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--------------------------------------------------------------------------------------------------------------------- 
GROUPS  
-------------------------------------------------------------------------------------------------------------------- 
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1.2 Work Groups and Families 

1.3 Individuals and Groups 

1.4 Organizations and Communities 
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1.6 Communication 

1.7 Cohesiveness 

1.8 Essentials of Morale 

1.9 Elements of Developing as Persons, Individuals and Individualists 

--------------------------------------------------------------------------------------------------------------------- 
1.1 DEFINITION 
--------------------------------------------------------------------------------------------------------------------- 
Consider a queue waiting for a bus, a cluster of people having a drink together, a crowd of angry 
workers on strike and a rowing eight. Which of them could be termed a group? It is difficult to 
say, isn't it? For group is a concept. Like many concepts, such as love or friendship, it is not 
susceptible to a single definition. It sounds more concrete than those abstract words, but it is just 
as hard to pin down. We all know what a group is - until we are asked!  
 
In situations like this we usually resort to the dictionaries to try to discover the picture behind the 
general word. Group, which appears in French as group and Italian as gruppo, seems to be of 
German origin. It then meant: a duster; a bunch or knot or bump; a heap; a bag (of money). 
These word pictures suggest a number of things or people together - no more than that. .  
 
Some Definitions Considered:  The value of the word group largely lies in its vagueness. The 
biologist, for example, can use it to describe an assemblage of related organisms when he wishes 
to avoid taxonomic connotations, when the kind or degree of relationship is not clearly defined; 
Likewise the psychologist can employ it for a number of persons when he does not wish to be - 
or cannot be - too specific about their relation or degree of similarity. Edgar H.Schein does not 
take us much further when he offers this definition:  
 
A psychological group is any numbers of people who (1) Interact with one another, (2) are 
psychologically aware of one another, and (3) perceive themselves to be a group. 
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The Definition given by Bernard M. Bass for a Group is as follows: A collection of an individual 
whose existence as a collection are rewarding to individuals (or enables them to avoid 
punishment).  
 
A group does not necessarily perceive itself as such. The members do not have to share common 
goals. Nor are interaction, interlocking roles and shared ways of behavior implied in the 
definition although these are common characteristics of many groups.  
 
We operate with concepts such as 'energy' and 'light', which are not capable of being reduced to a 
simple definition. So it is with 'group'.  
------------------------------------------------------------------------------------------------------------------------- 
1.2 WORK GROUPS AND FAMILIES 
--------------------------------------------------------------------------------------------------------------------- 
Things are more precise if we do introduce a broad qualification and focus upon groups found in 
work environments - in a design office, purchasing section, night shift or executive committee. 
Here, for example, there is a very high probability that there will be some sort of common task. 
Such work groups are deep. Rooted; they are part of the primary social experience for mankind. 
In the mists of prehistory we can imagine a group of men banding together to hunt a hairy 
mammoth. Perhaps some dig a pit and cover the top with branches while others locate the prey 
and drive it towards the trap. After the kill they divide up the meat in some order of status and 
take the spoils home to their cave dwellings.  
 
It is not too fanciful to trace the descent of all working groups’ expedition armies, business 
enterprises - from that ancestor, the primitive hunting group. The other primary group is of 
course the family. It is instructive to consider some of the differences between work groups and 
families. The size of the group is therefore limited by the possibilities of mutual interaction and 
mutual awareness. At least this definition also rules out mere aggregates of people, like the 
crowd waiting for a train on a station platform or passengers sitting together in an airliner. Work 
teams committees and cliques would fall within its boundaries. There are many variations on the 
themes above. Bernard M. Bass, to give another instance, defined a group as;  

 
A collection of individuals  hose  existence as a collection is rewarding to the individuals (or  
enables them to avoid punishment). A group does not necessarily perceive itself as such. The 
members do not have to share common goals. Nor are interaction, interlocking roles, and shared 
ways of behavior implied in the definition, although these are common characteristics of many 
groups. You will notice the points of disagreement between Schein's and Bass's definitions. Do 
groups perceive themselves as such? Is interaction intrinsic to them? These examples - and 
disagreements - could be multiplied. They take us back to the points that group is a general 
word and that part of its attraction is that it can be used when the factors mentioned above are 
either not known to be present or are not clearly defined.  

 
For precision of a language, Karl Popper has pointed out, depends upon not burdening its terms 
with the task of being precise. The terms 'sand dune' and 'wind' are vague, yet for many 
geological purposes they are sufficiently precise. Besides, we can always qualify them, if 
necessary.  The notion that precise knowledge requires precise definition is wrong.  
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Work groups 
 

• Have a common task (or a set of Individual tasks) which tends to be explicit. 
• Relationships are functional. 
• Groups exist to work on tasks. 
• Leadership tends to go with competence. A young man may lead the hunting band. 
• Work groups are often temporary. 

 
Families 

• Serve two ends: companionship and the procreation and nurture of children. These are 
natural and often implicit. 

 
• Relationships of parents and children are ontological. 

 
• Families may tackle tasks, e.g. gardening together, but they are expressive rather than 

intrinsic to the family. 
 

• Leadership traditionally tends to go with gender and seniority. Father is in charge. 
 

• Family implies a much greater degree of permanence.  
---------------------------------------------------------------------------------------------------------------------
1.3 INDIVIDUALS AND GROUPS 
--------------------------------------------------------------------------------------------------------------------- 
If the work qualification is introduced then many of the disagreements and differences of 
emphasis among psychologists about what distinguishes those collections of individuals that are 
groups from those that are not begin to fade. A collection of people is clearly. A work group 
when it possesses most if not all of these characteristics:  
 

• A definable membership - a collection of two or more people identifiable by name or 
type 

• Group consciousness  - the members think of themselves as  a  group,  have  a collective 
perception of unity, a  conscious identification with each other  

• A sense of shared purpose - the members have the same common task or goals or 
interests  

• Interdependence - the members need the help of one   another  to  accomplish  the 
purposes for which they joined the group 

• Interaction  - the members communicate with one another, influence one another, react to 
one another  

• Ability to act in a unitary manner - the group can work as a single organism  
 

These factors can be pictured in a model, as below.  
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Fig 1.1 Individuals and Groups
 
The individuals on the left hand of the diagram share no common goal. The goal arrows of the 
various individuals are centrifugal in this case. They lack a boundary, indicating a low 
consciousness of being a group and an ill-defined membership.  No lines of interaction or 
interdependence link individuals. Clearly such a 'group' is unable to act as a whole. Let us return 
to the differences between work groups and families. These should not be allowed to obscure the 
considerable overlap between them. Work groups, for example, can provide a considerable 
degree of mutual support and comfort.  
 
Companionship - a word directly related to company - is certainly experienced in organizations. 
In both kinds of group, individuals acquire or shape their existing values and attitudes, beliefs- 
and opinions, goals and ideals. The family is much more potent in this respect because a young 
child is more impressionable. School, which is a bridge between family and working life, comes 
next in potency, with the work groups we enter in young adult life, last. The attitudes we acquire 
in adult life are written in sand but the values accepted in childhood are engraved in stone. 
  
Some families, of course, are also work groups. Most of us have watched a family of trapeze 
artists soaring through the air. There are family businesses which have begun with a father-son, 
brother-brother or husband-wife partnership. There have been famous family work groups, like 
the celebrated Von Trapp Singers whose early story was told in The Sound of Music. In this 
context it is worth reflecting on the origins of the word 'team' The dominating image for us today 
is the sports 'team in football, baseball hockey or cricket. But originally, in Anglo-Saxon, team 
meant a family, offspring. It was applied to a number of draught animals harnessed in a row 
because it was found that oxen pull better together if they are related.  
 
From those teams of oxen or horses came the use of team to describe a number of persons in, 
concerted action.  
 
Work groups that stay together for a long time, such as an orchestra, tend to take on some of the 
characteristics - good or bad - of family life. Employers may regress and begin to treat their staff 
as children - the worst sort of paternalism - or they may develop into 'father -figure in the best 
sense. The crews of British nuclear submarines today often refer to their captains as, ‘father’. 
‘The regiment and the business company, both institutions ,as well as  ,organizations, conceive 
themselves ,as families, As a sergeant, said to a bewildered young recruit, I am your mother, 
now' . A fellow officer is called a 'brother officer’ .It is more, than analogy.  
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There can certainly be transfer of learning between these two fundamental kinds of group - in 
both directions. One study, for instance, suggested that people who find their work boring do not 
tend to compensate with interesting hobbies or activities in their spare time, as some sociologists 
- , in order to defend the morality of giving people inhuman jobs and paying them well to do it - 
had suggested they would do so. Jobs, which consist of drudgery or toil, should be mechanized 
or automated, until we are left with an irreducible minimum of them. People should be paid 
exceptionally well to undertake them. Family is also potentially a matrix for learning both social 
and. rudimentary business skills, a point that is often overlooked.  
--------------------------------------------------------------------------------------------------------------------- 
1.4 ORGANISATIONS AND COMMUNITIES  
--------------------------------------------------------------------------------------------------------------------- 
Some psychologists distinguish between: Primary group’s Small numbers of individuals -in 
regular face-to-face contact  
 
Secondary group’s relatively large numbers - no one has a clear picture of the other. Members In 
working life an important instance of a larger secondary group is what we call an organization. It 
is best to think of organizations as extensions of work groups.  
 
They are larger than small groups, although at what point one shades into the other is a matter for 
discussion.  An organization is an association or body with an administrative and functional 
structure. It implies systematic arrangement for a definite purpose. That element of purpose is 
what relates it to its distant source in the hunting group and to its much nearer ancestors the 
armies of the ancient world.  Institution is often used as a synonym for organization. An 
institution, after all, is an establishment or society instituted for the promotion of some object - 
one of a public utility, religious, charitable, educational or other nature.  
 
To me, however, institution carries a greater overtone of permanence.  
 
We can detect here the outlines of a familiar life-cycle. Many small work groups grow into 
organizations, which in turn become institutions.  Not all organizations are institutions, but most 
are. As a rule of thumb you can define an institution by whether or not it makes provision for 
paying pensions. Does it have methods of selecting and releasing people - a regular inflow and 
outflow of individuals - while retaining its essential character and continuing purpose?  
 
The word organization is related to organism, which reminds us that a root analogy for an 
organized body is the human body.  Central to that metaphor is the concept of interdependence, 
that 'we are members one of another’.  
 
From this image comes our most common metaphor for the leader the head of the company, the 
head master or mistress, the head waiter, and so on. By comparison community is more like an 
extension in numbers of the family: it is a tribal or kinship grouping. It suggests a unified body 
of people living in a common area of land. Local communities in turn belong to the wider 
community of a nation or state who share both common characteristics and a number of common 
political, social and religious institutions that have, evolved over the centuries.  
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Not long ago the then Chairman of one of Britain's largest nationalized industries spoke of it as a 
community. Is that right?  
 
Yes, because a community is any group of people with a common characteristic or interest living 
together within a larger society. The drawback of the word in this context is that it lies rather 
more in the family camp than in the work group camp. It may be better to, think of such an 
industry as an organization with a definite purpose to achieve rather than as a Community 
sharing a common history and character, and, common interests to promote or defend. This may 
seem an academic point. But the long and damaging national coal strike in Britain (1984- 5) 
hinged on the issue of whether or not the industry was an organization there to produce coal at an 
economic rate for its customers, or a community composed of local mining communities which 
must at all costs be maintained, even regardless of the economic viability of the coal pits.  
 
Our pit was the mother of our community' said a striking miner on television in 1985. 'The pit is 
dead. What happens to our community?' The common interest in any work community, no 
matter how long it has existed, must be in giving value for money in the service or goods it 
provides and thereby creating satisfied customers. If that becomes impossible then the raison 
d'etre of the industry - or that particular part of it - is gone. To maximize the chances of success 
calls for effective and efficient working together of all concerned: in a word, teamwork.  
 
Exercise:  
 
Yourself as a Group Member  

 
• Think of the primary groups of which you are a member (work, social, family).Can you 

identify the needs in other group members fulfilled by their belonging to that group?  
• Can you pick out some opinion, belief, value or goal, which has been suggested to you, or 

shaped, by belonging to a group?  
• What is the first small group (apart Join your family) you belonged to? What were its 

characteristics?  
• Do you contribute best in formal work groups, such as committees, or informal groups - 

those created by chance or as a result of personal preference?  
• What three adjectives best describe your behavior in most groups? How, in fact, do you 

see yourself now as a group member?  
• What situation within groups causes you most problems? How do u handle them? What 

group skills would you like to develop? What strengths in behavior in –groups would you 
like to grow?  

 
Keep a Diary  
In order to write down your answers to these questions - an aid to clarity of thought - I suggest 
you use a stiff covered notebook. Keep it as a diary, adding ideas and insights, quotations and 
examples concerning teambuilding as they come to you. This book will give you some material" 
but you should be aware, while you are reading it, of other sources all around you. In this way 
you should be able to compile your own reference book on the subject, a sourcebook of 
knowledge, self-understanding, inspiration - and enjoyment - for years to come.  

 



 9

Summary  
Groups  of  both  kinds  "' -  families  and  work  groups,...  together  with'  their  larger 
counterparts, communities and organizations, are integral to human life.  
 
The focus of this book 'is upon work groups. But you can apply many of its lessons in your 
family life on to the various socials or community or church groups to which you might belong.  
 
The starting point is for you to become more interested in, and more aware of, what is going on 
in groups. At the next group meetings you attend - preferably within two, days of reading this 
resolve to sit and listen and observe as if you have never seen a group before in your life.  
 
If you are not already aware of your chief personal strengths and weaknesses as a group member, 
ask two or three people who know you well to give you some constructive feedback. Day by day 
you can become more effective in working groups. Keeping a diary of your  steps in that 
direction over the next six months, together with key ideas from this book and  elsewhere,  and  
reviewing  the  contents  from  time  to  time  will  help  you  in immeasurably.  
 
Groups are not only there to carry out tasks- they provide you with a series of unique 
opportunities to grow as a person.  
 
Management Activity  
 
Building Bridges  
 
Learning Objective: To introduce the idea of teamwork, communication and creative problem 
solving.  
Group Size: Small groups of 5-7 people.  
Space Required: a room with ample space for movement.  
 
Time Required: 1 hour  
Props Required: Lots of newspaper, rolls (6-8) of masking tape, a gallon jug 1/4 to 1/2 full of 
water, a plastic dishpan type container, and cassette player, cassette tape with "William Tell 
Overture" or music with a hectic pace.  
 
Activity Instructions: "You are going to build a bridge using only the newspaper and masking 
tape. The bridge must be strong enough to hold this bottle (show the bottle and let them check 
the feel of it for weight). Also, the bridge must be tall enough for the pan to pass underneath it. 
The bridge must be free-standing; not attached to the wall, a piece of furniture, a person or an 
article of clothing...FREE-STANDING."  
 
Tell the group they are to line up according to birth month and day and CANNOT talk while 
doing this.  
 
Next, starting with January each person reveals the month and date of birth. If any person is out 
of sequence, the groups is to say loudly "unh-hah".  
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Count off so that they are divided into teams.  
Rules Summary: (Clarify understanding of rules. I also write them on flip chart.)  
 

• Cannot use materials other than newspaper and masking tape.  
• Each group to build a bridge that the dish can pass under and hold the gallon jug for 

seconds.  
• Cannot stick/tape to another person or furniture.  
• 7 minutes to plan; 8 minutes to build the bridge.  

 
Process: Tell them they will have 7 minutes to plan, discuss, etc., and to be sure everyone in the 
group is included. DO THEY HAVE ANY QUESTIONS? Time the 7 minutes. After the 7 
minute discussion period, pass out the newspaper and tape. Inform the group they will now have 
8 minutes to construct their bridge and, by the way, there will be no talking allowed during this 8 
minutes. At the end of 8 minutes, allow the groups 30 seconds to speak to each other and then an 
additional 3 minutes of SILENTLY work to complete their bridge. During this last work session, 
play the "William Tell Overture" (or other such music) loudly. Call time and have one group at a 
time present their bridge. A spokesperson from each group will tell about their bridge and pass 
the pan under and put the jug on top. When the jug is put on top, all will count for 10 seconds. 
(This will be done for each group).  

 
Processing/discussion questions:  

• How did you work as a group?  
• Which part was the most difficult?  
• Did everyone participate in some way?  
• Did you feel like you contributed to the group?  
• Did you feel like you were part of the group?  
• Was there one particular person that kept the ball rolling?  
• Were there individuals who were particularly quiet?  
• How was their quietness interpreted: agreement or disagreement?  
• What influenced the type of bridge built by each group? 
• Why were no two alike?  
• How did communication or lack of it affect the work of the group?  
• What are characteristics of teamwork became evident during this exercise?  

 
Some properties of work groups: Hello, students! Today we’ll discuss some properties of work 
groups.  
 
Work groups share certain properties with each other and with other kinds of group. There is such 
a profusion of them that the quest for similarities may seem a vain one. But it is possible to 
identify characteristics that all groups possess, albeit in varying degrees. These properties have 
received much attention from the researchers. They are of course overlapping and 
interactive, so it is better to regard them as facets of a single diamond than as separate 
entities.  
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Background  
Each group has a historical background, or lack of it, which influences the way it behaves. The 
members of a new group assembling for the first time may have to devote much of their energy 
at first to getting acquainted with one another, and deciding what needs to be done and how to do 
it. A well-established group, on the other hand, will be better acquainted with the situation. They 
may be assumed to know what to expect from each other and how to define the group's task. 
Ways of working together will have evolved. But such a group may also have developed habits 
that impair its effectiveness, such as unpunctuality, poor listening or wasting time.  
 
Members come to a meeting of a new group or team with some expectations. They may have a 
clear idea of what it is about, or they may be uncertain about what is going to happen. They may 
be looking forward to being in that group or dreading it; they may feel deeply concerned or 
indifferent.  
 
In some cases the boundaries around the group's freedom of action may be tightly drawn by its 
terms of reference, or so poorly defined that the group doesn't know what its boundaries or limits 
are. The history of the group in terms of its past successes and failures - its record in pursuing 
common objectives - is a central ingredient in background, relating as it does to group morale.  
 
Whether or not membership of the group in the past has been satisfying to each member is also 
another ingredient. The sense of sharing a common history - people, places and events tends to 
bind people together. It gives them a dimension, a reference point, a depth, a quarry for memories 
and, often, a source of inspiration.  
 
Most groups, especially those having relatively long histories,  develop ceremonies and 
rituals, to help them cope with certain events, such as birthday celebrations, 'farewell drinks' 
when a member leaves the group, and 'initiation rites' of various kinds. A crucial factor in group 
or team formation is therefore the amount of time that has been spent together. It takes time 
for a group personality to take shape. Nature does not work quickly. Relationships are as 
tender as plants when young but as strong as oaks when formed. If you want to build a team it is 
essential that you do get it together - and hold it together over a significant period of time.  

 
Discuss  

• What is the group's story so far? When did it come into being and for what purpose?  
• Has the purpose of the group, changed? If so, when did this occur and why?  
• What is the composition of the group? What is the previous experience and personal 

history of each member?  
• How were they related?  
• What are the key experiences of success and failure which the group shares?  
• What are the expectations of each member about the group, and their role in it?  

--------------------------------------------------------------------------------------------------------------------- 
1.5 PARTICIPATION PATTERN  
---------------------------------------------------------------------------------------------------------------------- 
In the snapshot of any particular moment a particular participation pattern can be observed in 
every group.  
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For example,  it  may  be  all one  way traffic,  with  the  leader  or  some  other  member 
conducting a monologue; or it may be  two-way, with the leader talking to' members and 
members responding to him; or it may be multidirectional, with all members talking to one 
another and to the group as a whole.  
 
In any given group you may notice that one of these patterns tends to, be prevalent over a period 
of time. In other groups there may be a considerable variation within quite short spaces. If there 
is no reason to believe that anyone pattern, of participation is always, best: it depends upon the 
situation. But many studies point to the common, sense conclusion that the more those members 
participate the more they will tend to be involved in the group.  
 
It should not be assumed, of course, that a silent member is necessarily uninterested. It is that the 
member may be simply thinking. As leader, you should ask yourself the following questions 
about them. Are they really interested? What prevents them from speaking? It may be that they 
want to speak but never have the opportunity to join in the discussion because someone (is it 
you?) is talking overmuch. If so, you should practice the skill of gate-keeping: 'Malcolm, we 
have heard your views at some length but Sally hasn't said anything for the last hour, though 
doubtless she has been thinking a lot. Sally, have you anything to contribute to, next year's 
objectives on the marketing, front…   No, Malcolm you can't just clarify your last point 
(laughter), - Sally?'  
 
Exercise  

• How much of the talking is done by the leader, how much is done by the other members?  
• To whom are questions usually addressed -  the  group  as  a  whole,  the  leader,  or 

particular members?  
• Do the members who don't talk much appear to be interested and listening alertly 

(nonverbal participation), or do they seem bored and apathetic?  
• Do the leader and other senior members in the group practice gate -keeping skills - to 

open the door for lower status members to talk?  
--------------------------------------------------------------------------------------------------------------------- 
1.6 COMMUNICATION  
--------------------------------------------------------------------------------------------------------------------- 
Communication is a process of transferring information from one entity to another. 
Communication processes are sign-mediated interactions between at least two agents which 
share a repertoire of signs and semiotic rules. Communication is commonly defined as "the 
imparting or interchange of thoughts, opinions, or information by speech, writing, or signs". 
Although there is such a thing as one-way communication, communication can be perceived 
better as a two-way process in which there is an exchange and progression of thoughts, feelings 
or ideas (energy) towards a mutually accepted goal or direction (information). 
 
Communication is a process whereby information is enclosed in a package and is channeled and 
imparted by a sender to a receiver via some medium. The receiver then decodes the message and 
gives the sender a feedback. All forms of communication require a sender, a message, and a 
receiver. Communication requires that all parties have an area of communicative commonality. 
There are auditory means, such as speech, song, and tone of voice, and there are nonverbal 
means, such as body language, sign language, paralanguage, touch, eye contact, and writing. 
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Communication is a process of transferring information from one entity to another. 
Communication processes are sign-mediated interactions between at least two agents which 
share a repertoire of signs and semiotic rules. Communication is commonly defined as "the 
imparting or interchange of thoughts, opinions, or information by speech, writing, or signs". 
Although there is such a thing as one-way communication, communication can be perceived 
better as a two-way process in which there is an exchange and progression of thoughts, feelings 
or ideas (energy) towards a mutually accepted goal or direction (information). 
 
Communication is a process whereby information is enclosed in a package and is channeled and 
imparted by a sender to a receiver via some medium. The receiver then decodes the message and 
gives the sender a feedback. All forms of communication require a sender, a message, and a 
receiver. Communication requires that all parties have an area of communicative commonality. 
There are auditory means, such as speech, song, and tone of voice, and there are nonverbal 
means, such as body language, sign language, paralanguage, touch, eye contact, and writing. 
Prof. Albert Mehrabian (UCLA, 1967) identified three major parts that convey meaning in 
human face to face communication: body language, voice tonality, and words. He conducted 
research to determine how people make meaning when a speaker says one thing but means 
another. If the speaker is sending a mixed message the listener will rely on the following cues to 
determine true meaning: 

• 55% of impact is determined by body language—postures, gestures, and eye contact, 
• 38% by the tone of voice, and 
• 7% by the content or the words spoken. 

 
Mehrabian says this only applies in situations where the speaker is talking about feelings or 
attitudes. Although the exact percentage of influence may differ due to variables such as the 
perceptions or biases of the listener and the speaker, communication as a whole is meant to 
convey meaning and thus, in some cases, can be universal. A system of signals, such as voice 
sounds, intonations or pitch, gestures or written symbols can communicate thoughts or feelings. 
If a language employs communicating with signals, voice, sounds, gestures, or written symbols, 
can animal communications be considered to be a language? Animals do not have a written form 
of a language, but use a language to communicate with each another. In that sense, animal 
communication can be considered as a separate language. 
 
Human spoken and written languages can be described as a system of symbols (sometimes 
known as lexemes) and the grammars (rules) by which the symbols are manipulated. The word 
"language" is also used to refer to common properties of languages. Language learning is normal 
in human childhood. Most human languages use patterns of sound or gesture for symbols which 
enable communication with others around them. There are thousands of human languages, and 
these seem to share certain properties, even though many shared properties have exceptions. 
There is no defined line between a language and a dialect, but the linguist Max Weinreich is 
credited as saying that "a language is a dialect with an army and a navy". Constructed languages 
such as Esperanto, programming languages, and various mathematical formalisms are not 
necessarily restricted to the properties shared by human languages. 
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Nonverbal communication 
Nonverbal communication is the process of communicating through sending and receiving 
wordless messages. Such messages can be communicated through gesture, body language or 
posture; facial expression and eye contact, object communication such as clothing, hairstyles or 
even architecture, or symbols and info graphics, as well as through an aggregate of the above, 
such as behavioral communication. Nonverbal communication plays a key role in every person's 
day to day life, from employment to romantic engagements. 
 
Speech may also contain nonverbal elements known as paralanguage, including voice quality, 
emotion and speaking style, as well as prosodic features such as rhythm, intonation and stress. 
Likewise, written texts have nonverbal elements such as handwriting style, spatial arrangement 
of words, or the use of emoticons. A portmanteau of the English words emotion (or emote) and 
icon, an emoticon is a symbol or combination of symbols used to convey emotional content in 
written or message form. 
 
