicality—There is a difference between theory and practice.

What are you finding in reality that is the same or different from what Managing Groups suggested? How are you modifying your learning to make sense?

2. A Sense of Sensibility—We need to educate our instincts and separate our inter-personal and intra-personal intelligence. 

How have you educated your instincts? When can you trust your first impressions and when do you hold yourself in check until you gather more information?

3. A Sense of Predictability—An insight is useful if we can use it to predict what is likely to happen. 

In what arenas has your non-verbal intelligence increased so that you can predict what is like to happen? In which arenas are you still learning patterns? Is the expression, “Surprise is the enemy of competence” making more sense?

4. A Sense of Ethics—May our ethics always increase ahead of our knowledge base. 

In what areas have you accepted that you are flat out effective and insightful? In what arenas are you too cautious in responding, and in what arenas is it still wise for you to be cautious in responding?

5. A Sense of Appreciation—Our learning is made possible because of those who have come before us and laid the groundwork.

Who are two people/mentors that you appreciate? Do they know that you do appreciate them? How are you “paying your appreciation forward?”
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