Other communication channels such as telegraphy fit into this category, whereby signals travel 
from person to person by an alternative means. These signals can in themselves be representative 
of words, objects or merely be state projections. Trials have shown that humans can 
communicate directly in this way without body language, voice tonality or words. 
Categories and Features G. W. Porter divides non-verbal communication into four broad 
categories: 
 

• Physical. This is the personal type of communication. It includes facial expressions, tone 
of voice, sense of touch, sense of smell, and body motions. 

• Aesthetic. This is the type of communication that takes place through creative 
expressions: playing instrumental music, dancing, painting and sculpturing. 

• Signs. This is the mechanical type of communication, which includes the use of signal 
flags, the 21-gun salute, horns, and sirens. 

• Symbolic. This is the type of communication that makes use of religious, status, or ego-
building symbols. 

 
Static Features 

• Distance. The distance one stands from another frequently conveys a non-verbal 
message. In some cultures it is a sign of attraction, while in others it may reflect status or 
the intensity of the exchange. 

• Orientation. People may present themselves in various ways: face-to-face, side-to-side, 
or even back-to-back. For example, cooperating people are likely to sit side-by-side while 
competitors frequently face one another. 

• Posture. Obviously one can be lying down, seated, or standing. These are not the 
elements of posture that convey messages. Are we slouched or erect? Are our legs 
crossed or our arms folded? Such postures convey a degree of formality and the degree of 
relaxation in the communication exchange. 

• Physical Contact. Shaking hands, touching, holding, embracing, pushing, or patting on 
the back all convey messages. They reflect an element of intimacy or a feeling of (or lack 
of) attraction. 

Dynamic Features 
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• Facial Expressions. A smile, frown, raised eyebrow, yawn, and sneer all convey 
information. Facial expressions continually change during interaction and are monitored 
constantly by the recipient. There is evidence that the meaning of these expressions may 
be similar across cultures. 

• Gestures. One of the most frequently observed, but least understood, cues is a hand 
movement. Most people use hand movements regularly when talking. While some 
gestures (e.g., a clenched fist) have universal meanings, most of the others are 
individually learned and idiosyncratic. 

• Looking. A major feature of social communication is eye contact. It can convey emotion, 
signal when to talk or finish, or aversion. The frequency of contact may suggest either 
interest or boredom. 

 
Visual communication 
Visual communication as the name suggests is communication through visual aid. It is the 
conveyance of ideas and information in forms that can be read or looked upon. Primarily 
associated with two dimensional images, it includes: signs, typography, drawing, graphic design, 
illustration, color and electronic resources. It solely relies on vision. It is form of communication 
with visual effect. It explores the idea that a visual message with text has a greater power to 
inform, educate or persuade a person. It is communication by presenting information through 
visual form. 
 
The evaluation of a good visual design is based on measuring comprehension by the audience, 
not on aesthetic or artistic preference. There are no universally agreed-upon principles of beauty 
and ugliness. There exists a variety of ways to present information visually, like gestures, body 
languages, video and TV. Here, focus is on the presentation of text, pictures, diagrams, photos, et 
cetera, integrated on a computer display. The term visual presentation is used to refer to the 
actual presentation of information. Recent research in the field has focused on web design and 
graphically oriented usability. Graphic designers use methods of visual communication in their 
professional practice. 
 
Oral Communication 
Oral communication is a process whereby information is transferred from a sender to receiver 
usually by a verbal means but visual aid can support the process. The receiver could be an 
individual person, a group of persons or even an audience. There are a few of oral 
communication types: discussion, speeches, presentations, etc. However, often when you 
communicate face to face the body language and your voice tonality has a bigger impact than the 
actual words that you are saying. According to research: 

55% of the impact is determined by the body language. For example: posture, gesture, 
eye contact, etc. 
38% by the tone of your voice 
7% by the content of your words in a communication process. 

 
You can notice that the content or the word that you are using is not the determining part of a 
good communication. The “how you say it” has a major impact on the receiver. You have to 
capture the attention of the audience and connect with them. For example, two persons saying 
the same joke, one of them could make the audience die laughing related to his good body 
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language and tone of voice. However, the second person that has the exact same words could 
make the audience stare at one another. 
 
In an oral communication, it is possible to have visual aid helping you to provide more precise 
information. Often enough, we use a presentation program in presentations related to our speech 
to facilitate or enhance the communication process. Although, we cannot communicate by 
providing only visual content because we would not be talking about oral communication 
anymore. 
 
Communication as academic discipline 
 
Communication as an academic discipline, sometimes called "communicology," relates to all the 
ways we communicate, so it embraces a large body of study and knowledge. The communication 
discipline includes both verbal and nonverbal messages. A body of scholarship all about 
communication is presented and explained in textbooks, electronic publications, and academic 
journals. In the journals, researchers report the results of studies that are the basis for an ever-
expanding understanding of how we all communicate. 
 
Communication happens at many levels (even for one single action), in many different ways, and 
for most beings, as well as certain machines. Several, if not all, fields of study dedicate a portion 
of attention to communication, so when speaking about communication it is very important to be 
sure about what aspects of communication one is speaking about. Definitions of communication 
range widely, some recognizing that animals can communicate with each other as well as human 
beings, and some are more narrow, only including human beings within the different parameters 
of human symbolic interaction. 
 
How well do group members understand each other's meanings: how clearly are they 
communicating their ideas, values and feelings? If some members, for instance, are using highly 
specialized technical vocabulary they may be talking over the heads of the rest of the group. 
Sometimes a group will develop a specialized facilitate communication within the group, but can 
create problems within the organization as a whole.  
 
Communication in a group will be greatly enhanced if each member is skilled in speaking, 
listening, writing and reading. In fact a person tends  to be stronger in one or two of these 
activities  than  the  others,  giving  him  a  profile  of  strengths  and  weaknesses  as  a 
communicator. The cornerstones of effective speaking are: clarity, simplicity, vividness, 
preparedness, naturalness and conciseness.  
 
The good listener is one who looks upon listening as a positive, searching, active and cooperative 
activity. Too often when a person is not speaking at a meeting he spends his time framing his 
intervention: he hears what is being said but does not listen in a way that grasps the core meaning 
of someone else's contribution, enabling him to elucidate it if necessary and build upon it or 
weave it into the discussion. '  
 
Even nonverbal communication can often be eloquent. A person's posture, facial expression and 
gestures, tell a great deal about what he is thinking and feeling. The member who pulls his chair, 
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for example, away from the table and gazes out of the window is saying something to you and 
the rest of the group.  

 
• Are members expressing their ideas clearly, simply and concisely?  
• Are visual aids and other communication aids used in a way that suggests thorough 

preparation by members?  
• Do any general concepts, such as 'maximum profit' or 'customer service' get sufficiently 

defined so that the group agrees on their meaning?  
• Do members often adopt contributions previously made and build their ideas on to them? 
• Do members feel free to ask for clarification when they don't understand a statement? 
• Are responses to statements frequently irrelevant?  

--------------------------------------------------------------------------------------------------------------------- 
1.7 COHESIVENESS  
--------------------------------------------------------------------------------------------------------------------- 
The cohesiveness of a group, is determined by the strength of the bonds that bind the individual 
parts together into a unified whole.  This property is related to other more traditional concepts 
such as morale and team spirit. Cohesiveness, the strength of attraction of the group for its 
members, is also linked to the degree of interest commitment to the common task. It is 
sometimes referred to as the 'we -feeling' of a group the extent to which   vocabulary of its own, 
a kind of verbal shorthand or private jokes that aren't understood by new members or outsiders. 
That can make members talk in terms of 'we' and 'us’. Symptoms of low cohesion include the 
absence of such words from the group's vocabulary. Many studies have identified the conditions 
under which groups will tend to become more cohesive.  
 
The more important factors are:  

• Physical proximity: People working together in the same place will tend to form a group, 
even if their work is not interdependent. Length of time together increases the tendency 
towards cohesiveness.  

 
• Same or similar: People doing identical or similar work are work faced with the same 

problems and can help teach other in various ways - a source of group formation.  
 

• Homogeneity: Cohesiveness in groups tends to be greater if members share such 
characteristics as race, age, sex, social status and attitudes or values.  

 
• Personality : Members do not have to be alike in but some combinations of personality 

work better than others - where social needs are  strong  and  there  are  not  too  many  
over -dominant  or disruptive people.  

 
• Communication: Cohesiveness will be greater if members can communicate easily with 

others and less if distance, noise or organizational arrangements make communication 
difficult.  

 
• Size: It becomes more difficult for groups of more than 12 or 15 members to develop 

group cohesion. Small groups are much more likely to do so.  
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The magnetic attraction of members to the invisible centre of the group is enhanced if belonging 
to it is rewarding to individuals in several ways. Studies have confirmed that members are most 
likely to be attracted to a group if it has a successful record in competition with other groups.  
 
High pay and prestige, the consequences of belonging to such successful groups, are also 
incentives for wanting to be or remain a member. Methods of pay or working conditions can 
foster or retard the, development of group cohesiveness in industry. A group bonus scheme 
rather than individual incentive schemes, for example, emphasizes the shared nature of the 
common task.  
 
The efforts of each member of the assembly line or research group will then serve the interests of 
all the others. But strong group pressures may then build up on slow workers who are holding 
back the team. Such a 'passenger' may be forced out of the group.  
 
Group cohesiveness is a double -edged weapon.   
 
Advantages 

• Greater co-operation 
• More/easier communication 
• Increased resistance to frustration 
• Reduced labor turnover 
• Lower absenteeism' 
• Low tolerance of’ slackers' 

 
Disadvantages 

• Life more difficult for new entrants Restricts entry for new ideas 
• Resists changes in work practices 
• Seen as awkward/combative by other groups, thus reducing inter group co-operation  

 
A leader should always be on the alert for the unwanted side effects of group cohesiveness. Thus, 
one of a leader's jobs is to protect individuals against the power of the group. Group power can 
sometimes be exercised unfairly on individuals for a variety of reasons. Groups can make an 
individual into a scapegoat, for example, as if tacitly agreeing to make him responsible for the 
whole burden of corporate failure. The psychology of this act, probably largely unconscious, is 
quite different from the proper doctrine of individual accountability, a dimension which should 
not be cancelled by group membership. .'  
 
Any form of such victimization should be stopped by the leader if for no other reason than that it 
will eventually destroy the group's unity.  
--------------------------------------------------------------------------------------------------------------------- 
1.8 ESSENTIALS OF MORALE  
--------------------------------------------------------------------------------------------------------------------- 
'Morale is a state of mind. It is that intangible force which will move a whole group of men to 
give their last ounce to achieve something, without counting the cost to themselves; that makes 
them feel they are part of something greater than themselves. If they are to feel that, their morale 
must if it is to endure- and the essence of morale is that it should endure - have certain 
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foundations. These foundations are spiritual, intellectual and material, and that is their order of 
importance. Spiritual first because only spiritual foundations can stand real strain. Next, 
intellectual because men are swayed by reason as well as feeling. Material last -important, but 
last - because the very highest kinds of morale are often met when lateral conditions are lowest.'  
 
Group cohesiveness is not the same as morale, although they are like cousins. Morale was a word 
introduced in the last century to describe a group's or individual's condition in relation to 
confidence, Discipline and sense of common purpose. It covers the condition of people's 
attitudes to the task, their loyalty to one another and their self-respect. The links of morale with 
group cohesiveness are obvious. When morale is high then carry out work in the face of danger 
or difficulty. When it is low men are more vulnerable to criticism, hardship and failure.  
 
Exercise  

• How well is the group working together as a unit? 
• What subgroups or 'lone wolves' are there and how do they affect the group? 
• What evidence is there of interest or lack of interest on the part of   members of the group 

(or groups in the organization) in what is happening in the area of the common task?  
• Do members speak to the leader of 'your group' or 'our group despite reverses is the  
• Level of confidence high? Is there still a strong sense of purpose and resolve?  
• Is team spirit in evidence? Do members mutually support and encourage each other as 

well as working well together in a technical sense? 
 
Atmosphere: Although atmosphere, like morale, is an intangible thing, it is usually fairly easy to 
sense. It is often referred to as the 'social climate' of the group, ,with such characteristics as 
'warm, friendly,  relaxed,  informal,  free'  in  contrast  to  'cold,  hostile,  tense,  formal,  
restrained'. Atmosphere affects how members feel about a group and the degree of spontaneity in 
their participation. Atmosphere may be temporary; climate implies a prevailing condition.  
 
Teams generate a climate of loyalty', writes Tom Douglas, which stems from the acceptance of 
dependence on others to achieve a desired outcome. There is something of the secret society 
about all successful teams. Members accept the skills and knowledge of other members as a 
common resource and the sense of sharing and shared experience, which distinguishes members 
from non –members.  
 
What is the difference between atmosphere and morale? Atmosphere is usually fairly easy to 
sense:  you feel it yourself.  On  the  other  hand  morale  is  inferred  from  observations  of 
behavior, and it is an inference about the state of people observed. It is a vital part of leadership 
to build up the right atmosphere or climate and to change if it is wrong.  
 
Case Study: Let me quote some sentences from Montgomery's speech to his staff when he took 
over the Eighth Army before the Battle of El Alamein.  
 
You do not know me, I do not know you, but we have got to work together. Therefore, we must 
understand each other; we must have confidence in each other. I have only been here a few 
hours, but from what I have seen and heard since I arrived, I am prepared to say here and now 
that I have confidence in you. We will work together as a team. I believe that one of the first 
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duties is to create what I call atmosphere. I do not like the general atmosphere I find here - it is 
an atmosphere of doubt of looking back. All that must cease. I want to impress upon everyone 
that the bad times are over and it will" be done. If anybody here thinks it cannot be done, let him 
go at once. I do not want any doubters. It can be done and it will be done beyond any possibility 
of doubt.  
 
Mark Twain once said:  'Everyone talks about the weather but no one does anything about it'. 
You can affect the climate in your organization by what you are; what you do, and what you say.  
 
Exercise  

• Would you describe your primary work group as warm or cool, friendly or hostile, 
relaxed or tense, informal or formal, free or restrained?  

• Can opposing views or negative feelings be expressed without fear of retribution?  
• Is morale in the group low? Is there an 'atmosphere of doubt, of looking back'?  

 
Standards  
Every group, if it is together for some time, develops a code of 'conduct or set of standards about 
what is proper and accept able behavior These include such subjects as what matters may be 
discussed, what is taboo (such as religion or politics); how well members listen to each other's 
opinions; how far it is proper to volunteer one's services; the length and intensity of work that's 
considered right and fair; whether or not pilfering is permissible, and many more 'do's and 
don'ts'. It may be difficult for a new member to identify and adapt to a group's standards if they 
differ from those of other groups he has experienced, for these standards are usually implicit 
rather than written down. Indeed, at a given time, a group might be confused about what its own 
standards actually are.  
 
A group-norm - an oft -used phrase in the textbooks - is simply an authoritative standard. Norm 
derives from the Latin word for a builder's or carpenters square, the tool which gives him the 
perfect right angle. Over-conformity to accepted norms can stultify growth and inhibit creativity. 
For creative individuals will always tend to deviate from or transcend the established ways of 
doing things! Or thinking about the world in which the group is set. Therefore norms can be 
battle lies between groups and individuals. This tension is the theme of a later chapter.  Standards  
can  be  broken  down  into  different  families  which  to  some  extent  function differently:  
 
Work 
These concern the best and easiest methods of working, and usually include some unwritten 
folklore: how fast, how hard, how long, to what standard, how safety-minded and so on. 
Professional training seeks to inculcate certain standards of conduct so that individuals follow 
them whatever the social pressures or when they are working on their own.  
Attitudes: Attitudes, beliefs and values tend to be shared in groups. The fact that a group accepts 
a common attitude does not of course mean it is necessarily true. Groups may also share a 
common interpretation of the past, often colored by some collective myths.  
 
Interpersonal behavior: There are norms about what can be discussed and what cannot, 
whether or not it is right to interrupt, where to go for lunch and so on. Such tacit agreements to 
proceed socially in a standard way help to make the behavior of others predictable, orderly and 
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satisfying. Shared routines can be enjoyed. Norms keep interpersonal conflicts to the minimum; 
they avoid conflicts over such potential problems as helping, allocation of jobs and division of 
rewards.  
 
Clothes and language: Members of a group usually resemble each other in their dress and 
physical appearance for example, haircut. They often use a private language of their own: slang,  
technical  terms  related  to  the  job,  nicknames  for  people  and places, sub-cultural 
vocabularies, such as obscenities. Especially prevalent in what have vividly been called 'ball and 
chain groups'.  
 
Moral standards: These ranges from the permissible limits of time -wasting, scrounging, 
cheating on incentive schemes to norms concerning ethical practice and   truth-telling.  

 
Standards begin life as a rough-and-ready form of consensus among the original members of the 
group as to what will work for them if they are to attain their goals and hold together in unity.  
Some members - the leader or leading members - have more influence over this process than 
others. These latter, less influential members, together with all new recruits to the group, are 
expected to adopt these norms. Several factors are at work to help them to do so.  
 
In the first instance people falling short of a norm or consciously choosing to deviate from it 
become the target for a great deal of persuasion and friendly pressure to conform from the 
majority. They can conform or leave the group. If they continue to stand out they risk 
punishment. There is a Japanese proverb, much quoted today in Japan, which says that the nail 
that sticks up is going to get knocked on the head.  The mildest form of punishment is group 
displeasure.  When in difficulties they receive no help; they are given the worst jobs; their work 
is interfered with. They may be rejected, given the silent treatment or 'sent to Coventry' in the 
English phrase, or even physically attacked. It is as if the group has reserves of the milk of 
human kindness; once these have been exhausted it can turn nasty. It is impossible to avoid the 
moral issue here. First you have to decide if the norm being urged is good or bad. Then you have 
to decide whether or not the form of group pressure being applied is justifiable or not in the 
circumstances. In normal situations we do not have to make these judgments solely on our own 
or from scratch. Society has a tradition of social and moral norms, the minimum standards 
among them being enshrined in constitutions and laws. The law does also rule out many of the 
obvious abuses of group power over deviant individuals. You can reason with a strike breaking 
colleague; you cannot - or rather should not - break his arm.  

 
Exercise  

• Can you identify any unwritten standards in the group?  
• Are there marked deviations from these standards by one or more members?  
• Do these standards seem to be well understood by all members, or is there confusion 

about them?  
• Which of the group's standards seem to help, and which seem to hinder the group’s 

progress?  
 

Structure and Organization: Groups have both a formal and an informal organizational 
structure. The formal structure, which might be highly visible (officers, committees, appointed 
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positions) represents the division of labor among members so that essential functions are 
performed. Beyond formal structure there is also informal, much of which comes into play 
behind the scenes. It concerns how things actually get done according to the relative prestige, 
influence, power, seniority and persuasiveness of members. The concept of roles, discussed later, 
is related to structure. Structure can almost be defined as a hierarchy of roles within the group or 
organization.  
 
Structure in work groups ought to be directly related to the common task. In so far as the needs 
of the task are changing, so structure should be flexible or malleable to alteration. Ideally there 
should not be a dichotomy or chasm between the formal and informal structures. Although all 
organizations should encourage communication outside 'proper channels', the better designed 
they are the-less chance should there be that they are run on some secret 'old boy net'.  

 
Exercise  

• What kind of formal structure or organization is there within the group?  
• What is the invisible structure: who really controls; who defers to others?  
• Is the structure understood and accepted by the members?  
• Is it appropriate to the group's purpose and tasks?  

 
Groups in Motion  
So far we have been looking at some of the key elements or variables that make up a group its 
properties or dimensions from an analytical point of view, rather as if we are dissecting dead 
fish. But groups are alive; they do not stand still in time and space. The analytical approach 
needs to be complemented by a holistic view of the moving, living, dynamic whole. Until you 
have seen a shoal of fish gliding together, suddenly turning silver-sided around an invisible 
centre of gravity, you have not understood groups.  
 
Summary  
Groups share a number of properties which can to some extent be abstracted and discussed in 
general. They include a common background or history (or lack of it), participation patterns, 
communication, cohesiveness, atmosphere, standards, structure and organization. Groups 
change and grow because they exist in time as well as space. Seek to understand the processes 
at work within them as they move forwards by fits and starts, progressing and regressing. Then 
you will be in a better position to intervene helpfully. Four simple stages - forming, storming, 
norming and performing - will serve you as a good introduction to the story, especially if you 
are present at the birth of a new group. Group cohesiveness is essential - but remember that it 
brings some potential disadvantages in its train. As a leader you must always watch out for 
these danger signs and then take action to counter them.  Watch out, too, for the group norms. 
Are they as you would want them to be? If not, change them by your words and examples.  To 
lead is to serve, nothing more and nothing less.  
--------------------------------------------------------------------------------------------------------------------- 
1.9 ELEMENTS OF DEVELOPING AS PERSONS, INDIVIDUALS AND 
INDIVIDUALISTS. 
--------------------------------------------------------------------------------------------------------------------- 
Roles of Individuals in a Group: We must understand the groups first. Dear students, Groups 
are, first of all, collections of individuals. An understanding of groups, therefore, has to start with 
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an understanding of individuals. But how do you do that? It could be argued that it is impossible 
to understand individuals in general for that is a contradiction in terms. If you want to know Bill 
you must talk to him, study him and read his life story. No amount of reading books about men 
in general will help you. Bill is Bill.  
 
Although that argument is partly true it is also partly false. For, in its extreme form, it assumes 
that Bill is totally unique. But in fact, different as Bill is, he shares certain factors or elements 
which are common to all other individuals. What are they?  
 
Here then are the beginnings of a strategy for getting to know individuals. We need: (1) to 
understand what is common to all of us, what it can be predicted that all individuals will be or 
do; and (2) to grasp also what is different, special or in our experience unique about this 
particular person. The art is to maintain a balance between these two perspectives.  
 
We shall study the characteristics of   the person in the group, the relation of group or social life 
to being an individual.  
 
What Is Common To All Individuals?  
Humans, as we all know, have much in common with animals: the needs for food and shelter, 
security and self-preservation, for instance. For that matter we share some of the characteristics 
of machines: input of raw materials, conversion to energy and outputs. These two models - 
animals and machines - do not, however, take us very far into the territory of human nature.  
 
Our social nature has its roots in our evolutionary past and to some extent we share that too with 
animals. Various species of animals, birds, fish or insects vary in the extent to which they are 
social. Some creatures live and hunt alone, except for the mating activity. Our nearest relations - 
gorillas, apes and chimpanzees are clearly nearer to the social end of the spectrum.  
 
Yet when we compare our social behavior to those of apes there are some marked differences as 
well as similarities. One observation has especially interested me in this context. Before a child 
is six months old its mother gives it things to clutch in its tiny hands. Gradually the child begins 
to play a greater part in this game of exchanging for the sake of exchange. By the year's end the 
baby is making half of the offerings.  
 
In other words, human mothers naturally evoke their child's distinctive human capacity to give 
and receive. This reciprocity between persons, signified by the giving and receiving of gifts, 
takes us a long way forward. Even before a child has anything of its own to give, its parents give 
it money or thing’s so that it may buy or make presents to give back to them. It is a game that 
equips the child for full membership in the human family. The essence of that family life is 
giving and receiving.  
 
In this social context being a person - personality develops. We are persons before being a 
particular person alias an individual.  It is impossible to think of a person without this social 
exchange of giving and receiving. The exchange of gifts, of course, is symbolic of a deeper 
willingness to give and receive in society. We come later to give according to our talents and 
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abilities; just as we come to receive according to the abilities of others. We give what we are - 
just as we may perhaps tend to become what we give.  
 
There is, I submit, a tendency in human nature, strengthened in some children by maladroit 
parents, to want to take rather than give, or to take more than we give -taking and receiving not 
being quite the same. This inclination or proclivity is a manifestation of a deeper selfishness that 
can grip us. Of course, there is a sense in which we have to be selfish or self-centered in order to 
survive: it is natural to put oneself first, although this is balanced in nature by the 'herd instinct’, 
the desire for the survival of the group or species. But the bias in human nature  towards self, 
which we can see and resent without being able to do much about it, can make us grasping, 
greedy and covetous in our relationships with others.  
 
There is a conflict between this aspect of human nature not only with the 'herd  instinct' factor fur 
corporate rather than individual welfare, but also with a natural moral law which we perceive, 
often in a hazy, distorted or fragmented way, in all human relationships. This is the law that 
giving and receiving should be somehow roughly equivalent or equal in value.  
 
There is a special application of this principle of justice in criminal matters, summed up in the 
proverbial phrase: 'An eye for an eye, a tooth for a tooth'. The same principle applies in 
bartering. Here it is felt that goo means of exchange, goods or services bought or sold were 
supposed to be equal in value to the gold, silver or copper exchanged for them. Most social 
psychologists hold the idea that there is some form of psychological contact between an 
individual and a group, that the rewards of membership will roughly equal the investment (of 
time, talents and so on) the individual makes. Satisfaction is a concept impossible to define 
precisely, but if satisfaction as felt by the individual falls below a certain level he or she will 
leave the group.  
 
George Homans for example, suggested that in work groups people compare their investments 
and rewards with those of other people and expect the resulting equation to reach equal 
proportions, thus:  
 
This equality he calls distributive justice. If for various reasons it is out of balance people may 
feel guilty for having a better investment-reward ratio or resentful at having a worse one than 
their colleagues. Some studies suggest that failure to maintain distributive justice - perceived 
unfairness on part of the leader - produces dissatisfaction and declining productivity.  
 
The concept of justice does not exhaust morality; it is only the foundation for human 
relationships. Being a person leads us to consider the human spirit.  

 
The human spirit is clearly not to be thought of as just one part of our constitution as human 
beings. Rather it is a way of speaking about that which makes us most truly and fully personal.  
 
The concept of spirit, I suggest, includes the capacity for what could be called self-transcendence. 
The phrase human spirit is something to do with our extraordinary capacity to reach beyond our 
limitations, stemming from our consciousness of ourselves as finite, limited individuals. We can, 
as it were, stand back from ourselves and be aware of ourselves as persons.  
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One of the deep attractions of teamwork is precisely that membership of a good team does allow us 
to transcend our own individual limitations of knowledge, ability and performance.  

 
'The joy of working harmoniously with small groups of people who are dedicated to something 
bigger than themselves, and are completely loyal to each other, counts in my experience as one of 
the most rewarding things in life' , a senior manager told me. Most of us would agree with him:  

 
That is the first step to transcending self-interest. For this capacity for self- transcendence is to be 
found mainly in our relations with other people. Your spirit, it has been said, is never as uniquely 
yours as your body, your life or your individuality. It lives only in relation to some other.  Go back 
for a moment to that moral balance between giving and receiving. There are occasions when you 
transcend the rules. With the introduction of money, primarily as a more convenient return the coin 
in which you are paid is joy, which is not the same as pleasure or gratification, but provides a 
deeper and longer-lasting satisfaction. .  

 
In human relations, then, we operate with some notion of justice, in a 'contract' based upon 
reciprocal and equivalent obligations or responsibilities. But, being persons, we can rise to the call 
and transcend that contract. Then there is a fuller expression of the human spirit. I love to 
contemplate that truth: it is so full of hope for the human race.  

 
The concept of being a person in this sense gives us a human right to insist upon being treated as a 
person - not as an animal, a machine or a thing. We each have an inalienable dignity in this sense. 
We owe it to all persons to require that dignity in us to be at least tacitly accepted or recognized, 
just as we have to fight if the person in others is being defaced.  

 
These principles about all persons, rather than particular persons, strike me as important in the 
context of effective team building and leadership for this reason. Your attitudes stem ultimately 
from what beliefs, perceptions or assumptions you hold about human nature. If you get your 
fundamental picture of man and woman wrong then a degree of falsity will eventually color your 
derived attitudes to people at work. You may wish to challenge the view I have expressed here.  

 
But I hope that at least my words will have stimulated you to think out your own concept of human 
nature, so that you are clearer about your values. For if your vision of man is flawed or inadequate, 
you can be sure that people will become aware of it. Then no accumulation of 'interpersonal skills' 
or 'behavioral techniques' will save the day for you.  

 



 26

Developing As Persons  
Your characteristics as a person are not wholly determined by the action of the environment; 
they are also shaped by who you are within yourself as a unique person. Your inheritance 
provides you with a given nature and potential. The dialogue between you and the world is also 
to be understood as a dialogue between heredity and environment. In personal terms some of the 
early elements in that dialogue - in family and school - might be:   
 

• Sense of trust towards oneself and towards others: As receiving and giving develops, 
significant communication does not occur until some relationship of trust is established.  

 
• Sense of autonomy:  A child needs the constant care, supervision and love of his parents; 

on the other hand, he needs to asset his will and stand over against his parents as a 
separate person. He needs to be part of others and distinct from them, to belong and yet to 
be self-sufficient.   

 
• Sense of initiative:  A child must find out what kind of person he is going to be. His 

search will be helped if he has been encouraged to develop a sense of initiative. It is the 
power that moves people to begin things.  

 
• Sense of industry playing:  Schoolwork and membership of teams at school can develop a 

sense of industry. Vocational work - the principal contribution of adults - is central to 
personal life.  

 
• Sense of integrity: It means first learning to adhere to standards or values outside oneself. 

This gives life reference points other than self interest. It aids the development of 
wholeness.  

 
• Sense of security: People like and need a sense of security which comes from 

understanding where they stand in relation to the other significant people in their lives.  
 
Individuals and Individualists: Individuals are just particular persons. The word individual has 
gone through a revolution of meaning. Coming from the Latin individuals, indivisible, it was 
once used to emphasize that we are joined together: as individuals we are inseparable. Now it 
stresses the exact opposite, namely that each person is an indivisible whole, existing as a distinct 
entity.  
 
The contemporary emphasis on our individuality, the total character that is peculiar to an 
individual and distinguishes him from others, has been fed by a number of cultural trends and 
tides: religious, educational and artistic. In Management and Morality (1974) and again in 
Founding Fathers: The Puritans in England and America (1984) the history of the concept of the 
individual has been discussed.  
 
An over-emphasis on the individual can be as harmful to effective team-work as an over-
emphasis on the group. For it leads to individualism - the philosophy that the interests of the 
individual are or ought to be ethically paramount, coupled sometimes with the doctrine that all 
values, rights and duties originate in individuals. This in turn leads to a concentration on 
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promoting the political and economic independence of the individual. The watchwords are 
individual initiative, action and interests. This ideology of individualism is based upon a half-
truth: it ignores the other half of the picture, that we are all 'member’s one of another'.  
 
As Francis Quarles13 expressed it:  No man is born unto himself alone who lives unto himself, 
he lives to none  
 
This movement within our culture towards recognizing the dignity of each person, and 
developing both our common and our peculiar characteristics through education, has made us all 
more self-conscious of our individuality. Sometimes that “heightened awareness is accompanied 
by a sense of cosmic loneliness. Alexander Selkirk - the prototype of Robinson Crusoe - voiced 
that feeling in William Cowper's poem:  'I am out of humanity's reach; I must finish my journey 
alone'.  
 
Most of us are not so out of love with humanity that we should deliberately choose to isolate 
ourselves from others. Some people do. For them freedom is necessary in order to be an 
individual. Therefore they are fleeing the constraints of group membership, mindless of its 
rewards.  Henry Thoreau, the American writer who took to living alone in the wilderness of a 
hundred years ago, wrote:  
 
Wherever a man goes, other men will pursue him and paw him with their dirty institutions, and if 
they can, will constrain him to belong to their desperate odd fellow society'.  
 
The extreme individualist, in the first sense as one who advocates and practices individualism, is 
obviously going to find it difficult to work as a member of a team. For team membership 
involves a contract to put the interests of the whole team before one's own, at least for the 
duration of a   task. If the group's interests conflict with his own - or any other individual's for 
that' matter - he will invariably put the rights of the individual first. The natural tendency for 
communities and organizations peopled by such individualists is towards fragmentation. In the 
early colonial days of America, for example, such individualists were allowed to go and settle in 
what is now the state of Rhode Island, where they predictably made heavy weather of governing 
themselves.  
 
Working groups, communities and organizations, however, should be able to accommodate 
individualists in the second sense of that word: those who pursue a markedly independent course 
in thought and action.  For creative people - artists and scientists, inventors and leaders - tend to 
be individualists within this meaning of the word.  
 
It is not easy to lead or manage individualists, nor is it easy for individualists to submit 
themselves to being managed or led by others. They are far more likely to respond to good 
leaders - leaders they respect and trust - than to being managed in a systematic, routine or 
bureaucratic way. They of all people need to be treated as individuals - the subject of the next 
section.  Apart from the way they are treated, what attracts the individualist into a working group 
and what sustains him while he is in it?  
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If you have a passion for stamp collecting, for example, you may give and receive gifts of 
specimens - or barter them with a fellow enthusiast in your stamp club, or you may simply swap 
ideas on how to conserve and display your collection.  
 
Even the most devout individualist can therefore be drawn into the social life of co-operation 
when he discovers that someone else - perhaps an equally ardent individualist shares his 
particular interest. This mental discovery of common ground is often the moment of conception 
for a lasting friendship.  

 
The first condition for free persons to co-operate is this perception of value in the common task. 
It has to be worthwhile. The second factor - the one that can sustain an individualist in a group or 
team - is the ability to internalize discipline: to transform the constraints that the common task 
and the need to work together impose into self-discipline. This seems to me the only way of 
reconciling two apparent ' opposites. For self-discipline implies constraint, but because it is self-
imposed you remain free - no one is doing it to you.  
 
Hence Milton’s exhortation: 'Love virtue, she alone is free'. This virtue, this self-discipline, not 
only transforms the experience of social or technical constraints but also transcends their 
demands. The minimum limitations on individual freedom are commonly expressed in the form 
of codes of laws or rules, some unwritten. A self-disciplined individual will I both fulfill and 
sometimes transcend these rules.  
 
A naturally courteous person, for example, will sometimes say more or do more than the 
conventions of etiquette or good manners I require of him. He is seen to be free although he has 
in fact subjected himself to a demanding principle. Can individualists work in groups and teams? 
Yes, provided I they see sufficient value in the common task and that cooperative effort is more 
likely to produce results than individual effort. That rational argument needs to be won. But they 
will not sustain their place in working teams unless they are prepared to discipline themselves to 
accept - and perhaps go beyond - the standards of the group. Such self-discipline, however, 
carries an attractive bonus. For it maintains personal freedom, the reverse face of individuality.  
 
On Treating People as Individuals  
We are all individuals, though not all of us are individualists.  Groups and organizations that treat 
its members as individuals are more likely to be successful than those which treat them as a set 
of numbers. But what does the cry 'please, please, treat me as an individual' really mean? The 
recognition that every person, like every situation, is unique is the foundation of the necessary 
attitude.  
 
There are naturally similarities between us - of needs, temperament, interest, habit, job,  and so 
on - but in each of us the similarity is qualified in a peculiar way.  You and I may both have a 
sense of humor, but' it will be a different sense of humor, the differences apparent to both of us 
and our friends as we come to know each other well.  
 
As a manager, you are like tens of thousands of other managers, and yet you are relatively 
different. That is, if you are to act and be acted upon in the most fruitful way, the best being 
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drawn out from you and the best being given to you, you must regard yourself and be regarded 
by others in your individuality.  
 
When regarded simply as a manager (or an operative) you become merely a specimen of a kind. 
One of the paradoxes of modern life is that while the claims of individuality are more frequently 
and more vociferously voiced than ever before, we are organizing ourselves more busily along 
lines that suppress individuality. In one group after another we are being persuaded, cajoled, 
trapped or pressured into suppressing our initiative, judgment and responsibility.  

 
Many people are ceasing to have either power or significance except as a member of this group or 
that. We have compressed our complex individuality into the areas where we conform and 
resemble others.  

 
Liberation from such incipient group or organizational tyranny only comes when the individual is 
recognized, grasped and accepted in his individuality as well as his humanity and  

 
Reflections of a cricket captain Mike Brearley, one of England's most successful cricket captains, 
reflects here on the need to balance individual and group interest in the team. How do you build a 
team of individualists? Cricket is a team game, but as such it is unusual in being made up of 
intensely individual duels. Personal interest may conflict with that of the team: you may feel 
exhausted, and yet have to bowl; you may be required to sacrifice your wicket going for quick 
runs. And these conflicting tensions can easily give rise to the occupational vice of cricket - 
selfishness.  

 
The drive for personal Success is vital to the team. Without it, a player can fail to value himself, 
and assume a diffidence which harms the team. He might, for example, under-rate the 
importance to his confidence - and thus to the team's long-term interest - of his occupying the 
crease for hours, however boringly, in a search for form. And I have seen a whole side in flight 
from selfishness, with Batsmen competing to find more ridiculous ways of getting them selves 
out in order to prove that they weren't selfish. It is the captain's job to coax the happy blend of 
self-interest and team interest from his players, influencing the balance between individual and 
group. Thus he enables the group to create and sustain its identity without a deadening 
uniformity, and to enable the individuals to express themselves as fully as possible without 
damaging the interest on the whole.  
 
Ian Botham, Brearley's successor as Captain of the England Cricket XI, said of him: 'There is 
something about the man. He reads me like a book. He knows what I am thinking and gets the 
best out of me'. It is this ability to understand each individual - each part that makes up the whole 
- that made Brearley such an outstanding leader.  
 
Summary an individual is a particular person. Being fully a person means that he or she is 
capable of giving and receiving. We have notions of what is fair, namely equivalence in this 
mutual exchange. But, possessed of the human spirit, we can transcend these moral ideas of 
justice in personal relationships. We give according to our unique pattern of talents, abilities or 
gifts. Slowly we discover what they are. But we should be nothing if others did not receive our 
gifts. Where would Mozart be if no musicians gave him their skills or no audiences gave him 
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their attention? Achieving a balance between the interests and self expression of each individual 
on the one hand and of the group on the other, is one of the most challenging tasks of leaders. It 
is best done by reference to the third dimension the common task, for it is the value of that task 
which draws us together and underpins our unity. Your attitudes are more fundamental to your 
success in teambuilding than any skills or techniques. They stem from your values. Explore your 
values and keep them in good repair'  
 
Let us rejoice in our individuality, but let us be sure that we develop it for the benefit of others.  
 
Management Activity  
NASA Exercise: Survival on the Moon 
Scenario: 
You are a member of a space crew originally scheduled to rendezvous with a mother ship on the 
lighted surface of the moon. However, due to mechanical difficulties, your ship was forced to 
land at a spot some 200 miles from the rendezvous point. During reentry and landing, much of 
the equipment aboard was damaged and, since survival depends on reaching the mother ship, the 
most critical items available must be chosen for the 200-mile trip. Below are listed the 15 items 
left intact and undamaged after landing. Your task is to rank order them in terms of their 
importance for your crew in allowing them to reach the rendezvous point. Place the number 1 by 
the most important item, the number 2 by the second most important, and so on through number 
15 for the least important.  
 
Roles of a group: ‘A picture is worth a thousand words', says the proverb. In this chapter we 
will see that the   theory begins with the proposition that all groups (like persons) are individuals. 
Even groups in the same organization develop after a time what Lord Attlee referring to British 
cabinets called 'a group personality'. For that reason what works in one group may not work in 
another. But groups share certain common needs. In this chapter we shall explore those needs 
and their implications for teams and leaders.  
 
The needs of the group can be summarized as follows:  
 
Task: The need to accomplish something - build a house, sings an anthem, determine a budget, 
plan a conference, solve a problem, climb a mountain. The need of the group is to try to 
accomplish this task. So long as this task remains undone, there will be a tension in the group 
and an urge to complete the task. The task is what the group is talking about or working on. The 
task is usually seen in terms of things rather than people.  
 
Group: the need to develop and maintain working relationships among the members so that the 
group task can be accomplished. This is called the maintenance need of the group. Maintenance 
refers primarily to people and their relationships with each other. It concerns how people relate 
to each other as they work at the group task. Unless members listen to each other, for example, 
and try to build upon each other's suggestions it will be very difficult, and often impossible, for 
the group to accomplish its task. Yet maintenance is frequently neglected in groups. How long 
would a fleet of jet airliners be able to operate if they were not serviced, refueled and otherwise 
maintained?  
 



 31

Individual: The needs of individuals come with them into groups. People  work in groups not  
only  because  of  interest  in  the  task  to  be  accomplished but also because membership of 
groups fulfils their various needs. Why do people work in the first place? They work because 
they are hungry, they are thirsty and they need somewhere to sleep. Even today, when we use 
money as a means of exchange, most of our salary goes in satisfying those basic needs. But a 
satisfied need ceases to motivate. Once you have enough food and drink, once you have a 
house, other needs rise up in the human heart. You become interested in a pension, job security 
and safety of work. If those' security needs are satisfied by good company policy and through 
the  welfare state, people do not then turn round and say 'Thank you, we are now fully satisfied'. 
Instead they discover other areas of need bubbling up within them: the quality of relationships in  
working life; respect from others and self respect; and then the need for 'self actualization',  a  
fulfillment  of  one's  potential  by  growth.  The needs for physical satisfaction and security are 
stronger and more deep -rooted; if they are threatened then we jump back and defend them.  
The needs for self-esteem, the respect of others and self-fulfillment are weaker, but they are 
more distinctively human. If such needs can be met along with and not at the expense of the group 
task and maintenance needs, then the group will tend to be more effective.  
 
Needs and Leadership Functions: In order that the task and maintenance needs should be met, 
certain functions have to be performed. A function is what you do as opposed to a quality or trait.  
Observers in Group Dynamics training laboratories found these rather long; moreover we found 
it difficult to use two separate forms at once. Therefore various efforts were made to produce a 
composite list. One such working categorization, suggested by Gibb influenced my subsequent 
efforts. They indicated five broad categories of leadership functions:  
 

• Initiating: Keeping the group action moving, or getting it going (for example, suggesting 
action step, pointing out goal, proposing procedure, clarifying)  

• Regulating:      Influencing the direction and tempo of the group’s work (for  example, 
summarizing, pointing out time limits, restating goal)  

• Informing: bringing information or opinion to the group 
• Supporting : creating an emotional climate which holds group together, makes it easy 

for members to contribute to work on the task (for example, harmonizing, relieving 
tension, voicing group feeling encouraging)  

• Evaluating: helping the group to evaluate its decisions, goals or procedures (for 
example, testing for consensus, noting group process)  

 
A group needs all five of these types of function if it is to accomplish its task and maintain its 
cohesiveness. Early in a group's work initiating functions are much needed. Later, as solutions 
are proposed, informing and regulating functions may assume much more importance. 
Supporting functions are needed all the way along.  The evaluating function becomes especially 
relevant ~s the group nears the end of its work.  keeping the group action moving, or getting it 
going (for example, suggesting action step, pointing out goal, proposing procedure, clarifying) 
influencing  the direction and tempo of the group's work  (for example, summarizing, pointing 
out time limits, restating goal) bringing information or opinion to the group creating an 
emotional climate which holds group together, makes it easy  for  members  to  contribute  to  
work  on  the  task (for  example, harmonizing, relieving tension, voicing group feeling, 
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encouraging) helping the group to evaluate its decisions, goals or procedures (for example, 
testing for consensus, noting group process)  
 
Group work will be effective, then, to the degree that needed group functions are supplied at the 
time they are needed.  
 
Some Implications  
Sooner or later all three kinds of needs present in every group must be met to some extent in 
order to achieve effectiveness and satisfaction. When needed functions are missing, group 
progress is slow and uneven. This does not imply that at every moment exactly one third of the 
group's attention and energy should be devoted to each of these three kinds of needs. Over a 
period of time there may be great fluctuations in the amount of group attention and energy 
directed to anyone of these needs. The amount of energy to be allocated depends upon the ability 
of the members to diagnose which of the three needs is most pressing at every moment, and their 
ability to meet this perceived need.  
 
The performing of one function may help to meet two or even three needs simultaneously.  Most 
people usually have preferences for providing one or another function most often, such as the 
inveterate summarizer. Hence there is the tendency to use the word ‘role’ in the context of group 
life.  But most people can at least potentially make more than one functional contribution.  
 
Points to Ponder  
Always bear in mind the three -circles model. It is a simple sketch map of working group life. If 
and when a group bogs, down, look for a needed but missing function, and then perform it or 
encourage someone else to perform it.  
 
Through training (which includes observation and practice) you can learn to perform skillfully a 
wide variety of useful member functions.  
 
Skill is technique that has been mastered to the point where you do not have to think about it. In 
working groups it consists of knowing what to say and do, when, and how.  
 
The skillfulness of your participation is to be judged more by its effect upon the group than by 
your own intentions.  
 
Process issues, you may recall, revolve around the underlying ways in which a group works. 
Again, to repeat an earlier point, it is not the same as group maintenance. In this and the 
following chapter I shall draw out some more lessons about group processes which are relevant 
to teamwork today. . In order to cloth the rather nebulous concept of process I have chosen three 
examples:  responses to authority, response to frustration and decision-making procedures. These 
are obviously not directly connected with each other.  Taken together, however, they can take us 
some steps further in understanding more fully what goes on in groups.  

 
In each section you should bear in mind the Group Dynamics provenance for these ideas. But I 
have selected these particular instances of group process because I have experienced them many 
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times in working groups and I have found the work of psychologists here illuminating rather than 
obfuscating.  

 
Procedures  
All groups need to use some procedures - ways of working - to get things done. In formal 
business meetings we are accustomed to a set of rules or procedures. Informal groups usually use 
less rigid procedures. The choice of procedures  has  a  direct  effect  on  such  other  aspects  of  
group  life  as atmosphere,  participation  and  cohesion.  Choosing procedures that are 
appropriate to the situation and the work to be done may require a degree of flexibility and 
inventiveness by a group. 

 
Exercise 

 
• How does the group determine its practices or agenda?  
• How does it make decisions - by vote, silent assent, and consensus?  
• How does it discover and make use of the resources of its members?  
• How does the work of various members, subgroups and activities get co -coordinated?  
• How does it evaluate its work?  

 
Decision Making  
Group processes revolve around the core of decision making. How are decisions made? Or do 
they just happen? That is a central issue for groups.  
 
Take the case of a group of doctors working together in a Primary health care team in Bristol. 
There are four doctors together with district nurses and health visitors making up this team. The 
senior partner is a woman aged 51, and the other doctors - all men - are aged 29, 32 and 35. At 
one meeting the younger doctors proposed that if disagreements arose about ‘matters concerning 
the group practice, decisions should be taken by vote. The senior partner put her foot down and 
insisted that decisions should be by consensus. Do you think she was right to do so?  
 
Decisions occur - or do not, as the case may be - by a variety of methods. Here you will see 
group processes at work in the following ways:  
 
Apathy nobody is sufficiently interested or concerned to get the group to operate, that is, 
deciding not to decide by tacit agreement. 
 
A decision suggested by an individual to which there is no response.  Plopping  often  occurs  in  
a  new  group  confronted  by  many problems; in a group where a number of the members have 
fairly equal status; when a member is overly aggressive; when a member has difficulty in 
articulating.  
 
Self-authorized decisions a decision made by an individual who assumes authority to do so. 
When such a decision is proposed, the group as a whole  often  finds  it  easier  to  accept  than  
reject,  even  though  some individuals may not be in agreement. The decision is thus by default.  
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Pairing a decision made by two members of the group joining forces.  Such 'hand-clasping' 
sometimes emerges so suddenly that it catches the other members of the group off guard and at 
the same time presents them with another problem (how to deal with the two people at once).  
 
Topic-jumping is a decision to cut short by the inappropriate intrusion of another topic. Topic-
jumping confuses the issue confronting the group and thus changes the nature of the decision.  
 
Minority group is  a decision agreed upon in advance by several members of the group. Cliques 
are present in almost every group, and their pre-arranged decision may be very good. But the 
effect of collusion can be to destroy group cohesiveness and a sense of trust.  
 
Majority views a decision made by some form of voting. The traditional procedure of taking a 
vote often seems to be the only way in which to reach a decision under the given circumstances.  
Nonetheless the minority may remain against the decision despite the vote and therefore not 
likely to act on it.  
 
Does anyone disagree? A decision made by pressure not to disagree. When confronted by such a 
question, several persons who really disagree strongly or who have not had opportunity to 
express their opinion on the issue, might show real reluctance to voice opposition with no 
apparent support. When alternatives have been debated thoroughly by the group and everyone is 
prepared to accept that in the circumstances one particular solution is the best way forward, even 
though it might not be every person's preferred solution.  
 
The most important test is that everyone is prepared to act as though it was their preferred 
solution.  
 
Responses to Authority: Not all the processes at work below the surface - or on it - in group life 
are concerned with making decisions or constitute procedures for tackling common goals. Under 
the umbrella of group processes we can look at two recurring  patterns  in  group  life:  the  
different  responses  to  the  leader's authority and the tendency of groups to withdraw or 'take 
flight' when faced with difficulty.  
 
The T-group began with the trainer asking the group to 'become a group' and then sitting back, 
apparently leaving them to their own devices. This overt behavior - apparently a complete 
abdication from the leadership role - sparked off several reactions in groups which in time 
became fairly predictable.   Although   conditioned   and   sharpened   by   the   T-group 
environment they are latent in all of us and you will have experienced some of them in daily life 
at work in certain situations. The first pair, for example, would be recognized by most of us in 
our family roles as children and parents:  Dependency     Members look to others to tell them 
what to do. They are completely dependent upon the 'authority figure' and are lost without him.  
Counter dependency Members resist authority, especially from the leader. They are hostile to 
any attempt to curtail their freedom. 'What right have you got to tell me what to do?  
 
The dependency and Counter dependency phases we go through as children in regard to our 
parents and teachers can get fixed. There are adults who carry around with them these latent 
attitudes towards those in authority.  
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The dependent person clearly needs to be nurtured   coaxed, counseled and coached - into taking 
a less dependent stance in regard to authority. It is not easy because the pattern of dependency 
can be stamped on a person's nature by parents and teachers. In dealing with counter dependence 
it is important to realize Counter dependency first that these hostile, frustrated feelings are not 
being directed at you personally. They are often the by-product left in the human soul of over-
dominant parents or autocratic teachers. In weaning someone from Counter dependency you 
should not parade your authority; your legitimate authority should stem from your knowledge 
and personality.  
 
In emerging from these two states (and Counter dependency can be the flipside of dependency) 
we have to go through the stage of independence. The independent person is neither dependent 
nor counter dependent to a leader. The adjective carries good overtones of autonomy and 
freedom.  
 
Independence can also mean: 'I am going to have nothing to do with you'. In this case the person 
severs himself from the offending source of authority, if need be by force or flight. This may be 
necessary if that authority has tried to keep you in leading-strings or is authoritarian in its 
behavior. Otherwise independence is a natural phase of growing up. .  
 
Yet it is not the end of the story. For independence in the second sense contravenes the 
elementary principle of reciprocity: that we are made for, and made in, a fundamental process of 
giving and receiving. The natural end of our striving, -then, is the state of interdependence, the 
social commerce of free and equal individuals who accept that their skills, natures and needs are 
complementary.  
 
Fight and Flight: When faced with a difficulty, especially one that is threatening, humans can 
either stand their ground and fight or they can take flight. This behavior can be categorized as 
follows:  
 
Fighting and dominating: Disagreeing, asserting personal dominance; attacking whatever is 
believed to be responsible for the cause of stress. It is common, for example, to blame other 
individuals, groups, institutions, ideas.  
 
Flight and withdrawal: Staying out of discussion; day-dreaming; sulking; running away 
physically or psychologically.  
 
Pairing In pairing, individuals seek reassurance from other individuals about their feelings of 
anxiety or discomfort.  
 
But sometimes the whole group may take a fighting stance. Doubtless you can think of groups 
who have become belligerent. What is not so obvious, however, is when a group is taking flight 
in a psychological way from a dangerous area. You may notice symptoms include a higher 
degree of rather artificial playacting or 'larking about'. Nervous humor and jokes are often 
symptoms of tension, for laughter is a safety valve. This is why groups often laugh at jokes or 
remarks that are not really funny.  
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An intriguing method of group flight occurs when the discussion shifts from the particular to the 
general - and stays there. It can be a form of flight, for example, to discuss the 'problem of 
leadership today' rather than tackle the central  issue  in  the  group,  which  is:  'You,  Jack,  are  
not  giving  us  any leadership’.  
 
It is of course not always true that groups who are talking in general or theoretical terms are 
evading some problem within their own life. Sometimes their very reason for being there is to 
explore such areas in an intellectual fashion. But you should be able to judge when it is flight 
into the general or abstract. As a form of veering away mentally from a problem or difficulty 
they should be tackling, it can afflict all groups in all places.  

 
Defense Mechanisms  
The flight into abstract or general discourse is an example of a largely unconscious group 
response (although a cunning member may manipulate the discussion in that direction if he 
wants no decision to be taken). But individuals also develop unconscious responses to anxiety-
making situations. Some of them get 'institutionalized' in their psychological make -up. These 
can sometimes help to explain why a person may be acting or reacting in a certain way.  
 
One important group is the so-called defense mechanisms.  The identification of them was one of 
the more useful outcomes of Sigmund Freud's work. Defense mechanisms, he believed, are 
employed by individuals to reduce or overcome anxiety. They provide some insights into human 
behavior in groups.  
 
Displacement: for example, where a subordinate is annoyed at his boss and punishes his own 
subordinates or some other person  
 
Repression:  a  process  by  which  unacceptable  desires  or  impulses  are excluded from' 
consciousness and left to operate in the unconscious, for example,  where  an  individual  blocks  
out  or  represses  an  unpleasant experience  
 
Regression: reversion to an earlier mental or behavioral level, for example, when an adult 
behaves in a childish fashion  
 
Over-reaction:  for example, becoming excessively bureaucratic or rule abiding  
 
Projection:  the act of externalizing or objectifying what is primarily subjective.  For example, 
projecting one’s own, thoughts or desires onto others  
Fixation:  an obsessive or unhealthy preoccupation or attachment, for example, a persistent 
concentration on a supposed threat or enemy  
 
Sublimation: directing the energy of (an impulse) from its primitive aim to one that is ethically or 
culturally higher; for example, a naturally aggressive person who becomes an attacking hockey 
centre. Forward Some Depth Mind Strategies  
 
It is unwise to play the role of amateur psychologist if you are a leader or manager, for a little 
learning is a dangerous thing. But Freud's categories can sometimes throw light on the thought-



 37

processes or behavior of individuals in relationships. It may be, too, that groups that have been 
together for a time will also develop their own defense mechanisms. It also may displace, repress, 
over-react, project and form fixations.  

 
In other words, these can be group as well as individual phenomena. As always, the price of 
freedom is eternal vigilance.  

 
Summary  
 
With practice of observation, using this book as a guide, you should be able to distinguish 
between the content of group discussion and the process of group life. Look below the surface 
and ask yourself 'what is going on here'.  
 
Decisions will be influenced by group or individual processes that are not immediately apparent. 
Improved decision making will emerge from a clearer understanding of these pressures and 
allowing for their effects.  Self-awareness is the key.  
 
Attitudes to authority in general- dependence and counter dependence - can influence the way 
that group members respond to your leadership. Keep calm. Conduct yourself so as to make it 
easier for the group and each individual within it to move towards interdependence - with you 
and each other.  
 
Escapism into dreams or fantasy is no bad thing sometimes - we all do .it. But a group that takes 
flight from the 'here and now' into abstractions, sustained endlessly by psychological 
filibustering, is never likely to be effective.  
 
Consensus is a valuable goal in decision making. Where members know each other well, share 
values and can spend time in discussion together, it should be the rule. But where these factors 
are not present it is not always possible for a leader to find it.  
 
By understanding what goes on within groups you can learn to work with the grain rather than 
against it.  
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--------------------------------------------------------------------------------------------------------------------- 
GROUP BUILDING AND MAINTENANCE 
--------------------------------------------------------------------------------------------------------------------- 
2.1 Needs of a Group  

2.2 Coping with Conflict  

2.3 Communication within Groups  

2.4 Effects of Inter-group Conflict  

2.5 Relationship of Group with Environment  

2.6 On Competition and Cooperation 

--------------------------------------------------------------------------------------------------------------------- 
2.1 NEEDS OF A GROUP 
--------------------------------------------------------------------------------------------------------------------- 
Work groups can be divided into temporary and permanent. A temporary or adhoc team or group 
is formed for a specific purpose and then disbands when that is accomplished. 'Task- forces' and 
project groups belong to this category. A permanent or standing team Continues in existence, 
with gaps in membership made up by new recruits. Committees can belong to either category. 
There are pros and cons to both types of work group. Most people respond well to having a 
limited commitment of time, like a sprinter who can clearly see the finishing tape. Against that, 
such groups often disband when they are just becoming real teams in the sense defined in this 
book. The chief advantage of the permanent  team  is  that  members  do  come  to  know  
each  other  and  each  other's capabilities exceptionally well. They should be able to work 
more effectively together. But such groups can become cozy and comfortable, like an old pair 
of slippers. Even assuming that they are still fully effective, they need regular servicing and 
maintenance. Then they can perform at a level of excellence over a long period. Team 
maintenance in that sense is the subject of this chapter. How do you keep a good team in its 
existing state of efficiency and effectiveness?  

 
Maintaining Core Purpose  
It is comparatively easy to select a core purpose, recruit a team and break the purpose down 
into manageable aims and objectives. It is much harder to maintain the core purpose of the 
team, committee or group over a length of time. As a leader you should be prepared from time to 
time to ask yourself and the team the following questions:  

• Why do we exist, what are we here for? 
• Are there more cost-effective ways our purpose and aim could be achieved than having 

this team? 
• Has there been a significant change in our mission as a team? Have we perceived or been 

given new responsibilities? 
• Are we still the right people to be tackling this work? Does it still need a team effort? 

 
Remember that groups have a tendency to want to perpetuate themselves. The instinct for 
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survival comes into play. We are here because we are here. Any move to disband the group 
can be perceived as a threat to unity. The desire for self-perpetuation regardless of task has taken 
over. The group has become a family, not a team.  

 
Therefore as leader you must reassure yourself (if not others) at intervals that there still is a real 
task for this group to perform and that it still requires the degree of teamwork you are seeking to 
build and maintain. Standards, you recall, are the group norms - usually unwritten - which largely 
determine corporate behavior of the group.  There may be, for example, a high standard of 
attentiveness to each other in one group while in another you may notice that no one is listening 
to their neighbor or anyone else.  

 
Standards are technical as well as interpersonal. Ideally groups should set themselves, with 
some direction from their leader, standards of performance which they think they can attain. 
These should be neither too high nor too low, but sufficiently stretching or challenging to grip 
interest and when achieved- to pay dividend in sense of achievement. 

 
Over a period, however, two things can happen. First, the team's standards can slip. 
Idleness,  indifference  or  that  disease  of  success  called  complacency  set  in.  These 
introduce a general feeling of 'anything goes here'. Secondly, is the world outside the organization 
changes? Standards in your given field or industry are constantly rising. What seemed to be high 
performance, high productivity or good sense to the customer ten years ago now seems mediocre 
judged from an impartial standpoint.  
 
One first-aid remedy for declining standards is to generate a sense of competition. The fat and lazy 
manager entered for a marathon has some incentive to become lean and active. So it is with 
groups and organizations. The first step is for you as leader to bring home to the team that, good 
though its performance is; it is no longer good enough. 'Good enough for what?' asks the anxious 
team members. 'Good enough to beat the competition', you reply.  
 
Competition, you recall, deals with relative positions on a league table. But the true end of 
competing with others is not the transitory pleasures of winning. The true end of striving 
against competitors is to raise your standards against some absolute scale of value, that goal 
is summed up by the word excellence. To compete means literally to seek something together.  
Actual competitions should be regarded as incentives, milestones, even games, but not the real 
object of the exercise.  

 
It is not much good holding up absolute values like 'excellence' to a team with slipping standards. 
Your words will sound like 'motherhood' - abstract and banal. But tell the team or organization 
where it stands in relation to the competition as factually as possible. Invite them to tell you 
why they are so low on the scale. Formulate with them some plans which will take you further up 
the ladder within a given time.  

 
Case Study  
When Julian Pritchard became chief executive of Penleys Bank it was like taking over a national 
institution. Penleys had been established in 1762. The Penley family provided a notable line of 
bankers until after the 1974 oil crisis. In the ensuing more difficult economic  conditions  the  
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Penleys  and  their  friends  on  the  board  eventually  found themselves presiding over 
declining profitability. For the first time the family bank, which prided itself on being a large 
family, had to declare redundancies. Pritchard was brought in from another more successful 
bank in 1984. 'Look', he told his executive committee of directors, 'we are in the middle of a 
revolution in the City of London, not to mention new competition from American and other 
foreign banks. At present Penleys is about third or fourth in the second division of merchant 
banks. My aim is to get it up into the first division within three years. That means that we have 
to raise our standards of technical performance, profitability and customer service. Could I 
have your views please?'  
 
You can see what Pritchard is doing. He is using the language of the football league table to 
express in shorthand his resolve to transform the standards of Penleys Bank. In order to stand still, 
let alone to reach the top three places in the 'first division' of merchant banks, those standards 
have to be much higher. In the climate of modern banking, where tasks are increasingly 
complex and interrelated, that is going to require a higher quality of teamwork in Penleys 
between departments who have hitherto seen themselves in separate boxes. Standards of 
presentation to potential clients will have to go up; the aftercare services of the backroom 
technical and administrative staff need to be of a high order. It is  vital that these people doing 
routine and relatively unexciting office functions feel themselves as much a part of the team as 
the 'star players' in Penleys corporate finance division. Julian Pritchard has a formidable 
.leadership challenge in front of him.  
 
Discuss what do you think his next steps should be?  
 
Conclusion -From this case study you can see why   the term teambuilding to team maintenance 
is preferred. If a human group resembled a machine, perhaps maintenance repair, replacing parts, 
oiling and greasing - would be the right word. You can maintain a machine or a house in its 
present state. But a leader is unlikely to be satisfied with any such present state. To repeat, you 
should never finish building your team. As a living entity it is either growing or fading, never 
standing still. To maintain standards you must aim for higher standards.  
--------------------------------------------------------------------------------------------------------------------- 
2.2 COPING WITH CONFLICT  
--------------------------------------------------------------------------------------------------------------------- 
Difference of opinion, physical clash, disagreements and arguments, quarrel—one or more of 
this can cause conflict. Conflict also breeds hatred amongst one another. While the factors 
mentioned above causes conflict, what is the reason behind people getting into arguments, 
clashes and fisticuffs? Trying to analyze and knowing the reasons why, will give us a clearer 
idea about the entire saga of conflicts and provide us ways and means to cope with it. 
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Possible reasons for disagreements 
We tend to become unhappy and get into disagreements with people due to one or more of the 
following reasons: 

• Criticism about our performance at work or home. 
• Disapproval of our behavior or attitude.  
• When people confront us during times of stress. 
• When we feel a threat to our security. 
• When people try to control our thoughts, behavior and attitude 
• When we are denied our basic rights. 
• When people question our integrity or commitment. 
• When people deliberately annoy us pointing out our errors. 
• When someone needles us about our physical or mental capabilities. 

Turning conflict into convenience  
When common sense prevails, even the most disturbing conflicts can be turned to your 
advantage. The parties involved in the rift can either fight for no one’s benefit or bury the hatchet 
and call for truce. This holds true whether you are part of two groups clashing or whether you are 
two individuals clashing with one another. Here are some of the benefits of opting to resolve the 
conflict: 

• When you choose to solve the conflict, it is an opportunity for both to grow 
• When two conflicting sides call for peace, both sides become united and emerge as a 

stronger force.  
• It is a chance to get to know each other well. Who knows, you may even end up admiring 

each other’s qualities which until now you did not know existed. 
• It is an opportunity to show understanding and respect for one another. 
• It is a time when you may begin to realize your own drawbacks. 
• It is a time when you can express all suppressed feelings of each other openly. 
• Your choice of calling for peace talks can breathe some fresh air into a strained 

relationship and can mark the beginning of a new one. 
• It is a chance for both parties concerned to adopt a win–win situation. 

Tips to mange conflicts  
The following are tips to avoid a situation from ballooning into a conflict: 

• Be open with your feelings—be polite but firm, be assertive without being aggressive 
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• Be calm, cool and composed. Anger never won an argument. Besides there are more 
chances of your being heard if you keep your emotions in control and your voice down.  

• Refrain from the blame game. Blaming one another will only add fuel to the fire. 
• Remember the old adage, “It takes two hands to clap”. Listen to the other person’s 

version of the entire episode. This may sometimes make you realize that may be you are 
at fault and the other person’s action may stand vindicated. 

• Respect one another’s rights. Showing respect is a positive attitude and even your worst 
enemy may reciprocate it. When such a reciprocation of respect takes place, it is easier to 
resolve conflicts. 

• Be genuine in your concerns and complaints. Do not feign emotions or make false 
allegations. 

• Keep your line of opinion based on reason. Do not jump to impractical conclusions. 
• Try to heal wounds rather than opening fresh ones. Do not add insult to injury.  
• Opt for a compromise. If you force people to consider only your part of the problem you 

are sending the other party into a defensive position and virtually shutting out all doors to 
an amicable solution. 

• Learn to forgive—most importantly learn to forget 

 
Finally 
Conflicts occur in some way or the other in almost everyone’s life. What is important is to find 
ways to resolve them rather then fueling the confrontation. Create an atmosphere of happiness. 
There are hardly any instances when constant conflicts kept people at peace. Sometimes, the only 
way to resolve a conflict is by forgiveness. Forgiveness is one of the greatest virtues of mankind. 
It takes a great deal of magnanimity and benevolence to forgive someone who has caused you 
harm and unhappiness. But it can be done—it only needs pure empathy and a deeper 
understanding of the fears, insecurities and the weakness of mankind. 
 
The fear of “tomorrow”, the anxiety and untold worries that “what I have today, I must also have 
tomorrow” is the most potent driving force behind all conflicts. And the most powerful solution 
is forgiveness. It is generally thought that it needs a lot of courage to hold on to thoughts, beliefs 
and opinions. This may not be true. You may need great courage to hold on, but remember, it 
takes greater courage to let go. So forgive, forget and know peace—hope there is no conflict with 
that. 
 
What do you do if the team threatens to fall apart because there is personal conflict between two 
or more members? By conflict here I mean primarily a clash of personalities rather than ideas. 
The first strategy is to attempt to de-personalize the issue so that the difference of ideas or 
policies becomes central. This is not easy because personalities and issues tend to become 
intertwined. As a prelude to discussing conflict in this wider sense it maybe useful to chart the 
ways the different individuals are responding to the fact of a conflict of ideas between them.  
 
They adopt one of the following behaviors outlined - 
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Competition/Forcing: Tries to force his own way/ideas through' Gets results; alright when 
quick concerted action is required. If idea/course of action is bad time is wasted; teamwork 
reduced; other views not heard.  
 
Collaboration/Confronting: Brings issues into the open in order to explore all feasible options. 
He will move all the way if convinced. Quality of results is better; commitment of team is higher. 
May take a long time, and is frustrating for people looking for early decision.  
 
Sharing/Compromise:   He is willing to negotiate a half- way position, and is therefore prepared to 
move that far avoiding He opts out when conflict arises, waiting for others to solve it; avoids 
taking up a position.  
 
Accommodation/Smoothing: He is worried about hurting other people's feelings by seeming to 
disagree with them and Leans over backwards to avoid giving offense or to repair 'the damage’. 
Everyone gets something; no one solution is preferred. May be only way to get a result. But the 
quality of the compromise solution or decision may be inferior and commitment to it poor.  
 
Reduces tension: It may result in good ideas being lost. Usually leads to a shelving or 
postponement of the conflict, not its resolution.  On unimportant issues may be best way of 
maintaining group unity it can seem patronizing. Poor solutions often go through because of lack 
of challenge.  
 
Pros and Cons of Different Responses to Conflict: It can help individuals to see that they have 
fallen into one mode of handling conflicts of ideas and that there is other options open. It is 
good sometimes to experiment with a bolder style if you happen to be timid by nature, or a 
more compromising, open and accommodating approach if your natural tendency is to try to 
dominate 'the opposition' with your own ideas.  
 
Returning to interpersonal or inter group tension: it is a matter of judgment to decide at what 
point the tensions begin to turn into conflicts that will seriously impair the work of that team and 
which call for intervention. But you must, as a leader, be ready to make that judgment and then take 
appropriate action.  Should you decide that confronting conflict will lead to higher’ cohesiveness 
eventually, the next step to rea1ise is that you do not hold all the cards - only half of them. If there 
is a conflict between A and B in your team it is going to be primarily those two people who 
resolve it - or it will simply fester and splutter on. You can help in various ways as 
mediator. You can bring some pressure on them: the various non-violent forms of 
'knocking their heads together'. For example, you can set a time limit in which you want their 
differences to have been settled, suggesting a third party arbitrator to help. Or you can offer to 
act in the role of consultant, catalyst or change agent yourself to bring about reconciliation, 
although  it may be difficult  to  combine  that  role  with  being  leader  and  therefore  
ultimately accountable for the work of the team.  
 
Culture plays a part in determining how far conflict involving strong emotions should be brought 
out into the open. In the American Group Dynamics tradition it was felt that all conflicts should 
be brought out into the open - by the trainer if by no one else - and worked through. Equally 
the expression of feelings, however negative or hostile, was encouraged for cathartic reasons.  
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That American approach was introduced into teambuilding activities in other parts of the world.  
 

Case Study  
It is well illustrated in this further extract from lain Mangham's case study 'Building an Effective 
Work Team'. The question of working-through rather than backing-off became very prominent 
when the members focused on the reactions to the question on conflict. The scores revealed that 
nearly all the members considered it useful to 'let sleeping dogs lie'. There appeared to be strong 
feelings that conflict must be avoided whatever the personal costs. The consultant invited the 
members to give free associations around the notion of conflict and a very- impressive list  of  
negative  connotations  was  generated: 'violence', 'destruction', 'vicious', 'cruel', 'hurt',  'smash’,’ 
batter',  'war',  'fight',  'bitter  struggle',  'immature  squabble',  etc.  The implications of this 
negativism were discussed and a handout on conflict was distributed to reinforce the points made 
by the consultants; conflict could be positive, issues could be worked through and resolved.  
 
After some general conversation around the need for people to face up to problems, the 
consultant intervened: 'What does this discussion mean for this section here and now? What 
conflicts do we envisage in talking about the problems we have in working together?'  
 
This intervention prompted an almost immediate return to the questionnaire. Gradually, however, 
an atmosphere of openness and trust was being established. The development of this was greatly 
facilitated by the attitude of the section manager who was willing, as he rather unfortunately put 
it, 'to stick my neck on the block'. At several points he intervened to suggest that his role - be 
discussed. 'I'm willing to listen to any comments.'  
 
Both he and the members realized how difficult it was to discuss roles and relationships 
even' though the consultant gave them support and encouraged them to comment on each 
other's actions in an essentially non-evaluative fashion. They were encouraged to say, 'What 
you did made me feel such and such a feeling,' rather than bluntly saying, 'What you did was 
stupid, wrong, wicked, etc.' In the former manner it was stressed that the recipient was more 
likely to hear the comment, could test his intentions against the reality fed back to him by 
the respondent and could modify his future behavior if he chose to do so.  
 
Discuss—What problems does one envisage in a work place?  

 
Conclusion  
Listening to what others said, of course, was bound up with how they presented what they  
had  to  say,  but  listening  in  itself  was  a  central  concern  of  the  consultant's interventions. 
Members realized how little they listened when they were challenged by the consultant to 
repeat the other man's argument before they attempted to counter it. Such interventions led to a 
marked improvement in mutual attention, to an improvement in really hearing what the other 
had to say rather than seizing upon points on which he could be .attacked.  
 
Attention to the feelings or emotions of people in conflict situations pays dividends. But whether 
or not to encourage people to express their negative emotions towards each other, privately 
or in public, must always be a matter of judgment for there is a calculated risk to be taken 
either way. Will it lead to improved relationships, or is the cure worse than the illness? A close 
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scrutiny of the situation and personalities will usually tell you the right answer.  
 
The ultimate resolution of conflict usually stems from the emotional discovery - or 
rediscovery - that we need each other if we are going to complete the common task. If both 
individuals and parties value that common task, albeit for different reasons, they will be willing 
to make the necessary sacrifices and adjustments. The advantages of co-operating to achieve 
results prove stronger than the displeasures of warfare. If reasoning fails and the conflict worsens, 
you may have to make radical changes in the composition of the team.  
 
To return to an earlier theme, you should help team members to distinguish between the ideas of 
a person and the person himself. Getting team members to see the good in each other - and to 
accept it while living with their private or open rejection of other parts of their colleague's 
personality - is part of the teaching function of leadership. It is an aspect of personal development, 
of growing together into maturity.  

 
The ideal, of course, is to have a high level of mutual trust, respect and - if possible -affection 
between members of the team combined with a toughness towards each other's ideas. What 
should be central is-"the common quest for the truth of the matter. In that pursuit the blows 
may come thick and fast but they are not perceived or taken as being personal in any way, just as 
two professional boxers trade punches. Each member of the team has learnt how to accept the 
other person while rejecting his idea if it merits rejection.  
 
The Case Study of the Poor Performer  
Dr Neutrino is a lecturer in the Department of Astronomical Engineering. He has been in the 
University since his late twenties and is now fifty- three years old. He has done little or no 
research, except for two short papers ten years ago. His lecture course produces poor 
examination results. Final year degree students have commented that his notes and example 
sheets are insufficiently rigorous. His teaching style is barely adequate. His colleagues find 
Neutrino has become apathetic; he is unenterprising and unwilling to exert himself. He does 
not initiate any exchange s with the students, but is helpful when approached. He is frequently 
absent or late arriving. Despite all this he is likeable. His colleagues have been tolerant about 
his shortcomings for several years, but now the necessity for improving standards of the 
department is very real. For Astronumeric Engineering will suffer from the cut-backs in 
government funding, and some departments the less good ones - will have to close in two years 
time; no one knows which ones. The last head of department had some rows with Neutrino but 
then gave up - partly because Neutrino hurt his feelings by what he said about the department 
and partly because he did not like rows. 'The University cannot sack Neutrino because he has 
security of job tenure', he explained to you when you took over as departmental head six months 
ago. But Neutrino's colleagues are getting more restive; three of them' have been to talk to 
you about him privately in the last month.  
 
Discuss --As leader of the team what are you going to do? What motivates Dr.Neutrino?  
 
Conclusion  
There is no short and simple answer to the case of the underachieving member in your team. 
The strategy for finding an answer, however, is plain. First, you must diagnose the causes of 
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underachievement. It may be lack of motivation, inadequate training, and poor leadership in the 
past. It may be that the person is in the wrong job - Neutrino should never have been a 
university lecturer. Still, as a leader you are like a golfer who has to play the ball where it lies.   
If possible, check out your interpretation with the person concerned. 
Ask Dr Neutrino what he wants - what motivates him now. He may want early retirement; if so 
you will be more than willing to help him achieve it. He may want to become a full member of 
the team but in a different role: perhaps more in an administrative capacity.  List the feasible 
options for him and with him.  But 'carrying on as we are now' is not allowed on the list!  
 
An underachieving member may dispute the fact that he is so. Be prepared to tell him the 
impressions created by his behavior in the department; what is observable to you and others - with 
some concrete examples in reserve to produce if necessary. This may lead into a discussion of 
Neutrino’s attitudes.  But you should avoid delving into his personality positions central to the 
person - for that cannot be changed. The end result should be an agreed action plan to restore 
the individual as a fully effective member of a team which is setting its sights and standards 
higher today than yesterday.  
 
That plan, like all plans, should be flexible. There should be a 'contract' with the person 
concerned to review progress at agreed intervals. The contingency option of parting company 
must always remain if that progress is not forthcoming.  

 
Exercise   -- Does Your Team Need Maintenance?  

• Are there any symptoms of low morale, such as a decline in the team's self- 
confidence, a weakening of resolve and a loss of a sense of purpose? 

• Has the group or organization lost its sense of direction? 
• Is each individual member still clear about the team's core mission and its principal aims? 

Are personal goals or objectives related to that purpose? 
• Is the atmosphere of the group negative and lukewarm? Are individual members 

lackluster  in  their  enthusiasm Has  communication  between  members  been 
dwindling? . Are there signs of mistrust developing? 

• All groups have potential 'metal fatigue' cracks. Are these cracks widening into 
divisions between individuals, cliques, or sub - groups? 

• Have professional and personal standards declined in the last   six months? 
• Can you identify one or more individuals who are clearly under achieving when 

measured against today's group standards?  
• Are there complaints about your leadership?  

 
If you have answered yes to seven or more of these questions you need to maintain or build 
the team anew. Go back to the beginning of this chapter and re-read it carefully until an action 
plan begins to take shape in your mind.  

 
Summary  
Teams, like friendships, need to be kept in good repair. Their purpose should be kept bright 
and burnished; their standards should be rising incrementally and their cooperation becoming ever 
closer and more effective.  
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You should encourage the clash of ideas, not personalities. There is enough conflict outside 
the organization without fighting each other. Remember the African proverb: 'When the 
elephants fight it is the grass that gets trampled'. Being on the same side should help you to develop 
hard  debate  in  your  group  without  the  side  effects  of  emotional  hurt  and  interpersonal 
bitterness.  
 
Never rest content with your team's level of performance. If they are that good they can be better 
tomorrow. Team maintenance is about removing those obstacles which prevent you growing as a 
team. Do not be so busy on the common task that you forget the common life.  
 
Management activity  
Survival Scenario Exercise  
Description of a Team Building Exercise  
Survival Scenarios  

• Classic group communication & decision making exercise  
• Groups get intensely engaged because the "survival stakes" are high and none of the 

decisions are easy  
• Works for a wide variety of ages and focuses, indoors or outdoors  
• Ideal group size ~5 -10  

 
Developing the Scenario 

• Decide whether members of the group are to:  play themselves, or play characters  
• Present a scenario to the group in the desert, or on an island, or o in plane crash, or 

entering a bunker because of nuclear war, on the moon, etc.  
• Explain that the task is to  select the most useful objects (or rank) from a list, or o  select 

which people are to live and die  
• Provide a time limit for the final decision (e.g., 20 minutes) let the group goes!  Variations  
• Get individuals to make their own decisions on paper first, and then let the group discuss 

and make a group decision.  
 
Compare with a list of 'expert' answers.   Group answers are almost invariably more accurate than 
individual answers, illustrating the importance of group decision-making.  

 
Equipment: 1 scenario, 1 list the group, & 1 expert list (optional)  
Time: Allow 45 - 60 mins; ~25 minutes exercise time & ~20 minutes 'calm down' & discussion  
Scenarios (free):  

• Survival Simulation Game  
• Plane Crash Survival Scenario  
• NASA Exercise: Survival on the Moon    
• Space Survival Challenge  
• Space Survival Scenario  
• Survival Scenarios (commercial):  
• Human Synergistic  
• Ideas and Training  
• The real thing: What will the end of society be like?  
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• The real survivors: Survival training for selection of NASA astronauts  
• Psychology of extreme expeditions  

 
A Simulation Game  
You and your companions have just survived the crash of a small plane.  Both the pilot and co-pilot 
were killed in the crash.   It is mid-January, and you are in Northern Canada.   The daily temperature 
is 25 below zero, and the night time temperature is 40 below zero.   There is snow on the ground, and 
the countryside is wooded with several creeks cris-crossing the area.  The nearest town is 20 miles 
away.  You are all dressed in city clothes appropriate for a business meeting.   Your group of 
survivors managed to salvage the following items:  

• A ball of steel wool  
• A small ax  
• A  loaded  .45-caliber pistol  
• Can of Crisco shortening  
• Newspapers (one per person)  
• Cigarette lighter (without fluid)  
• Extra shirt and pants  for each survivor 20 x 20 ft. piece of heavy-duty canvas  
• A sectional air map made of plastic One quart of 100-proof whiskey 
• A  compass  
• Family-size chocolate bars (one per person)  

 
Your task as a group is to list the above 12 items in order of importance for your survival.  List the 
uses for each.   You MUST come to agreement as a group.  
 
Explanation  
Mid-January is the coldest time of year in Northern Canada.  The first problem the survivors face is 
the preservation of body heat and the protection against its loss.  This problem can be solved by 
building a fire, minimizing movement and exertion, using as much insulation as possible, and 
constructing a shelter.  

 
The participants have just crash-landed.   Many individuals tend to overlook the enormous shock 
reaction this has on the human body and the deaths of the pilot and co-pilot increases the shock. 
Decision-making under such circumstances is extremely difficult.  Such a situation requires a strong 
emphasis on the use of reasoning for making decisions and for reducing fear and panic.  Shock would 
be shown in the survivors by feelings of helplessness, loneliness, hopelessness, and fear. These 
feelings have brought about more fatalities than perhaps any other cause in survival situations.   
Certainly the state of shock means the movement of the survivors should be at a minimum, and that 
an attempt to calm them should be made before taking off, a pilot has to file a flight plan which 
contains vital information such as the course, speed, estimated time of arrival, type of aircraft, and 
number of passengers. Rescue operations begin shortly after the failure of a plane to appear at its 
destination at the estimated time of arrival.  

 
The 20 miles to the nearest town is a long walk under even ideal conditions, particularly if one is not 
used to walking such distances.  In this situation, the walk is even more difficult due to shock, snow, 
dress, and water barriers.  It would mean almost certain death from freezing and exhaustion. At 
temperatures of minus 25 to minus 40, the loss of body heat through exertion is a very serious matter.  
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Once the survivors have found ways to keep warm, their next task is to attract the attention of search 
planes. Thus, all the items the group has salvaged must be assessed for their value in signaling the 
group’s whereabouts.  
 
The ranking of the survivor’s items was made by Mark Wanvig, a former instructor in survival 
training for the Reconnaissance School of the 101st Division of the U.S. Army.  Mr. Wanvig 
currently conducts wilderness survival training programs in the Minneapolis, Minnesota   area. This 
survival simulation game is used in military training classrooms.  
 
Rankings  

• Cigarette lighters (without fluid): The gravest danger facing the group is exposure to cold.   
The greatest need is for a source of warmth and the second greatest need is for signaling 
devices.  This makes building a fire the first order of business. Without matches, something is 
needed to produce sparks, and even without fluid, a cigarette lighter can do that.  

 
• Ball of steel wool: To make a fire, the survivors need a means of catching he sparks made by 

the cigarette lighter. This is the best substance for catching a spark and supporting a flame, 
even if the steel wool is a little wet.  

 
• Extra shirt and pants for each survivor:  Besides adding warmth to the body, clothes can also 

be used for shelter, signaling, bedding, bandages, string (when unraveled), and fuel for the 
fire.  

 
• Can of Crisco shortening this have many uses: A mirror-like signaling device can be 

made from the lid.  After shining the lid with steel wool, it will reflect sunlight and 
generate 5 to 7 million candlepower. This is bright enough to be seen beyond the horizon. 
While this could be limited somewhat by the trees, a member of the group could climb a 
tree and use the mirrored lid to signal search planes. If they had no other means of 
signaling than this, they would have a better than 80% chance of being rescued within the 
first day.  There are other uses for this item.  It can be rubbed on exposed skin for 
protection against the cold. When melted into oil, the shortening is helpful as fuel. When 
soaked into a piece of cloth, melted shortening will act like a candle.  The empty can is 
useful in melting snow for drinking water.  It is much safer to drink warmed water than to 
eat snow, since warm water will help retain body heat. Water is important because 
dehydration will affect decision-making. The can is also useful as a cup.  

 
• 20 x 20 foot piece of canvas:  The cold makes shelter necessary, and canvas would protect 

against wind and snow (canvas is used in making tents).  Spread on a frame made of trees, it 
could be used as a tent or a wind screen.   It might also be used as a ground cover to keep the 
survivors dry.  Its shape, when contrasted with the surrounding terrain, makes it a signaling 
device.  

 
• Small ax: Survivors need a constant supply of wood in order to maintain the fire. The ax 

could be used for this as well as for clearing a sheltered campsite, cutting tree branches for 
ground insulation, and constructing a frame for the canvas tent. 
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• Family size chocolate bars (one per person): Chocolate will provide some food energy. Since 

it contains mostly carbohydrates, it supplies the energy without making digestive demands on 
the body.  

 
• Newspapers (one per person) these are useful in starting a fire: They can also be used as 

insulation under clothing when rolled up and placed around a person’s arms and legs. A 
newspaper can also be used as a verbal signaling device when rolled up in a megaphone -
shape.  It could also provide reading material for recreation.  

 
• Loaded .45-caliber pistol: The pistol provides a sound-signaling device. (The international 

distress signal is 3 shots fired in rapid succession). There have been numerous cases of 
survivors going undetected because they were too weak to make a loud enough noise to 
attract attention.  The butt of the pistol could be used as a hammer, and the powder from the 
shells will assist in fire building.   By placing a small bit of cloth in a cartridge emptied of its 
bullet, one can start a fire by firing the gun at dry wood on the ground. The pistol also has 
some serious disadvantages.  Anger, frustration, impatience, irritability, and lapses of 
rationality may increase as the group awaits rescue.   The availability of a lethal weapon is a 
danger to the group under these conditions. Although a pistol could be used in hunting, it 
would take an expert marksman to kill an animal with it.  Then the animal would have to be 
transported to the crash site, which could prove difficult to impossible depending on its size.  

 
• Quart of 100 proof whiskey the only uses of whiskey are as an aid in fire building and as 

a fuel for a torch (made by soaking a piece of clothing in the whiskey and attaching it to a 
tree branch).  The empty bottle could be used for storing water. The danger of whiskey is 
that someone might drink it, thinking it would bring warmth.  Alcohol takes on the 
temperature it is exposed to, and a drink of minus 30 degrees Fahrenheit whiskey would 
freeze a person’s esophagus and stomach.   Alcohol also dilates the blood vessels in the 
skin, resulting in chilled blood belong carried back to the heart, resulting in a rapid loss of 
body heat.  Thus, a drunken person is more likely to get hypothermia than a sober person 
is.  

 
• Compass because a compass might encourage someone to try to walk to the nearest town, 

it is a dangerous item. Its only redeeming feature is that it could be used as a reflector of 
sunlight (due to its glass top). Sectional air map made of plastic this is also among the 
least desirable of the items because it will encourage individuals to try to walk to the 
nearest town. It’s only   useful feature is as a ground cover to keep someone dry.  

 
• How to score: Each team should list its top 5 choices in order prior to seeing the answer 

sheet.  To award points,    look at the ranking numbers on this answer sheet.  Award 
points to each team’s top choices according to the numbers here.  For example, the map 
would earn 12 points, while the steel wool would earn 2 points. Lowest score wins (and 
survives).  
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--------------------------------------------------------------------------------------------------------------------- 
2.3 COMMUNICATION WITHIN THE GROUPS 
--------------------------------------------------------------------------------------------------------------------- 
Small-group Communication refers to the nature of communication that occurs in groups that 
are between 3 and 12 to 20 individuals. Small group communication generally takes place in a 
context that mixes interpersonal communication interactions with social clustering. 
 
The first important research study of small group communication was performed by social 
psychologist Robert Bales and published in a series of books and articles in the early and mid 
1950s . This research entailed the content analysis of discussions within groups making decisions 
about "human relations" problems (i.e., vignettes about relationship difficulties within families or 
organizations). Bales made a series of important discoveries. First, group discussion tends to 
shift back and forth relatively quickly between the discussion of the group task and discussion 
relevant to the relationship among the members. He believed that this shifting was the product of 
an implicit attempt to balance the demands of task completion and group cohesion, under the 
presumption that conflict generated during task discussion causes stress among members, which 
must released through positive relational talk. Second, task group discussion shifts from an 
emphasis on opinion exchange, through an attentiveness to values underlying the decision, to 
making the decision. This implication that group discussion goes through the same series of 
stages in the same order for any decision-making group is known as the linear phase model. 
Third, the most talkative member of a group tends to make between 40 and 50 percent of the 
comments and the second most talkative member between 25 and 30, no matter the size of the 
group. As a consequence, large groups tend to be dominated by one or two members to the 
detriment of the others. 
 
Linear Phase Model: The most influential of these discoveries has been the latter; the linear 
phase model. The idea that all groups performing a given type of task go through the same series 
of stages in the same order was replicated through the 1950s, 1960s and 1970s; with most 
finding four phases of discussion. For example, communication researcher B. Aubrey Fisher 
showed groups going sequentially through an orientation stage, a conflict stage, a stage in which 
a decision emerges and a stage in which that decision is reinforced. Much of this research 
(although not necessarily Fisher's) had two fundamental flaws. First, all group data was 
combined before analysis, making it impossible to determine whether there were differences 
among groups in their sequence of discussion. Second, group discussion content was compared 
across the same number of stages as the researcher hypothesized, such that if the researcher 
believed there were four stages to discussion, there was no way to find out if there actually were 
five or more. In the 1980s, communication researcher Marshall Scott Poole examined a sample 
of groups without making these errors and noted substantial differences among them in the 
number and order of stages. He hypothesized that groups finding themselves in some difficulty 
due to task complexity, an unclear leadership structure or poor cohesion act as if they feel the 
need to conduct a "complete" discussion and thus are more likely to pass through all stages as the 
linear phase model implies, whereas groups feeling confident due to task simplicity, a clear 
leadership structure and cohesion are more likely to skip stages apparently deemed unnecessary. 
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Idea development 
Another milestone in the study of group discussion content was early 1960s work by 
communication researchers Thomas Scheidel and Laura Crowell regarding the process by which 
groups examine individual proposed solutions to their problem. They concluded that after a 
proposal is made, groups discuss it in an implied attempt to determine their "comfort level" with 
it and then drop it in lieu of a different proposal. In a procedure akin to the survival of the fittest, 
proposals viewed favorably would emerge later in discussion, whereas those viewed unfavorably 
would not; the authors referred to this process as "spiraling." Although there are serious 
methodological problems with this work, other studies have led to similar conclusions. For 
example, in the 1970s, social psychologist L. Richard Hoffman noted that odds of a proposal’s 
acceptance are strongly associated with the arithmetical difference between the number of 
utterances supporting versus rejecting that proposal. More recent work has shown that groups 
differ substantially in the extent to which they spiral. 

None of this work has attempted to link discussion content with task output. The most successful 
attempt at that can be found in a 1980s research program of communication researcher Randy Y. 
Hirokawa. The implication of this program is that to an extent, depending upon task, the quality 
of a group's decision appears to be associated with the extent to which the group examines the 
problem it faces, identifies the requirements of an ideal solution and evaluates the positive and 
negative features of proposed solutions. Although this reads like Bales's linear phase model, 
Hirokawa (like Poole at about the same time) demonstrated that these decision functions need 
not occur in any particular order. Communication researchers Renee Meyers and Dale Brashers 
have also had some success in correlating group decisions with the pattern of arguments (in the 
sense of argumentation theory) that occur during discussion. 

Social influence in groups 
Work relevant to social influence in groups has a long history. Two early examples of social 
psychological research have been particularly influential. The first of these was by Muzafer 
Sherif in 1935 using the auto kinetic effect. Sherif asked participants to voice their judgments of 
light movement in the presence of others and noted that these judgments tended to converge. The 
second of these was a series of studies by Solomon Asch, in which naive participants were asked 
to voice their judgments of the similarity of the length of lines after hearing the "judgments" of 
several confederates (research assistants posing as participants) who purposely voiced the same 
obviously wrong judgment. On about 1/3 of the cases, participants voiced the obviously wrong 
judgment. When asked why, many of these participants reported that they had originally made 
the correct judgment but after hearing the confederates, decided the judgments of several others 
(the confederates) should be trusted over theirs. As a consequence of these and other studies, 
social psychologists have come to distinguish between two types of social influence; 
informational and normative (see conformity). Informational influence occurs when group 
members are persuaded by the content of what they read or hear to accept an opinion; Sherif's 
study appears to be an example. Normative influence occurs when group members are persuaded 
by the knowledge that a majority of group members have a view. Normative influence should not 
be confused with compliance, which occurs when group members are not persuaded but voice 
the opinions of the group majority. Although some of the participants in the Asch studies who 
conformed admitted that they had complied, the ones mentioned above who believed the 
majority to be correct are best considered to have been persuaded through normative influence. 



 53

Group decisions 
By the end of the 1950s, studies such as Sherif's led to the reasonable conclusion that social 
influence in groups leads group members to converge on the average judgment of the individual 
members. As a consequence, it was a surprise to many social psychologists when in the early 
1960s; evidence appeared that group decisions often became more extreme than the average of 
the individual predisposed judgment. This was originally thought to be a tendency for groups to 
be riskier than their members would be alone (the risky shift), but later found to be a tendency 
for extremity in any direction based on which way the members individually tended to lean 
before discussion (group polarization). Research has clearly demonstrated that group polarization 
is primarily a product of persuasion not compliance. Two theoretical explanations for group 
polarization have come to predominate. One is based on social comparison theory, claiming that 
members look to one another for the "socially correct" side of the issue and if they find 
themselves deviant in this regard, shift their opinion toward the extreme of the socially correct 
position. This would be an example of normative influence. The other 'persuasive arguments 
theory' (PAT), begins with the notion that each group member enters discussion aware of a set of 
items of information favoring both sides of the issue but lean toward that side that boasts the 
greater amount of information. Some of these items are shared among the members (all are 
aware of them), others are unshared (only one member is aware of each). Assuming most or all 
group members lean in the same direction, during discussion, items of unshared information 
supporting that direction are voiced, giving members previously unaware of them more reason to 
lean in that direction. PAT is an example of informational influence. Although PAT has strong 
empirical support, it would imply that unshared items of information on the opposite side of the 
favored position would also come up in discussion, canceling the tendency to polarize. Research 
has shown that when group members all lean in one direction, discussion content is biased 
toward the side favored by the group, inconsistent with PAT. This finding is consistent with 
social comparison notions; upon discovering where the group stands; members only voice items 
of information on the socially correct side. It follows that an explanation for group polarization 
must include information influence and normative influence. 

The possibility exists that the majority of information known to all group members combined, 
supports one side of an issue but that the majority of information known to each member 
individually, supports the other side of the issue. For example, imagine that each member of a 4-
person group was aware of 3 items of information supporting job candidate A that were only 
known to that member and 6 items of information supporting job candidate B that were known to 
all members. There would be 12 items of information supporting candidate A and 6 supporting 
candidate B but each member would be aware of more information supporting B. Persuasive 
arguments theory implies that the items of information favoring A should also come up, leading 
to each member changing their mind but research has indicated that this does not occur. Rather, 
as predicted by the merging of PAT and social comparison theory, each member would come 
into discussion favoring B, that discussion would be heavily biased toward B and that the group 
would choose B for the job. This circumstance, first studied by Stasser and Titus, is known as a 
"hidden profile" and is more likely to occur as group size increases and as the proportion of 
shared versus unshared items of information increases. 
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Nonverbal Communication 
Body language is a form of nonverbal communication, consisting of body pose, gestures, eye 
movements and paralinguistic cues (i.e. tone of voice and rate of speech). Humans send and 
interpret such signals unconsciously. It is often said that human communication consists of 93% 
body language and paralinguistic cues, while only 7% of communication consists of words 
themselves  - however, Albert Mehrabian, the researcher whose 1960s work is the source of 
these statistics, has stated that this is a misunderstanding of the findings  (see Misinterpretation 
of Mehrabian's rule). Others assert that "Research has suggested that between 60 and 70 percent 
of all meaning is derived from nonverbal behavior." 
 
Physical Expression 
Physical expressions like waving, pointing, touching and slouching are all forms of nonverbal 
communication. The study of body movement and expression is known as kinesics. Humans 
move their bodies when communicating because as research has shown, it helps "ease the mental 
effort when communication is difficult." Physical expressions reveal many things about the 
person using them for example, gestures can emphasize a point or relay a message, posture can 
reveal boredom or great interest, and touch can convey encouragement or caution. 
 
Body Language and Space 
Interpersonal space refers to the psychological "bubble" that we can imagine exists when 
someone is standing way too close to us. Research has revealed that in North America there are 
four different zones of interpersonal space. The first zone is called intimate distance and ranges 
from touching to about eighteen inches apart. Intimate distance is the space around us that we 
reserve for lovers, children, as well as close family members and friends. The second zone is 
called personal distance and begins about an arm's length away; starting around eighteen inches 
from our person and ending about four feet away. We use personal distance in conversations 
with friends, to chat with associates, and in group discussions. The third zone of interpersonal 
space is called social distance and is the area that ranges from four to eight feet away from you. 
Social distance is reserved for strangers, newly formed groups, and new acquaintances. The 
fourth identified zone of space is public distance and includes anything more than eight feet 
away from you. This zone is used for speeches, lectures, and theater; essentially, public distance 
is that range reserved for larger audiences. 
 
Language Difficulties 
Misunderstandings in communication are common because of the many different ways people 
use language. Though there is no right or wrong way to communicate, avoiding language barriers 
such as jargon, bypassing, and offensive language may prevent misunderstandings in group or 
interpersonal discussions. One of the more common barriers in communication is the 
inappropriate use of jargon. Jargon is a fictive language invented by and for the group as verbal 
shorthand. It also syllabifies group membership when used properly. The problem with jargon is 
that it can make words confusing and can be used to conceal the truth. Another barrier to 
language is bypassing. Bypassing occurs when group members have different meanings for 
different words and phrases and thus miss each others meanings. To overcome the risk of 
bypassing it is important to look to what the speaker wants and not always at what the speaker 
says. The third most common language barrier is offensive language. Offensive language is "any 
terminology that demeans, excludes, or stereotypes people for any reason. Avoiding sexist, 
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discriminating, or labeling talk will greatly reduce chances of miscommunication. Remember, 
there is no right or wrong way to communicate. Though language difficulties are common, 
avoiding barriers like jargon, bypassing, and offensive language, will greatly reduce your 
chances of being misunderstood. Only through habitual awareness can one begin to truly 
understand and then be understood. 
 
The group's relationships with its environment many groups run into trouble because they ignore 
the fact that as a group they are part of a wider organization. They may work happily and well as 
a close knit team, but somehow their efforts are not supported by other parts of the organization. 
The group may even come under attack. It has ignored the principle of always seeing one's group 
as part of a larger whole. That should start within the group itself and work upwards and 
outwards.  If you put a group - say of about ten to fifteen people in a face-to-face relationship 
with each other - under a metaphorical microscope you will find that it is made up of actual or 
potential subgroups, like an atom disclosing neutrons and other sub -atomic particles. These can 
be at odds with each other.  
 
Conversely, if you stand back a mile and look at the same group through a metaphorical 
telescope you will see that it is one of a cluster of groups forming part of a larger organization or 
community. Go back two or three miles and your telescope will reveal that the organization in 
turn is part of a galaxy of like-sized or related organizations. If you could move far enough away 
and use a radio telescope, your organization would appear as a mere dot on the screen, a speck in 
the universe of world society streaming past in light years of time.  
 
While continuing to pursue the theme of intragroup relations by looking at subgroups, will focus 
on the study of conflict and harmony between groups. Just as no individual exists in isolation so 
no group functions by itself. So great is the inter-dependence of groups today those events in one 
are invariably transmitted to others, producing either harmony or discord in them.  
 
Subgroups: Each group contains actual or potential subgroups. These often reflect membership 
of other groups, for example, fathers, mothers, trades unionists, golfers, managers, car drivers, or 
they may be clusters of like-minded individuals. For in every group the participants tend very 
soon to begin to identify certain individuals that they like more than other members and others 
they like less. These subtle relationships of friendship and antipathy have an important influence 
on the group's activities. There is some research, for example, that suggests that people tend to 
agree with people they like and disagree with people they dislike. During anyone day a person 
may move between a numbers of these groups.  
 
They are informal groupings as opposed to the formal groups - such as comminees, working 
parties and project groups - established as part of the organizational structure or by a formal act 
of authority.  
 
Exercise: Can you identify the subgroups in your own primary work group? What are their 
principal distinguishing characteristics?  
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--------------------------------------------------------------------------------------------------------------------- 
2.4 THE EFFECTS OF INTERGROUP CONFLICT  
--------------------------------------------------------------------------------------------------------------------- 
Experience of life shows us that individuals, because they have differing goals, needs, ways of 
looking at the world and so on, often find themselves in conflict with others. The more the 
individual defines the situation as one in which he can only gain his goals at the expense of 
others, the more conflict is likely. The more he defines the situation as one in which it is possible 
for all to reach their goals, the more co -operation is likely.  
 
Conflict in the sense of contrast of ideas is not undesirable; only through expression of difference 
can good problem solving take place. Contrast can lead to clarification, progress or seeing a way 
forward. Expecting everyone to agree is as unrealistic as assuming that no agreement is possible. 
But conflict is to be avoided, chiefly because it diverts the activity of a group from getting on 
with their job.  It  becomes  especially  undesirable  when  it  is  so  severe  as  to  disable  the 
participants al1d prevent the continuation of problem solving. In order to examine conflict and 
co-operation between groups it is useful to look first at behavior within groups and 
consequent characteristics.  
 
The more the inter-group situation is understood in terms of win lose, the more likely you will 
see some hostile effects. The more it is defined as making decisions or overcoming problems the 
less likely these effects are, though they never completely disappear.  
 
When two are competing together in training situations the following sorts of behavior are 
typical. They represent changes of relationship within the group and between groups.  Remember, 
however, that these are only tendencies. These behaviors do not invariably occur. Within the 
groups: 
  

• Cohesiveness: Each group pulls in closer together; it sees the other as the enemy, so loyalty 
to the group increases. Suddenly we become a 'good group' and forget our internal 
difficulties.   

 
• Perceptions:  Perception becomes distorted; each group sees only the best in itself and 

the worst in the other. Feeling that the group is inherently good increases. A filter or 
screen is put up for incoming information  

 
• Territorial imperative: The group feels it owns and must guard certain territory for 

example, its rooms. It acts also to protect territory in the wider sense, for example, 'we are 
responsible for customer service, not you’.  

 
• Conformity: Each group expects or even demands more conformity from its members 

and accepts more control from its leaders. There is much more emphasis upon unity at all 
costs.  

 
• Atmosphere: This changes high to low concern about the task as more and more effort 

is put into maintaining the group.  
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• Structure: More structure is introduced, sometimes reflecting interests of powerful 
subgroups or revealing cleavages between them.  

 
The general tendencies, then, are for each group to close ranks, to become more cohesive, and to 
place a much higher value on itself than upon the other group. The latter becomes the enemy, 
the implicit or explicit threat to one's own group. Insecurity lurks below the surface of all our 
dealings with each other. It is relatively easy to mobiles this sense of insecurity in order to unite 
a group in the face of a common threat. Whether it is wise to do so is another matter. There is all 
the difference in the world between a common threat which is an external, real one, and a group 
that is at least in theory on your own side.  

 
Between the groups:  

 
• Hostility: Members become hostile towards the other group. These hostile attitudes can 

erupt into various forms of aggressive rhetoric and behavior. Bad stereotypes are formed 
of the other group, based on the worst assumptions about their motives.  

 
• Communication: Interaction slackens and communication decreases. The group does not 

want to see the other. Words and non-verbal behavior are interpreted in ways which 
support the group's own position. Members do not listen to the ‘adversary’; they hear 
only that which supports their own position. They may even attack points of the 
adversary's position which are in fact already accepted in their own group.  

 
• Mistrust: The less the two groups communicate, the more their meanings are 

distorted by interpretations made in the context of presuppositions and prejudices. 
Mutual understanding drops to zero. Members mistrust the other group (and its 
representatives). There is a strong emphasis on politics rather than solving the problem on 
its merits.  

 
The relations between two groups caught in this vicious spiral can only deteriorate rapidly. 
Mistrust creates less and worse communication, which in turn breeds more mistrust.  

 
When two (or more) groups are faced with a joint problem they may try to solve it in isolation 
from each other, they may be forced together by a directive from senior management or one 
group may win and 'beat' the other, possibly leaving the losing group very demoralized. By 
assuming that a real solution is wanted which satisfies both groups, then some kind of joint 
problem-solving process must take place.  
 
As loyalty to our own group is important to all of us, it follows that inter-group conflict is likely to 
be especially acute. We cannot direct our hostile feelings within our own groups very strongly: to 
do so would invite rejection.  But  hostility  directed  outward  not  only  relieves  us,  but 
strengthens our membership in our own group. Thus any inter-group problem-solving situation is 
likely to contain hostility, along with genuine attempts at co-operation.  If groups perceive 
themselves to be in a Win / lose situation they will interpret the subsequent results of their 
transactions in those categories.  
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Conflict resolution is a range of methods for alleviating or eliminating sources of conflict. The 
term "conflict resolution" is sometimes used interchangeably with the term dispute resolution or 
alternative dispute resolution. Processes of conflict resolution generally include negotiation, 
mediation, and diplomacy. The processes of arbitration, litigation, and formal complaint 
processes such as ombudsman processes, are usually described with the term dispute resolution, 
although some refer to them as "conflict resolution." Processes of mediation and arbitration are 
often referred to as alternative dispute resolution. 
 
Culture-based 
Conflict resolution as both a professional practice and academic field is highly sensitive to 
culture. In Western cultural contexts, such as Canada and the United States, successful conflict 
resolution usually involves fostering communication among disputants, problem solving, and 
drafting agreements that meet their underlying needs. In these situations, conflict resolvers often 
talk about finding the win-win solution, or mutually satisfying scenario, for everyone involved 
(see Fisher and Ury (1981), Getting to Yes). In many non-Western cultural contexts, such as 
Afghanistan, Vietnam, and China, it is also important to find "win-win" solutions; however, 
getting there can be very different. In these contexts, direct communication between disputants 
that explicitly addresses the issues at stake in the conflict can be perceived as very rude, making 
the conflict worse and delaying resolution. Rather, it can make sense to involve religious, tribal 
or community leaders, communicate difficult truths indirectly through a third party, and make 
suggestions through stories (see David Augsberger (1992), Conflict Mediation Across Cultures). 
Intercultural conflicts are often the most difficult to resolve because the expectations of the 
disputants can be very different, and there is much occasion for misunderstanding. A firm 
position in diplomacy must be maintained. 
 
Conflict resolution is an expanding field of professional practice, both in the U.S. and around the 
world. The escalating costs of conflict for both organizations and individuals has led to the 
increased use of arbitrators, mediators, and other neutrals, including fact-finders, facilitators, and 
ombudsmen to resolve such conflicts. The expansion of the field has also resulted in the need for 
managers, union representatives, attorneys and advocates, administrators, and consultants to 
acquire the skills and expertise necessary to handle disputes effectively. Several universities 
offer programs of study pertaining to conflict management. The Cornell University ILR School 
houses the Scheinman Institute on Conflict Resolution, which offers undergraduate, graduate, 
and professional training on conflict resolution. 
 
Furthermore, the Pax Ludens Foundation based in the Netherlands is an organization that puts 
together conflict resolution simulations set in an International Relations scenario to help students 
learn about the intricacies of where conflict emerges in the world of international politics. 
Conflict resolution is a growing area of interest in UK pedagogy, with teachers and students both 
encouraged to learn about the mechanisms which lead people towards aggressive actions, and 
those which lead them towards peaceful resolution. In many schools in the UK, conflict 
resolution has now become an integral part of the SEAL (Social and Emotional Aspects of 
Learning) programme, chiming, as it does, with the SEAL principles of developing social skills 
and an understanding of ones own feelings. 
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--------------------------------------------------------------------------------------------------------------------- 
2.5 RELATIONSHIP OF GROUP WITH ITS ENVIRONMENT  
--------------------------------------------------------------------------------------------------------------------- 
We have considered the direct consequences when two groups are working against each other 
rather than with each other. As they polarize it becomes increasingly difficult to reconcile them. 
Any original issues are forgotten and it becomes a matter of who is going to win and who is 
going to lose. Many an industrial strike follows that unfruitful path.  
 
But such disorders should never have happened if like individuals kept to Dr Samuel Johnson's 
injunction to keep their friendship in good repair. Otherwise its contribution to the overall aims 
and objectives may not be understood and accepted; it may even come under fire and, eventually, 
the threat of disbandment. Prevention of this state of affairs is better than cure. Examples of 
problems which are symptoms of this malaise of poor or indistinct relationships of the group with 
the rest of the organization include:  
 
The output of the group's work may not be seen as appropriate, relevant or of the right quality. The 
group can't obtain the resources it needs or the decisions it wants. The group fails to recognize 
resources available to it from outside the group.  

 
It doesn't receive the right quality or quantity of information it needs to do its job. It is attacked 
because it seems a close-knit and effective group and as such is. Threatening to other groups or 
individuals. There is conflict within the group because individual members have split loyalties (10 
the group and to other parts of the organization) which have not been recognized and 
discussed)  

 
Such problems are usually caused because there is a mismatch in expectations between the 
group and the various individuals and bits of the organization with which it interacts. An important 
job for any group is to establish good working relationships within the organization as a whole. 
These may involve individuals, groups or ‘systems’ (for example, the planning system, the 
development system). Described below is a systematic but simple way of establishing what 
the nature of these relationships needs to be, and whether any work needs to be done by the 
group to improve them.  
 
Exercise  

• What are the key boundaries? Make a list of those other groups that are important to it 
in fulfilling its purpose, aims and objectives.  In a multi- functional group include group 
members departments.  

• What expectations or demands does each of those groups have of our group?  
• What expectations or demands does the group have in return?  
• What is the nature of the work relationship required across the boundary to meet both sets 

of expectations? For example information giving/receiving  influencing/recommending 
giving/receiving a service reporting monitoring  

• How well is the relationship working across that boundary currently?  
• Is the group responding adequately to the demands and expectations on it? - Is the interface 

fulfilling the requirements the group has of it? - Is there a mismatch of expectations?  
• What work needs to be done to put things on a sounder footing?  
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• Which group members should be responsible for taking the necessary action?  Not only 
will this type of analysis help the group ensure it relates effectively to the wider 
organization, but, if done jointly by the group, it also helps to build group identity through a 
joint understanding of the environment in which it will have to operate.  

--------------------------------------------------------------------------------------------------------------------- 
2.6 COMPETITIONS AND CO OPERATION  
--------------------------------------------------------------------------------------------------------------------- 
A common ploy in public debate is to present a choice between two apparent opposites and then 
challenge people to choose between them. The choice can be stacked in at least two ways. First, 
as in a sermon praising virtue and condemning vice, it can be made to seem impossible, morally 
and practically, to choose one of the alternatives. Who would choose war over peace, or wrong 
over right? One thinks of Calvin Coolidge's laconic remark when asked what a preacher had said 
in a sermon on sin. Replied Coolidge: "He said he was against it." 
 
The other, rather more subtle, way of loading the question is to present as alternatives things that 
need not be so, since in reality we can have both, and one may even enhance the other. Examples 
of such bogus contrasts include self-interest versus benevolence, and individualism versus 
community.  
 
The device of setting up false opposites has been popular among critics of New Zealand's 
economic reforms. Given their success, the critics no longer talk much about purely economic 
indicators, and instead condemn the alleged pernicious social effects of markets. In this process, 
rhetorical straw men are being constructed and paraded before us in impressive numbers. 
 
The contrived contrast is between 'cooperation' and 'competition'. This is an old misconception, 
dating back at least as far as the debate last century about the industrial revolution. For example, 
John Ruskin, who knew something about art but next to nothing about economics and 
government, declared that "government and cooperation are in all things the laws of life; anarchy 
and competition the laws of death." Many of the litterati haven't changed much in 150 years. 
 
The argument of Ruskin and his modern counterparts is superficially seductive because of the 
emotional freight that the words carry. 'Competition' serves to conjure up images of conflict, 
atomized individualism, selfishness, dog-eat-dog behavior and the survival of the fittest. 
'Cooperation' suggests the opposite, namely harmony, community, benevolence, caring, sharing, 
and everything generally warm and uplifting. In reality, however, the contrast between 
competition and cooperation is another case of those bogus alternatives. Moreover, a market 
economy is characterized by a higher quality of cooperation and competition than an economy 
dominated by government.  
The first point to make is that even if we were laboring under the mistaken impression that 
competition is bad per se, it would still be naive to imagine that we could ever devise a society in 
which it was eliminated. Since we live in a world of scarce resources, and there are always rival 
claims for their use, there must inevitably be some type of competition. The only real question is 
what form that competition takes. As one economic writer put it: 
 
In its most fundamental sense, competition is ubiquitous to all economic systems. All forms of 
striving to enhance one's situation are competition. Indeed, there is competition wherever there is 
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self-interest and scarcity. In this broad sense, neither government nor business policies affect the 
presence of competition, for neither self-interest nor scarcity is eliminated. The forms that 
competition takes are, however, innumerable. The laws and rules of business conduct cannot 
increase or decrease competition, but they can and do alter the forms in which competition 
occurs.  
 
It would be idle to pretend, for instance, that competition did not exist in the old Soviet Union. 
Of course it did, and often in its most toxic and morally-corroding forms – competition for favors 
from the party bosses, or competition to acquire consumer goods that were unavailable in the 
shops without a bribe or kickback. Indeed the former socialist paradise was riddled with sordid 
little struggles for resources and power. 
 
The lesson is that there are civilized and uncivilized, and efficient and inefficient, forms of 
competition. For competition to take civilized and efficient forms, a sound framework of laws is 
necessary – no one argues that there is no role for government. In such a framework, the 
competition of a market economy compares very favorably with competition in a command 
economy. And just as you cannot eliminate competition from a command economy, you cannot 
eliminate cooperation from a market economy. A market economy is permeated by voluntary 
cooperation.  
 
In their bestselling book Free to Choose, Milton and Rose Friedman use Leonard Read's 
delightful tale of the ordinary lead pencil to illustrate the miracle of successful cooperation 
between individuals which the market represents. This seemingly simple everyday object can 
truthfully say of itself that "not a single person º knows how to make me". Think about that for a 
moment. A vast number of distinct skills and materials go into making the pencil, involving far 
more knowledge than any one mind could grasp. It is all brought together by the unplanned 
process of people cooperating through markets. 
 
The wood for the pencil comes from a particular type of tree – a cedar of straight grain from 
Northern California or Oregon. The trees must be cut down by forestry workers and then 
transported to the railroad, using saws, trucks, rope and much other gear. For this equipment, all 
manner of other industries are needed – the mining of ore, the making of steel and tools and 
vehicles, the growing of hemp and its transformation into rope. Once the sawn-down tree is at 
the mill, it has to be processed into slats and transported to the factory where the pencil is made. 
And this is just to get the wood for our pencil! The lead might come from a graphite mine in Sri 
Lanka, and there is a similarly complex story about how it ends up at our pencil factory. Then 
there is the zinc in the ferrule and the rubber in the eraser. Finally there is the design and 
production of the pencil itself, and its transportation to retail outlets so that it can be sold over the 
counter to you and me. 
 
Each one of the links in this vast chain involves the voluntary cooperation of two parties. In each 
case there is an exchange in which both parties elect to give up something – their time and labor, 
their raw material, their goods or services – in order to receive something in return. The parties 
judge themselves to be better off as a result of the exchange. This network of cooperation for 
mutual gain is not planned by anyone: it simply happens naturally as people follow their self-
interest, and possesses enough trust in each other to do business. As the Friedman’s say: 
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No one sitting in a central office gave orders to these thousands of people. No military police 
enforced the orders that were given. These people live in many lands, speak different languages, 
practice different religions, may even hate one another – yet none of these differences prevented 
them from cooperating to produce a pencil. 
 
This remarkable international network of cooperation to produce just the simplest of products is 
entirely consistent with competition. Indeed the more competition is allowed to operate at each 
stage of this process – between suppliers of raw materials, producers, transporters and retailers – 
the more successful will be the result for the final consumer in terms of the price and quality of 
the product. When two pencil manufacturers compete, the contest is over which one can give the 
best deal to the consumer. In other words, the competition is about which can most successfully 
cooperate within that network of social obligations that comprises the market order. Competition 
and cooperation are inseparable. 
 
Market competition and cooperation in the pursuit of the consumer's dollar are molded by the 
reality that exchanges are voluntary and anyone can compete. These processes favor the success 
and survival of those most able to meet diverse consumer needs. They arguably compare more 
than favorably with their political counterparts as devices for lifting the opportunities of the poor 
and weak. Competition dissolves established positions and opens up opportunities for those on 
the lowest incomes. Reflecting on the sources of the animosity towards market competition in 
earlier centuries, one commentator observed that: 
 
Competition was the shield and support of the general interest. Being the great benefactor of the 
poor and the weak in society, it was essentially an egalitarian force, which was one reason it was 
hated. For the socially just type of egalitarianism is highly irksome to entrenched interests of 
many kinds, notably those of organized labor. At the same time the self-styled egalitarians of 
socialist parties and propagandists hated competition because, not understanding it, they thought 
it favored the strong against the weak, the successful against the unsuccessful. They failed to see 
that its favors were not for the entrenched strong against the hapless weak, but for success 
against failure in the service of others, especially in the service of the masses. 
 
Similarly, the Nobel laureate George Stigler has made the point that regulation seldom favors the 
poor; they are rarely found, for example, among the lobbyists for regulations such as minimum 
wages. 
 
Throughout history, commerce has typically been a civilizing influence, and continues to be so 
today. Most market activity is not undertaken by fly-by-night operators but involves repeat 
transactions. This means that for the great majority of businesses – from a corner dairy to a large 
multinational company – reputation is of very high importance. A reputation for being slovenly 
in your work, or crooked, or unreliable in delivery, is bad for business. Accordingly, it pays to 
develop a reputation for reliability, honesty and dealing in good faith. Even in the absence of any 
external moral code, it pays to be friendly and courteous to your customers, and make them feel 
valued. Most people working in a market environment recognize that. By contrast, the Soviet 
Union was legendary for the stony-faced countenances of those sitting behind counters, who 
often seemed to regard the people they were dealing with as an unhelpful distraction.  
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In sum, a market economy encourages a whole range of civic virtues which improve the quality 
of our social interactions. In other areas of society, which are less characterized by repeat 
transactions, there are fewer incentives for honest and upright conduct. Democratic politics is an 
example. New Zealanders upset by a politician who has just broken an election promise have to 
wait three years to deliver punishment at the polls – if they ever manage to do so. No wonder so 
many election promises are broken. 
 
Or consider that form of unedifying behavior in which an industry lobbies the government to 
grant it special privileges in the form of subsidy or protection. These privileges come at the 
expense of other sectors of the economy and consumers generally. In old New Zealand, getting 
and keeping privileges was a major objective of many businesses. The operative 'market' was the 
market for political favors. There was much cooperation between firms in that market as they 
sought to persuade governments that 'open slather' (i.e. healthy competition) for their industry 
would be the ruin of the nation. A more wasteful process could scarcely be imagined, yet some 
of our litterati like Gordon McLauchlan still think that business is arguing the equivalent of 
"what's good for General Motors is good for America." They haven't worked out that most in 
business have long since came to almost the reverse conclusion: that only what's good for New 
Zealand will be good for business at large in the long run. 
 
In view of the arguments for the value of markets, and their demonstrated benefits, what can the 
critics of New Zealand's new market economy possibly have in mind when they claim it is all 
competition and no cooperation? In truth they are reflecting a very old and deep fallacy in human 
affairs, one which keeps cropping up in new guises after the old guises are exposed. This is the 
idea that cooperation in any form can only occur among people who are united in the pursuit of a 
single overriding goal. On this view, competition appears to be the opposite of cooperation 
because it involves individuals pursuing various private goals.  
 
Certainly human cooperation does involve people coming together to pursue common goals. A 
free society contains many organizations – commercial and otherwise – formed for this purpose. 
But these are voluntarily-joined organizations involving voluntarily-chosen goals. The market 
sector has organizations such as limited liability companies and partnerships. Moreover, firms 
often cooperate with one another, subject to competition law, through joint ventures, consortia 
and other contractual arrangements. The non-market sector has many other organizations 
reflecting voluntary cooperation, such as schools, churches, charities, sports clubs, political 
parties, and associations of all kinds.  
 
But while groups within society may organize around certain chosen goals, society itself is not 
organized around common goals for the simple reason that 'society' as a whole does not have a 
comprehensive set of goals. The proper role of government should be to allow individuals the 
maximum freedom to pursue their own self-chosen goals. After all, a society is ultimately only 
the individuals who comprise it, and each individual is different. My goals will not be exactly the 
same as the goals of any one of you. Common action should be limited as far as possible to fields 
where people agree on common ends. The tendency to take an abstraction like society, and give 
it qualities that can only sensibly belong to individuals, is a sign of a muddled thinker at best and 
a totalitarian at worst.  
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Rigorous attempts to organize whole societies around the pursuit of shared goals have always 
failed. In the political system, competition often takes the form of attempts by groups with 
political power to impose their goals on others. Such efforts, which were carried to extreme 
forms with central planning, must be either ineffectual or oppressive. Mass societies are simply 
too diverse, and individuals too stubbornly individual, to be successfully regimented. The great 
totalitarian experiments of the twentieth century have all been horrible failures. Even putting to 
one side their huge costs in terms of the liberties, and even lives, of their citizens, these regimes 
could not even put bread in the shops reliably. In the end they collapsed through their own 
contradictions. Ruskin's identification of competition with anarchy and cooperation with 
government has it almost exactly back to front. 
 
I have been arguing that in the open economy and society, competition is typically an engine of 
cooperation, not conflict. This is illustrated by the Latin origin of the word 'competition': it 
derives from competere, in which 'com' means together while 'petere' means to achieve or strive 
for. In competitive markets the stronger the competition, the more joint striving or cooperation is 
likely to be needed within an organisation. For instance, the employees of a business firm must 
cooperate with one another to produce the highest quality goods or services at lowest cost. If 
they fail to cooperate well, they will be outperformed by a competitor and lose business. That is 
why companies invest so much in systems for good communication, for inculcating team spirit, 
and so on. Some people are better at cooperating than others, and being a team player is an asset 
in any employee. Companies have every reason to reward and encourage this attribute. Under the 
Employment Contracts Act, where direct dealings with employees have replaced bargaining by 
remote agents, and where pay can be tied to performance more directly than in the past, 
workplace cooperation has vastly improved. 
 
One of the most obvious examples of how fierce competition can produce outstanding 
cooperation is the case of the All Blacks. They are in a highly competitive business. Yet their 
teamwork is superb, despite having a large number of individual stars, all of whom are on 
individual contracts. This is no mystery: facing 15 fired-up Springboks, they must work together 
if they are to come out on top. Any All Black who played selfishly would not last long in John 
Hart's team. 
 
Seen in this context, the complaints of bodies such as our teacher unions that performance pay 
would lead to an erosion of cooperation should be seen for the nonsense it is. There may often be 
significant team aspects to teaching. But if so, the ability to work in a team is one of the factors 
upon which a teacher who was paid by performance would be assessed. 
 
It is true that some types of contest deliver spectacular gains to those who come first and very 
little or nothing to those who come second. Sporting competitions and the market for celebrities 
can be like that. Those who try but fail to be winners can nevertheless enjoy and learn from the 
experience. Am I supposed to feel bad that I will never sing like Luciano Pavarotti? And I have 
yet to meet anyone who cannot do something better than I can. That is surely the joy and the 
wonder of the human condition.  
 
It may not seem fair that a would-be singer can train for years without ever making the grade, 
whereas Pavarotti can earn a huge amount for just one concert because of his great talent. But it 
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would be much less fair if some government authority was charged with deciding which singers 
we would listen to, and what they would all get paid. Likewise, some would argue that since not 
everyone can have a home with a view of the Waitemata harbor, no one should be allowed to do 
so. Such approaches could never command widespread support. Moreover, once we started down 
the path of substituting coercion based on envy for voluntary cooperation, there is no telling 
where we would all end up. Ruskin's state of anarchy would soon prevail in such a society. 
 
Similarly, some may envy the enormous wealth of a Bill Gates, or other hugely successful 
entrepreneurs. But their wealth did not come at the expense of consumers or less well off people. 
To the contrary, the reality is that by massively increasing the efficiency with which innumerable 
goods and services are produced, Microsoft has reduced their prices, raised real incomes, and 
done more for the poor of the world than any number of Mother Teresa’s. 
 
It is curious that those who condemn what they call 'dog-eat-dog' competition in the private 
sector usually seem purblind to the fact that competition is just as 'rampant' in the public sector. 
The difference is that in the public sector it is competition among lobby groups for the taxpayer's 
dollar. Thankfully, most in our business sector are no longer petitioners for corporate welfare. 
But for other groups, like health lobbies and Grey Power, the fight is still on to extract as much 
as possible from the rest of society through the coercive powers of the state. It defies belief how 
this competition for political favors can be morally superior to private sector competition over 
how best to provide goods and services wanted by consumers. 
 
Yet that is the type of world which those who typically ask for greater 'cooperation' rather than 
'competition' are seeking to bring about in the end. I have argued that calls for more cooperation 
are usually a euphemism for more state coercion, and the allocation of resources through the 
political process rather than the market. As we have seen, there is nothing to stop free and 
responsible individuals from voluntarily cooperating; we do it almost as naturally as we breathe. 
What these critics really want is the regimented society, where those with political power set 
limits on how we can cooperate with others. Competition is not eliminated in such a society – it 
is transformed into a political battle for the shares of a centrally-distributed and usually shrinking 
economic cake. There is nothing inherently harmonious, benevolent, caring, sharing, 
community-minded, or warm and uplifting about such a battle.  
 
There is considerable confusion about the relation between these two states or activities and it is 
essential to try to think clearly about them. Here is my philosophy of competition and co-operation.  

 
In many situations; not all, a leader or group is faced with an apparent choice between competing 
and co-operating with others. It is a decision to vie against others or to show a willingness and 
ability to work with them.  
 
This appears to be an either/or decision. But it is worth thinking it through more care fully, not 
least in order to avoid unnecessary intergroup conflict. It is also important to be clear about the 
part which competition can play in team building and team maintenance.  
 

• The first principle is that competition is not antithetically opposed to co-operation. In 
other words, to have more of one does not mean that we must necessarily have less of the 
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other. The true alternative to competition in economics, for example, is not co-operation 
but monopoly.  

 
• A second principle is that fair and open competition, though understandably 

uninviting to reluctant, sluggish or incompetent competitors, is one of the surest means 
known to us of maintaining and raising standards in whatever it may be that the 
competitors are trying to produce, achieve or sell.  

 
The concept of competition essentially involves comparisons with others in terms of better or 
worse performance. These comparisons are essentially relative. There is no connection in a 
competition to the position of the competitor on any absolute scale of merit. It is quite possible to 
get ahead of the competition but still be low on an absolute scale of merit in that field. The 
reverse is also true. Britain's economy, for example, was growing gradually in the 1960s and 
1970s but the country was slipping down most of the league tables of performance among the 
industrialized nations.  
 
Competition therefore involves a striving by every competitor to do better than all the rest; it is 
concerned with relative positions between the competitors rather than their place on some scale 
of standards. So competition can be pursued to utter exclusion of such concerns as doing better 
than one's own last performance on the appropriate scale of merit or of helping others to better 
their own performances in this way.  
 
But competition, though concerned with relative achievement, is often the practically necessary 
condition for promoting or securing the absolutely better. It is perfectly possible for people 
engaged in competition to be aware of this factor and to be as much directed at absolute 
standards - such as excellence - as doing better than the opposition.  
 
There  are  indeed  occasions  when  a  choice  has  to  be  made  between  the  alternatives  of 
competition  and  co-operation.  Two firms bidding for an international contract to build a 
suspension bridge may have to choose between submitting competitive tenders or forming a 
consortium and putting in just one tender, thereby hoping to win the order against foreign 
competition. Thus competition and co -operation can exist in the same universe.  
 
This coexistence is exemplified by the fact that competition is often between two teams. No team 
is going to do well if its members do not co-operate. Even in individual contests a modicum. of 
co-operation is necessary. If you are playing tennis against an opponent he has to co-operate to 
the extent of agreeing to play and give you a game, as well as turning up at the right time and 
place. All team games call for this element of co -operation between teams as well as within them.  
 
Competition, then, is one of the most effective incentives towards achieving higher levels of 
performance. Co-operation is essential for getting things done. Fortunately they are not always 
and everywhere exclusive and incompatible alternatives.  

 
It follows that a leader should handle competition - within the group or between groups within 
his organization extremely carefully. Otherwise the kind of interpersonal and intergroup rivalries 
and changes in attitude described elsewhere in this chapter will overtake him. For competition 
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for outside prizes or scarce resources internal to the competition is bound to engage people's 
emotions.  'Winning  isn't  everything',  said  one  American  football  coach,  'but  losing  isn’t 
anything'.  If contest is stressed too much then the sole object becomes only to better the 
competition. And competitive desires are especially liable to frustration in a way that the desire 
to do better than your last performance is not. For if all salesmen in a group are competing hard 
to be Top Salesman of the Year all but one is going to be disappointed.  
 
Within groups or organizations competition should be regarded much as a game, but a game with a 
serious object: to raise the standards of all concerned towards a common level of excellence. The 
Competition outside the organization with others vying in the same field, also serves the same 
purpose of producing goods and services at best value for money. For leaders who want to 
change their organizations or groups for the better, a useful first objective is to get to the top of 
the league table of effective competitors. Even then the summit of excellence will still lie ahead, 
shrouded in mist.  

 
There will be occasions, however, when a leader of an organization will want co-operation with 
other organizations in that field: in, say, an approach to government. This is the role of trade 
associations and the like. But co -operation should never be used to introduce unfair advantages, 
such as a secret agreement by a 'ring' of dealers before an auction. Co operation between 
organizations who are also normally com o editors should be such as to enhance the standing of 
the Industry as a whole, relative to other industries, in the public mind.  

 
The purpose is better performance - to do better today than you did yesterday, and to do better 
tomorrow than you are doing today. Co-operation and competition both have essential parts to 
play in that endless quest.  
 
Summary  
Groups exist within groups. Become aware of these sub groupings. They may indicate the 
potential cracks in the team.  

 
Groups  on  the  same  side  are  often  like  islands  addressing  each  other  across  a  sea  of 
misunderstanding. As a leader it is your job to develop teamwork between groups as well as within 
them. Winning and losing are imposters.  
 
Winning brings a whole set of new problems for a group, while losing may be a blessing in 
disguise.  
 
Competition sharpens skills but they can only be used effectively in co-operation with other  
 
Group Training: Plane Crash Scenario  
Facilitator's Notes  
Aim:  
This exercise may be used as an icebreaker but it will also enable student groups to discover how 
they work together; their strengths and how they need to improve.  
Time required:  
Thirty minutes as an icebreaker, one to one and a half hours with debriefing, depending on the 
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number of groups.  
Resources:  
A room where small groups can form; flip chart or overhead projector plus pens.  
 
Procedure:  
 

• Give the students the handout of the scenario and make clear the 30 minute time limit 
imposed.  

 
• Explain that each group will have five minutes in which to report back and justify their 

decision. Reporting back is not essential but gives the students the opportunity to explain 
their decisions. If there is a large number of groups, an alternative would be to record their 
choices on paper for display.  

 
• Carry out a debriefing of how the group had functioned. The questions you ask will depend 

upon the learning you want the students to achieve from the exercise but should encourage 
reflection on their experience.  

 
Examples –  

• How did they reach their decision?  
• What roles did group members adopt?  
• Did they listen to each other?  
• What have they learned about the functions of a group?  
• What would they do next time?  
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--------------------------------------------------------------------------------------------------------------------- 
 GROUP DYNAMISM 
--------------------------------------------------------------------------------------------------------------------- 
Structure 
 
3.1 Stages of Group Development 

3.2 Group Skills; Accelerating Development; Roles Revisited: Objective;  

3.3 Team Roles;  

3.4 Management Teams: Line and Staff Roles;  

3.5 Responsibility Charting;  

3.6 Clarifying Roles;  

3.7 Building the Collaborative Organization: Definition of Team Collaboration; Collaborative 
Work Systems as a Solution; Collaborative Competencies; Collaborative Culture. 
--------------------------------------------------------------------------------------------------------------------- 
3.1 STAGES OF GROUP DEVELOPMENT 
--------------------------------------------------------------------------------------------------------------------- 
In the beginning, God made an individual - and then he made a pair. The pair formed a group, 
together they begat others and thus the group grew. Unfortunately, working in a group led to 
friction, the group disintegrated in conflict and Caian settled in the land of Nod - there has been 
trouble with groups ever since.  
 
When people work in groups, there are two quite separate issues involved. The first is the task and 
the problems involved in getting the job done. Frequently this is the only issue which the group 
considers. The second is the process of the group work itself: the mechanisms by which the group 
acts as a unit and not as a loose rabble. However, without due attention to this process the value of 
the group can be diminished or even destroyed; yet with a little explicit management of the 
process, it can enhance the worth of the group to be many times the sum of the worth of its 
individuals. It is this synergy which makes group work attractive in corporate organization 
despite the possible problems (and time spent) in group formation.  
 
What is a Group?  
A group of people working in the same room, or even on a common project, does not necessarily 
invoke the group process. If the group is managed in a totally autocratic manner, there may be 
little opportunity for interaction relating to the work; if there is fractioning within the group, the 
process may never evolve. On the other hand, the group process may be utilized by normally 
distant individuals working on different projects; for instance, at IEE colloquia.  
 
In simple terms, the group process leads to a spirit of cooperation, coordination and commonly 
understood procedures and mores. If this is present within a group of people,  then  their  
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performance  will  be  enhanced  by  their  mutual  support (both practical and moral). If you think 
this is a nebulous concept when applied to the world of industry, consider the opposite effect that 
a self-opinionated, cantankerous loud mouth would have on your performance and then 
contrast that to working with a friendly, open, helpful associate.  
 
Why a Group?  
Groups are particularly good at combining talents and providing innovative solutions to  possible  
unfamiliar  problems;  in  cases  where  there  is  no  well  established approach/procedure, the 
wider skill and knowledge set of the group has a distinct advantage over that of the individual.  
 
In general, however, there is an overriding advantage in a group -based work force which 
makes it attractive to Management: that it engenders a fuller utilization of the work force.  
 
A group can be seen as a self managing unit. The range of skills provided by its members 
and the self monitoring which each group performs makes it a reasonably safe recipient for 
delegated responsibility. Even if a problem could be decided by a single person, there are two 
main benefits in involving the people who will carry out the decision.  Firstly, the motivational 
aspect of participating in the decision will clearly enhance its implementation. Secondly, there 
may well be factors which the implementer understands better than the single person who 
could supposedly have decided alone.  
 
More indirectly, if the lowest echelons of the workforce each become trained, through 
participation  in  group  decision  making,  in  an  understanding  of  the  companies objectives 
and work practices, then each will be better able to solve work-related problems in general. 
Further, they will also individually become a safe recipient for delegated authority which is 
exemplified in the celebrated right of Japanese car workers to halt the production line.  
 
From the individual's  point  of  view,  there  is  the  added  incentive  that  through belonging 
to a group each can participate in achievements well beyond his/her own individual potential. 
Less idealistically, the group provides an environment where the individual’s self-perceived 
level of responsibility and authority is enhanced, in an environment where accountability is 
shared:  thus providing a perfect motivator through enhanced self-esteem coupled with low stress.  
 
5 Stages of Group Development  
Stage 1: Forming  
In the Forming stage, personal relations are characterized by dependence. Group members 
rely on safe, patterned behavior and look to the group leader for guidance and direction. Group 
members have a desire for acceptance by the group and a need to be known that the group is safe. 
They set about gathering impressions and data about the  similarities  and  differences  among  
them  and  forming  preferences  for  future sub grouping. Rules of behavior seem to be to 
keep things simple and to avoid controversy. Serious topics and feelings are avoided.  
 
The major task functions also concern orientation.  Members attempt to become oriented to the 
tasks as well as to one another. Discussion centers focus around defining the scope of the task, 
how to approach it, and similar concerns. To grow from this stage to the next, each member must 
relinquish the comfort of non-threatening topics and risk the possibility of conflict.  
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Stage 2: Storming  
The next stage, which Tuckman calls Storming, is characterized by competition and conflict in 
the personal-relations dimension an organization in the task-functions dimension. As the group 
members attempt to organize for the task, conflict inevitably results in their personal relations. 
Individuals have to bend and mold their feelings, ideas, attitudes, and beliefs to suit the group 
organization.  Because of “fear of  exposure"  or  "fear  of  failure,"  there  will  be  an  increased  
desire  for  structural clarification and commitment. Although conflicts may or may not surface 
as group issues, they do exist. Questions will arise about who is going to be responsible for 
what, what the rules are, what the reward system is, and what criteria for evaluation are. These 
reflect conflicts over leadership, structure, power, and authority. There may be wide swings in 
members’ behavior based on emerging issues of competition and hostilities. Because of the 
discomfort generated during this stage, some members may remain completely silent while others 
attempt to dominate.  
 
In order to progress to the next stage, group members must move from a "testing and proving” 
mentality to a problem-solving mentality.  The most important trait in helping groups to move on 
to the next stage seems to be the ability to listen.  
 
Stage 3: Norming  
In Tuckman’s Norming stage, interpersonal relations are characterized by cohesion. Group 
members are engaged in active acknowledgment of all members’ contributions, 
community building and maintenance, and solving of group issues. Members are willing to 
change their preconceived ideas or opinions on the basis of facts presented by other members, 
and they actively ask questions of one another. Leadership is shared, and cliques dissolve.  
When members begin to know-and identify with-one another, the level of trust in their personal 
relations contributes to the development of group cohesion. It is during this stage of 
development (assuming the group gets this far) that people begin to experience a sense of group 
belonging and a feeling of relief as a result of resolving interpersonal conflicts.  
 
The major task function of stage three is the data flow between group members: They share 
feelings and ideas, solicit and give feedback to one another, and explore actions related to the task. 
Creativity is high. If this stage of data flow and cohesion is attained by the group members, their 
interactions are characterized by openness and sharing of information on both a personal and task 
level. They feel good about being part of an effective group.  
 
The major drawback of the norming stage is that members may begin to fear the inevitable 
future breakup of the group; they may resist change of any sort.  
 
Stage 4: Performing  
The Performing stage is not reached by all groups. If group members are able to evolve to 
stage four, their capacity, range, and depth of personal relations expand to true interdependence. 
In this stage, people can work independently, in subgroups, or as a total unit with equal facility. 
The ir roles and authorities dynamically adjust to the changing needs of the group and individuals. 
Stage four is marked by interdependence in personal relations and problem solving in the realm of 
task functions. By now, the group should be most productive. Individual members have become 
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self-assuring, and the need for group approval is past. Members are both highly task oriented and 
highly people oriented. There is unity: group identity is complete, group morale is high, and 
group loyalty is intense. The task function becomes genuine problem solving, leading toward 
optimal solutions and optimum group development. There is support for experimentation in 
solving problems and an emphasis on achievement. The overall goal is productivity through 
problem solving and work.  
 
Stage 5: Adjourning  
Tuckman’s final stage, adjourning, involves the termination of task behaviors and 
disengagement from relationships. A planned conclusion usually includes recognition for 
participation and achievement and an opportunity for members to say personal goodbyes. 
Concluding a group can create some apprehension - in effect, a minor crisis. The termination 
of the group is a regressive movement from giving up control to giving up inclusion in the group. 
The most effective interventions in this stage are those that facilitate task termination and the 
disengagement process.  
--------------------------------------------------------------------------------------------------------------------- 
3.2 GROUP SKILLS  
--------------------------------------------------------------------------------------------------------------------- 
The group process is a series of changes which occur as a group of individuals form into a 
cohesive and effective operating unit. If the process is understood, it can be accelerated.  
 
There are two main sets of skills which a group must acquire:  
 

• Managerial Skills  
• Interpersonal Skills  

 
Acceleration of the group process is simply the accelerated acquisition of these.  As a self-
managing unit, a group has to undertake most of the functions of a Group Leader - 
collectively. For instance, meetings must be organized, budgets decided, strategic planning 
undertaken, goals set, performance monitored, reviews scheduled, etc. It is increasingly 
recognized that t it is a fallacy to expect an individual to suddenly assume managerial 
responsibility without assistance; in the group it is even more so. Even if there are practiced 
managers in the group, they must first agree on a method, and then convince and train the 
remainder of the group.  
 
As a collection of people, a group needs to relearn some basic manners and people 
management skills. Again, think of that self-opinionated, cantankerous loud -mouth; he/she 
should learn good manners, and the group must learn to enforce these manners without destructive 
confrontation.  
 
Accelerating Development  
It is common practice in accelerating group development to appoint, and if necessary train, a 
"group facilitator". The role of this person is to continually draw the groups' attention to the 
group process and to suggest structures and practices to support and enhance the group skills. 
This must be only a short-term training strategy, however, since the existence of a single 
facilitator may prevent the group from assuming collective responsibility for the group 
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process. The aim of any group should be that facilitation   is   performed by every member 
equally and constantly.  If  this responsibility  is  recognized  and  undertaken  from  the  
beginning  by  all,  then  the Storming phase may be avoided and the group development 
passed straight into Norming.  

 
The following is a set of suggestions which may help in group formation. They are offered as 
suggestions, no more; a group will work towards its own practices and norms.  
 
Focus  
The two basic foci should be the group and the task. If something is to be decided, it is the group 
that decides it. If there is a problem, the group solves it. If a member is performing badly, it is the 
group who asks for change.  
 
If individual conflicts arise, review w them in terms of the task. If there is initially a lack of 
structure and purpose in the deliberations, impose both in terms of the task. If there are disputes 
between alternative courses of action, negotiate in terms of the task.  
 
Clarification  
In  any  project  management,  the  clarity  of  the  specification  is  of  paramount importance 
- in group work it is exponentially so. Suppose that there is a 0.8 chance of an individual 
understanding the task correctly (which is very high). If there are 8 members in the group then 
the chance of the group all working towards that same task is 0.17? And the same reasoning hold 
for every decision and action taken throughout the life of the group.  

 
It is the first responsibility of the group to clarify its own task, and to record this understanding 
so that it can be constantly seen. This mission statement may be revised or replaced, but it should 
always act as a focus for the group’s deliberations and actions.  
 
The mouse: In any group, there is always the quiet one in the corner who doesn't say much. That 
individual is the most under utilized resource in the whole group, and so represents the best 
return for minimal effort by the group as a whole. It is the responsibility of that individual to 
speak out and to contribute. It is the responsibility of the group to encourage and develop that 
person, to include him/her in the discussion and actions, and to provide positive reinforcement 
each time that happens.  
 
The loud-mouth : In  any  group,  there  is  always  a  dominant  member  whose  opinions  
form  a disproportionate share of the discussion. It is the responsibility of each individual to 
consider whether they are that person. It is the responsibility of the group to ask whether the 
loud -mouth might like to summarize briefly, and then ask for other views.  
 
The written record: Often  a  decision  which  is  not  recorded  will  become  clouded  and  
have  to  be re discused. This can be avoided simply by recording on a large display (where 
the group can clearly see) each decision as it is made. This has the further advantage that each 
decision must be expressed in a clear and concise form which ensures that it is clarified.  
 
Feedback (negative): All criticism must be neutral: focused on the task and not the personality. 
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So rather than  calling  Johnie  an  innumerate  moron,  point  out  the  error  and  offer  him  a 
calculator. It is wise to adopt the policy of giving feedback frequently, especially for small things 
- this can be couched as mutual coaching, and it reduces the destructive impact of criticism when 
things go badly wrong.  
 
Every criticism must be accompanied by a positive suggestion for improvement.  
 
Feedback (positive): If anyone does something well, praise it. Not only does this reinforce 
commendable actions, but it also mollifies the negative feedback which may come later. Progress 
in the task should be emphasized.  
 
Handling failure: The long term success of a group depends upon how it deals with failure. It is 
a very British tendency to brush off failure and to get on with the next stage with no more than 
a mention - it is a very foolish tendency. Any failure should be explored by the group. This is 
not to attribute blame (for that is shared by the whole group as an individual only acts with 
delegated responsibility), but rather to examine the causes and to devise a mechanism which 
either monitors against or prevents repetition. A mistake should only happen once if it is treated 
correctly.  
 
One practice which is particularly useful is to delegate the agreed solution to the individual 
or sub -group who made the original error.  This allows the group to demonstrate its continuing 
trust and the penitent to make amends.  
 
Handling deadlock: If two opposing points of view are held in the group then some action must 
be taken. Several possibly strategies exist. Each  sub-group could debate from the other sub 
group's  view-point  in  order  to  better  understand  it.  Common ground could be emphasized, 
and the differences viewed for a possible middle or alternative strategy. Each could be debated 
in the light of the original task. But firstly the group should decide how much time the debate 
actually merits and then guillotine it after that time then, if the issue is not critical, toss a coin.  
 
Sign posting: As each small point is discussed, the larger picture can be obscured. Thus it is 
useful frequently to remind the group: this is where we came from, this is where we got to, this is 
where we should be going.  
 
Avoid single solutions: First ideas are not always best. For any given problem, the group 
should generate alternatives, evaluate these in terms of the task, pick one and implement it. But 
most importantly, they must also monitor the outcome, schedule a review and be prepared to 
change the plan.  
 
Active communication: Communication is the responsibility of both the speaker and the listener. 
The speaker must actively seek to express the ideas in a clear and concise manner - the listener 
must actively seek to understand what has been said and to ask for clarification if unsure.  
Finally,  both  parties  must  be  sure  that  the  ideas  have  been  correctly communicated 
perhaps by the listener summarizing what was said in a different way.  
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Team -activity  
Group Training: Plane Crash Scenario  
Facilitator's Notes  
Aim:  
This exercise may be used as an icebreaker but it will also enable student groups to discover how 
they work together; their strengths and how they need to improve.  
Time required:  
Thirty minutes as an icebreaker, one to one and a half hours with debriefing, depending on the 
number of groups.  
Resources:  
 
A room where small groups can form; flip chart or overhead projector plus pens.  
 
Procedure:  
 

• Give the students the handout of the scenario (p38) and make clear the 30 minute time limit 
imposed.  

• Explain that each group will have five minutes in which to report back and justify their 
decision. Reporting back is not essential but gives the students the opportunity to explain 
their decisions. If there is a large number of groups, an alternative would be to record their 
choices on paper for display.  

• Carry out a debriefing of how the group had functioned. The questions you ask will depend 
upon the learning you want the students to achieve from the exercise but should encourage 
reflection on their experience.  

 
Examples:  

• How did they reach their decision? What roles did group members adopt? Did they listen to 
each other?  

• What have they learned about the functions of a group? What would they do next time?  
 

Summary  
Groups are like relationships - you have to work at them. In the work place, they constitute an 
important unit of activity but one whose support needs is only recently becoming understood. By 
making the group itself responsible for its own support, the responsibility becomes an accelerator 
for the group process. What is vital is that these needs are recognized and explicitly dealt with by 
the group. Time and resources must be allocated to this by the group and by Management, and 
the group process must be planned, monitored and reviewed just like any other managed process.  
 
Balloon Keep-Up  
What: An icebreaker/energizer activity suitable for all ages and ability levels ... a hacky sack circle 
for the rest of us!  
Group Size: From 6 on up, divided into groups of six to eight 
participants. Time: 15 Minutes.  
Props: One 12-inch round balloon per group.  
 
Objective: For the group to work together to keep the balloon in the air using selected body  
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parts.  
 
Instructions:  
Divide your group into smaller groups of six to eight, hand each a balloon, and ask them to form a 
circle holding hands. Tell them that, on your cue, they are to put the balloon in the air between them 
and to keep it up using the body part you call (e.g., knees) without letting go of hands. They are to 
continue until you call out a different body part.  
 
Ask for questions. Ready, set, go!  
Facilitator Notes:  
 

• Remember to review safety guidelines before beginning. For this activity, make sure that 
participants do NOT interlock fingers as away of holding hands. You as the facilitator 
should be conscious of the various groups as they move with their balloons and be alert for 
potential collisions as the group’s collective attention will be on their balloon. Also, you may 
want to suggest to your groups that each person "calls" for it when it comes to him/her to 
avoid a hitting of body parts, e.g., knees if that is called.  

• I suggest you begin by calling out "wrists." This allows the participants to get used to the 
action of the balloon and moving together as a group at a very low challenge level.  Other 
body parts: knees, heads, elbows, shoulders, feet, chests, etc. I often call out "chests" when I 
am ready for the action to end because the balloon inevitably comes down. 

• What happens when a balloon hits the ground? I usually instruct the group to just pick it up 
and continue as my goal is to stimulate group interaction, the beginnings of team formation 
and fun. You have the option of making the rule that a group is "out" when its balloon 
touches terra firma, but be aware that you will then switch the focus to the competition itself.  

 
Balloons on the Wall: Balloons are very excitable.  By rubbing them for several seconds on your 
hair, clothes, etc. you can generate substantial static electricity.   The balloon can then stick on walls 
or ceilings for several minutes.  A game can go like this: Put a large pile of balloons in the centre of 
the room.   Each player or team is allocated an area of wall.   Players then grab balloons, rubs on 
him/her, then attempts to stick to wall.   If balloon sticks, players add another.  After approx. 5 
minutes the winner is the team/player with the most suspended balloons.  

 
Balloon Buns: Prepare balloons with action messages inside (e.g., sing a song, bark like a dog, and 
dance).   The players sit in a circle.   A balloon is passed around the circle. Each player has to sit on 
the balloon with all their weight for 3 seconds.  If someone breaks the balloon, they must do what it 
says on the message.   Be aware of sensitivities about weight and experiment with getting the right 
amount of air in the balloons.  
--------------------------------------------------------------------------------------------------------------------- 
3.3 TEAM ROLES 
--------------------------------------------------------------------------------------------------------------------- 
A role is a capacity in which someone acts in relation to others. Roles can be structured to 
various degrees or relatively unstructured. My .own inclination is to reserve the term for those 
relationships sufficiently structured in society or organizational life to have a common name and 
a set of expectations surrounding them.  
 



 77

The leader-follows roles fall somewhere in the middle of the structure-unstructured spectrum. 
They are more structured and many people imagine; less so than others believe.  
 
The matter is further complicated by the fact that the leader -follower roles never exist in a pure 
form: they are always associated with other much more structured roles (sales manager, 
colonel, bishop, hospital administrator, professor and so on).  

 
Team Roles: The following questions arise: if the leader does have his proper role in a team 
(as a guide, conductor, co-coordinator and so on), what is the proper role of a team member? 
Within that team member role, are there variations on the theme worthy to be called roles in their 
own right?  

 
One study published in the mid -1970s suggested that there were a number of finite and limited 
roles 'adopted naturally by the various personality-types found among managers'. These 'team 
roles’ were  seven  in  number:  Chairman,  Plant (advancing  new ideas), Monitor -Evaluator, 
Company Worker (translating ideas into practical working steps), Team Worker (supporting 
and helping others), Resource Investigator, and Completer. Much of the work was carried out 
by R.M. Belbin at Henley Management College over a period of seven years.  

 
In evaluating his approach, bear in mind that the groups studied were small discussion groups 
of managers participating in management courses. Therefore there is a distinctive situational 
dimension which has to be taken into serious account. Caution must therefore be exercised when 
it is claimed or implied that conclusions drawn from this type of study can be applied to teamwork 
in work situations.  
 
Now we have already identified the functions necessary to achieve the task, to build or 
maintain  the  team,  and  to  motivate,  release  and  develop  the  contributions  of  each 
individual. The leader is accountable for these functions, though he should share and delegate 
them where possible. We have also reviewed the range of mental processes or abilities of the 
human mind, necessary or desirable when it comes to making decisions or solving problems or 
trying to think in new ways, such as analyzing, synthesizing, valuing, and imagining. And the 
point has been made that no one individual is likely to excel in all these kinds of mental 
contribution to group problem solving. It seems superfluous to add the notion that these 
functions/processes invariably cluster together in seven, eight or nine identifiable roles.  
Individuals will never conform to such types. One of the dangers of the listing of 'team roll’s is 
that it does not adequately describe behavior and can lead to stereo typing.  
 
Surely the concept of role should not be allowed to become as loose and flexible as to be debased 
and meaningless. Individuals do indeed need to be encouraged to be able to spot and  provide  
missing  functions  or  thinking  skills;  they  may  indeed  have  natural proclivities towards 
one or two broad kinds of contribution rather than others. But it looks like little more than a 
party game to label them roles. To personify them as if they had some metaphysical existence is 
seriously misleading.  
 
Despite  the  social-psychological  tradition  of  attempting  to  identify  and  personify 
unstructured roles, I suggest that the key ingredients of roles in working groups are 
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professional or technical: they involve degrees of specialization and expertness.  
 

The performance of a team depends largely upon the individual member producing the goods 
according to their role and with the interests of the whole team in the forefront of their minds.  
 
In the cricket or baseball analogy, some are more able and experienced batsmen and some are 
bowlers or pitchers. The latter, however, will find themselves in the role of batsmen. If a player 
is injured either may have to occupy the role of wicket keeper or catcher.  
 
These team roles have a largely formal element in the sense that new members who perform a 
particular team role elsewhere can slot into the team immediately on arrival. Naturally their 
performance will improve when they have settled down in the team adjusting and eventually fine 
tuning their ways of doing things with those of their colleagues.  
 
Some teamwork throws up a particular role, that of a 'star performer'. Having such a person 
enables the group to achieve its purpose more effectively. But the 'star performer' ought to 
remain part of the team. If the 'star' sees himself as a merely outstanding performer within his 
role and widens praise bestowed on him to embrace the whole team, his prominence will not be 
resented. He will not become a prima donna. A good example of a role structure of a team is a 
film crew, as shown everyone has a specialist role but everyone has to work together as a team. 
Which would you identify as the leadership and management roles?  
 
Role Call Director: The film's creative force, but nowadays also expected to bring the picture in 
on time within the budget.  
 
Producer: Ideally working tirelessly to find subjects and funding, then setting up and selling the 
film.  
 
Associate producer: Is often the 'line producer', a vitally important role never, curiously, actually 
mentioned in the credits. The line producer is closely involved in the day-to-day running of the film. 
Goes wit h the crew on location, and has to be keenly aware of the financial implications of 
everything.  
 
Cinematographer sometimes appears in the credits as 'Director of Photography'. Responsible for the 
way the film looks.   
 
Camera operator:  The person who actually controls the camera.  A good operator will help 
the cinematographer and director gets the shot they want and tell them immediately when they 
have got it.  
 
Focus puller:  Responsible generally for looking after photographic equipment and specifically 
for keeping the camera in focus, with the right lens, and at the correct stop for the light.  
 
Camera loader: Handles the clapperboard, loads film stock, and ensures there is enough film 
for each take.  
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Production designer: Finds designs and builds the locations and sets which the cinematographer 
photographs. He Works closely with the director, often providing him with sketches and ideas.  
 
Editor: Spends many weeks closeted with the director in an editing suite, physically cutting and 
sticking together the film.  
 
Assistant director: Indispensable and (ideally) indefatigable figure whose role on the set is 
organizational rather than artistic.  
 
Second and third assistant directors: Work with the first assistant director, on mainly 
organizational duties - pushing extras about, briefing crowds.  
 
Continuity: Ensures actor with patch over left eye in last scene is not wearing it over the right eye 
in the next. But also - more importantly - keeps a log of the whole production, checking the 
camera position and stop between scenes, keeping a running record of dialogue and taking 
photographs of every set.  
 
Sound mixer: Records live sound, although some of the soundtrack may be 'looped' (recorded) 
later in the Studio.  
 
Boom operator: Holds the microphone for recording of live sound.  
 
Dubbing mixer: Involved with the final editing of the film, mixing at least three soundtracks- 
dialogue, music and special effects - and often more.  
 
Gaffer: Supervising electrician who works closely with cinematographer to achieve required 
lighting effects.  
 
Best boy: The second electrician, working under the gaffer.  
 
Art director: Works under the designer, ensuring that the sets conform to his designs. May also 
be given responsibility for designing specific sets.  
 
I do not find the attempts to identify 'team roles' made by social psychologists in the least bit 
convincing. Each team member should have a different job, depending upon the nature of the 
work and the technology involved. Indeed it is sometimes useful to think of a team as primarily 
not a collection of persons but a tightly knit, interlocking and overlapping sort of jobs. The 
proper names for these jobs, such as batsman or camera loader, describe the role the person is 
expected to play in the team.  
 
In addition, an effective team member will contribute towards the three circles in a way that 
transcends his technical contribution. He or she, for example, will participate in making 
decisions or solving problems in a wider sense than merely offering specialist advice or 
criticism. He or she will also complement the work of the leader in helping to build the team 
and to meet individual needs. Such a person technically skilled and socially competent - will 
fulfill the principal role of team member in a positive and inspiring way.  
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--------------------------------------------------------------------------------------------------------------------- 
3.4 MANAGEMENT   TEAMS  
--------------------------------------------------------------------------------------------------------------------- 
Line and Staff Roles: At management level there are essentially two kinds of jobs in 
organizations: line and staff. Line changers are responsible for results. They lead the teams 
which produce and market the goods or services at the right value for money. Staff managers are 
essentially advisory. They get results by helping line managers with specialist advice or 
technical knowledge.  
 
Both roles require leadership: The line manager jobs chief executive, manager, supervisor, and 
change hand-foreman-leading operative - have the three circles of task, team and individual as 
the core of their responsibilities, albeit at different levels of complexity. But senior staff managers 
- the head of personnel or the finance director - also have teams to be led in a similar way. In 
interacting with their colleagues, however, they must rely more upon the authority of knowledge 
- and persuasiveness - to get things done, rather than upon position-power.  
 
One thing that can go wrong with the organization as a team is for the wrong kinds of people 
to occupy these two roles.  
 
In teambuilding, you will recall, selecting the right person for the right job is an essential 
principle. Some people undoubtedly shine more in the line manager role than as staff or 
functional managers, and of course the reverse is true.  
 
Case Study  
Creating a Management Team  
Michael Edwards moved from being Executive and Chairman of Chloride to becoming 
Chairman of the ailing British Leyland in 1977. As part of his plan to restore management 
authority he set about reconstituting his management team, conscious of the different needs of 
line and staff appointments. Another factor which persuaded him to follow instinct was that the 
psychological assessments of executives were showing a disturbing trend. The use of 
assessments as one factor in deciding on a person's suitability for a job is commonplace in the 
United States of America and among major international companies around the world. They 
were used extensively in Chloride, but the fact that he began to subject British Leyland 
executives to them, within days of arriving, gained widespread and usually fatuous publicity.  
 
Stories abounded of powerful and high -paid executives lying on couches or playing with bricks - 
the reality was nothing as fanciful, and had it been. They would have lost good men! What was 
required was just five hours of intense concentration at a desk. The tests were very demanding 
and they revealed   a great deal about people's basic intellectual capacity as well as their style 
and approach to management tasks. The experience has been that their use in recruitment 
improves the success rate in making appointments on straight interviews from 50 per cent to 
approximately 90 per cent. The procedure reduces the failure rate; it doesn't eliminate error, but it 
is an invaluable aid to decision -making even for internal deployment.  

 
Assessment is, of course, particularly useful in the case of recruitment when one is not familiar 
with the executives concerned. But the tests also gave a new opportunity to many existing 
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managers in the company to slot into new and often more appropriate jobs. . . They began to build 
up a picture of the strengths and weaknesses of their top 300 people, starting with the executive 
directors.  Of  the  top 300 managers, 60 were recruited externally  by  selective  search  plus  
psychological  assessments,  and  although  the remainder were found within the company, they 
had to be assessed and appraised because there was the need for extensive redeployment, and 
they could not be sure that internal appraisals were always objective. Of the other 240, no less 
than 150 managers found themselves in new positions, often because of the need to get 'line' 
people into 'managing' jobs and 'staff' people into basically advisory jobs. Too often there 
were staff men excellent men - getting nowhere in jobs that required tough line types. Over 
the first months a few managers left the company of their own accord, but many more were asked 
to leave. In most cases we allowed the manager to 'resign' but in truth most of these people 
were dismissed, and were paid termination payments. We helped them to keep their reputations 
intact by inviting them to resign. Many were good men, but changes were needed; some had 
lost credibility, often through no fault of their own, others had been over-promoted and needed 
to start again elsewhere.  
 
Line (of command) and staff are originally military terms like strategy - which have been 
incorporated into general thinking about organizations. Military history abounds with 
examples of how a breakdown between commanders and staff officers can jeopardize the success 
of campaigns.  
 
The more flexibility between the line and staff roles the individual manager can build into himself 
the more likely he is to find a route up to the summit of the mountain. He may find a resting 
place - not perhaps the right phrase! - somewhere short of that summit, but at  least  his  decision  
will  be  based  upon  a  realistic  knowledge  of  his  strengths  and weaknesses as revealed by 
experience, not by resort to personality tests.  
--------------------------------------------------------------------------------------------------------------------- 
3.5 RESPONSIBILITY CHARTING  
---------------------------------------------------------------------------------------------------------------------- 
Roles come to us rough-hewn. Business managers have a) rough idea of named roles; for 
example, of Chairman, Managing Director or Non-Executive Director.  Experience, discussion 
and reading can clarify these roles. This is valuable 'because all too often people occupying 
such roles have an impoverished concept of the role. Hence they tend to drag a job down to their 
level, rather than growing up into the job. Even when you think you know what your role is, 
however, it is worth checking with your superior, colleagues and subordinates. There are 
different degrees of formality or structure for doing that, ranging from a conversation over lunch 
to an exchange of formal job descriptions.  If roles are not so defined and agreed the re can be 
trouble later. Consider these three short cases from my own experience as a consultant:. Helen 
Hayward is the matron or chief nursing officer of a 120 bed hospital in the private sector. She is a 
good leader, setting clear objectives and high standards, building an exceptional team spirit 
among the staff - .nurses auxiliary and consultants - and taking time to develop each person. 
She enjoys her managerial responsibilities for her own budget and resources, and plans to 
move eventually more into administration. None such Groups, for whom she works, has 
expanded recently and. The northern manager, Chris Keswick, is 32 years old, ten years 
younger than Helen, a thrusting, aggressive and successful executive.  
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'He has begun to interfere with my budget’, says Helen.  
He holds meetings with my staff. I just don't have the freedom I used to have. It is all 
annoying and frustrating'. When David Roberts was appointed Bishop of Tenbury Wells he soon 
found that the Diocesan Secretary, a retired Army colonel called Henry Briggs, was really running 
the show. Briggs knew everyone -  he had been there for fifteen  years -  and  encouraged  
everyone  to  bring  their  problems  to  his  office.  No decisions were taken without consulting 
Briggs. At their first meeting Briggs suggested that David Roberts should devote himself to 
prayer, social activities and reading, leaving him to continue to run the diocese. The last straw 
came when the new Bishop found Briggs in his secretary's room going through the diary with her 
and telling her in future not to book dates for the Bishop without consulting him. 'Look Henry', 
said the Bishop, 'this cannot go on. We must sort out our roles'.  Sir John Adams, a distinguished 
former chairman and chief executive of a large nationalized industry, was appointed non-
executive chairman of a medium-sized firm making tiles for the building industry. Peter Beech, 
the managing director, had in effect been both chief executive and chairman before the arrival of 
Adams; he believes ardently that the two roles should be combined anyway. The board 
disagreed, not least because they thought Beech - a dynamic, 'hands on' leader - was far too 
immersed in the day-to-day running of the company.  
 
There was a lack of strategic thinking about new markets and overseas opportunities. 'Now I 
have got a chairman who will be breathing down my neck', Beech told his wife. 'There is enough 
stress in the job already without adding that one'.  

 
In all these cases working relationships were improved when those involved submitted to each 
other their own job descriptions and their expectations of the other. Discrepancies were then 
discussed and ironed out. People had a high degree of commitment to the common task and a 
basic respect for the complementary contribution of the other person, so an accommodation was 
not difficult to reach.  
 
Clarity over role is especially important in organizations which, although not matrixes in the full 
technical sense, have moved towards operating on the matrix principle.  
 
What is a matrix?  
The identifying feature of a matrix organization is that some managers report to two bosses 
rather than to the traditional single boss; there is a dual rather than a single chain of command.  
 
Companies tend to turn to matrix forms:  

• when it  is  absolutely  essential  that  they  be  highly  responsive  to  two  sectors 
simultaneously, such as markets and technology;  

• when  they  face  uncertainties  that  generate  very  high  information  processing 
requirements; and  

• When they must deal with strong constraints on financial and/or human n resources.  
 
Matrix structures can help provide both flexibility and balanced decision making, but at the price 
of complexity.  
 
Matrix organization is more than a matrix structure. It must be reinforced by matrix systems 
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such as dual control and evaluation systems, by leaders who operate comfortably with lateral 
decision making, and by a culture that can negotiate open conflict and a balance of power.  
 
In  most  matrix  organizations  there  are  dual  command  responsibilities  assigned  to 
functional departments (marketing, production, engineering, and so forth) and to product or 
market departments. The former are oriented to specialize in -house resources while the latter 
focus on outputs. Other matrices are split between area-based departments and either products or 
functions.  
 
Every matrix contains three unique and critical roles; the top manager who heads up and balances 
the dual chains of command, the matrix bosses (functional, product, or area) who share 
subordinates, and the managers who report to two different matrix bosses. Each of these roles has 
its special requirements.  
 
Aerospace companies were the first to adopt the matrix form, but now companies in many 
industries (chemical, banking, insurance, packaged goods, electronics, computer, and so forth) 
and in different fields (hospitals, government agencies, and professional organizations) are 
adapting different forms of the matrix.  
--------------------------------------------------------------------------------------------------------------------- 
3.5 CLARIFYING ROLES  
--------------------------------------------------------------------------------------------------------------------- 
First, in thinking about a: job you should try to separate the  person and the personal attributes 
necessary for a job from the role and its decision making and communicating content, (but which 
taken together form the total picture of a person doing a job ). You decide what sort of role you 
want to establish to get some work done and thereafter you find a person with the skills and 
personal attributes to fill that role appropriately for doing the work.  
 
Secondly, when clarifying an old role or establishing a new one it is wise to consider it in two 
parts: 
 

• the definition of the nature and level of the decisions to be taken by it, and  
• The definition of the communicating relationship of the role with other roles in the 

organization’s accountability structure.  
 
Communication,  here,  is  concerned  with  the  status  of  what  the  role  occupant  is 
commissioned to say about a subject, whether it be instructions, advice, information, request, 
prescription or veto.  
 
By now it should be possible with a particular kind of key decision or activity (for example, form 
budget, allocate resources, and select staff) - to be clear who has a part in that activity along the 
lines of the following classification:  
 

• Responsibility for ensuring that decisions or actions occur. 
• Must approve the decision, power of veto. 
• Must be consulted but need not approve. 
• Must be informed, but need not be consulted. 
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• Must support by provision of service or resource. 
 
Whilst the quality of performance by the person in carrying out tasks and meeting targets will 
depend upon that person's skills and personality, by defining the role you have ensured that their 
potential for success, and hence the organization’s potential for success, has been enhanced. You 
can go ahead and agree targets - specific achievements to be required by certain dates.  
 
This is not to say that all persons in an organization must be forced into a straitjacket in which 
individuality ceases to exist.  
 
Each person has his own style and flair which he can bring to a role and which interact with the 
style and flair of others in theirs. Properly drawn up and worded, a role or job description will 
provide wide freedom of action and opportunity for, personal expression. It can result in a 
general release of personal creativity and talents which are sometimes locked away. When 
people are not clear about the limits of their accountability they tend to 'play safe' and cramp 
themselves within what they guess the limits to be, whereas when the limits are known the 
confidence thus generated sees them exploited to the full. Working on the principle the roles 
should not be allowed to proliferate, it has been suggested that the basic types of roles in a 
business organization can be reduced to seven: As discussed already, the staff role is 
complementary to the role of line manager. Some of the work calls for specialized knowledge. In 
order to co-ordinate work in this sphere, the manager (or director) has a specialist to help him.  
 
The relation of 'staff officer' and manager at senior level needs further exploration. In so far as he 
is doing the manager's work he should be regarded by all as a manager, but only strictly within 
the specialized sphere that his manager has made known to all. He and his manager must 
therefore at all times maintain a complete identity of view on all matters within his specialized 
sphere. To the extent that they differ, his line manager's views must prevail. Any differences of 
opinion between them are best kept between themselves. So, instructions given by such a staff 
officer to his manager's subordinates ought to carry the authority of his manager.  
 
Organizations are potentially large teams, then, because they comprise complementary roles 
based upon the principle of division of labor. Success depends upon each person fulfilling his or 
her role in harmony with the contributions of others, producing a result that no individual 
could achieve on his own. Leaders are needed to give a sense of direction, create a sense of 
teamwork, and to enable individuals to grow professionally and personally in their work.  

 
Case Study  
Even bureaucracies can respond to such leadership, as The Times (22.5.85) reported:  
 
Lord Carrington, as he freely admits, is a man without power. As Secretary-General of Nato, he 
claims only to have influence. But it is a very powerful influence. For those who work there his 
presence pervades and brightens the drab corridors of the Brussels headquarters. Ten months 
after taking office, the honeymoon period continues and it is difficult to find anyone with a bad 
word to say about him.  
 
His arrival last June was like a breath of fresh air. Morale within Nato itself was not high, partly 
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due to the way his predecessor worked. Dr Joseph Luns operated almost in isolation from 
the rest of the secretariat, relying mainly on his private office. There was no playback between 
the crew and the captain, and the crew seemed not entirely sure of where the ship was going.  
 
From the moment he arrived, Lord Carrington set about bringing everyone into what was going 
on. Memos began moving back and forth, up and down the command structure. He would start an 
inquiry and send back his thanks - or criticisms - when the answer came. A sense of teamwork 
and personal involvement began to creep in. Voluntary overtime became more and more 
frequent.  
 
Discuss what is the reason that a sense of teamwork began to grow?  
 
Summary  
Beware of placing people into categories and labeling them as roles, for this can lead to 
stereotyping.  The  roles  that  people  occupy  in  teams  are  based  primarily  upon their 
knowledge and skills, not their personalities. Beyond that, each of them should be good in the 
general role of team member. Some will be equipped for the role of leader. Roles should fit 
together in an organization, as in a team, like pieces of a jigsaw puzzle. Keep the pieces and the 
puzzle as simple as possible.  
 
Clear role  or  job  specifications  for  all  members  of  the  team or organization  - line managers 
or functional specialists, managing director or supervisor - are essential. They should not be 
detailed. Overlaps are inevitable and not undesirable.  
 
Individualists, those who bring necessary creativity and flair to work groups, should learn to 
contribute through their role and not regardless of it. For vocation should be the servant of role, 
not its master. The secret of life is not to do what you like, but to like what you do.  
 
Where roles march in step the music is called team spirit: all for one and one for all.  
--------------------------------------------------------------------------------------------------------------------- 
3.7 BUILDING THE COLLABORATIVE ORGANIZATION 
--------------------------------------------------------------------------------------------------------------------- 
There Are New and Increasing Demands on today’s organizations. Connectivity, 
uncertainty, and speed combine to make work environments more complex and more demanding. 
Connectivity or “the death of distance” (Cairncross, 1997) means that organizations (and all of t 
 
Uncertainty means that organizations are required to create increasingly sophisticated 
products, delivered to increasingly demanding customers, across continually re -forming 
boundaries. In addition, managers must stay alert for the technological changes that will make 
products obsolete, services substandard, or prices noncompetitive. Everyone now faces a speed 
requirement created by a dizzying rate of unpredictable, discontinuous change. More is known 
about an organization’s customers, employees, and competitors than ever before. Tools exist 
that do much of the routine, backbreaking, mind numbing work required in the past. Highly 
sophisticated knowledge of what costs what, what makes money, and exactly where the best 
sources of profits lay drives focused decisions. On the other hand, global competition, fueled by 
disparate labor costs, creates intense and escalating competitive pressure on many organizations.  
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The accelerating rate of change for products and the increasing variety of products offered result 
in complex and changing requirements both for people and for systems. In addition,  customers,  
suppliers,  and  technological  innovations  change  at  breathtaking speeds and require quick 
responses in order to protect  relationships  or  competitive positions. Clearly, organizational life 
today is unpredictable and likely to become more so. All of this puts new pressure on employees 
and on traditional ways of managing them. Organizations expect employees to have the skill, 
confidence, and commitment to use the plethora of tools and information available and to 
advocate for change when necessary. Structures are required that can deploy workers to meet 
shifting demands and priorities without the upset and delays historically associated with change. 
Managers expect workers to work together, often with changing collections of colleagues, to 
accomplish complex, demanding   work. They expect their members to accomplish tasks that 
require a sophisticated    understanding of the tradeoff decisions inherent in their businesses, 
tasks that require almost constant learning of new skills, and work that requires the trust, respect, 
and commonality of purpose necessary for cooperative effort.  
 
In short, the structure and people who make up today’s organizations must be able to join 
together to accomplish complex, demanding work. New ways of thinking about how to structure  
and  manage  the  people  and  the  components  of  today’s  organization  are required. The 
designs used for organizations in the past cannot be used given the demands on todays, much 
less tomorrows, organizations. Number of innovative designs has emerged in recent years to 
address these new demands, including: flexible organization; high performance work 
organization; new design plants, self-managing organization;   virtual   organization;   
reengineered   corporation;   and   ambidextrous organization.  John Child and Rita Gunther 
McGrath (2001) identified four common characteristics across these types of organizations:  
interdependence, disembodiment, velocity, and power. The new forms have been designed to 
overcome the formality and rigidity of hierarchical, bureaucratic organizational structures and to 
enable more creative, emergent, and spontaneous responses to problems and opportunities. Cross 
-functional integration, flattened hierarchy, and empowerment are essential. Such design changes 
increase the adaptability of the organization, but only when accompanied by management 
changes, including a shift in perspective about frontline workers and the ways they can add 
value.  

 
Consciously designed and nurtured collaborative work systems (CWS) provide a key 
foundation for achieving competitive advantage. Organizations that actively leverage the talent  of  
their  people  through  knowledge  sharing,  mutual  support,  and  co-creation outperform 
organizations that depend on talent alone.  

 
Collaboration means working together. Effective collaborative means working together 
efficiently and effectively. This is not a new requirement for business success, but it has become 
a critical success factor that applies to all the relationships that create a business, including those 
with customers, business allies, suppliers, divisions, departments, functions, projects, specialties, 
vertical levels, and employees.  
 
Many experiments have been tried to solve the problem of organizing work in ways that are 
good for the business; some of those experiments have included ways to make the workplace a 
better fit for human beings. Awin/win solution where the company and its members benefit 
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from the way work gets done has the best chance of enduring in changing times. (At least a 
win/not lose must replace the old version of win/use.)  

 
Traditional, bureaucratic organization based on command-and-control hierarchy is designed 
with firm horizontal and vertical boundaries and the dominant practice of “repeat” rather 
than “create.” As a result, the design is often too rigid, too simplistic, and too impoverished to 
adapt to a more complex world. The old organizational structure is too rigid to adapt quickly to 
changing environmental conditions; it is too simplistic to match the complexity of the 
environment; it is too impoverished through suppression of human talent and collaborative 
synergies to create a rich variety of responses to the challenges of the 21st Century 
environment. Although pure bureaucracies are now less common, the assumptions that 
underlie them continue to have strong influence on managers.  

 
Why do we expect the collaborative organization to outperform a traditional bureaucracy? 
Because the collaborative organization capitalizes on the abilities   of the members of the 
organization more effectively and leverages the synergies that occur in networks of people 
collaborative organizations are characterized by intentional efforts to create structures, 
cultures, forums, and practices that reinforce collaboration.  Designing the strategies, structures, 
processes, and culture enables improved flow of information and other resources across 
boundaries.  
 
One such example of a collaborative organization is a team-based organization (TBO), where a 
team of interdependent contributors is the basic unit of work and a series of hierarchical teams 
reaccomplishes the lateral coordination necessary to integrate the work of their teams and the rest 
of the organization acts as support. Within a TBO, many forms of teams are utilized, temporary 
and permanent, functional and cross-functional, local and distributed.  This  wide  array  of  team  
forms  shows  that  collaborative  work  is  being organized  in  creative  ways  to  fit  the  
situation.  Leaders and change leaders in collaborative organizations are continually seeking 
ways to make their organizations more effective, adaptive, and relevant. Work is becoming 
more complex, so individuals and isolated groups are not   as effective as teams, who have the 
synergy essential to achieving performance goals. Employee learning and growth, sharing of 
information,  
 
Collaborative Work Systems as a Solution  
Their current and potential competitors has instant access to customers,  to  colleagues,  and  to  
highly  sophisticated  information  about  their performance, responsibility, partnering, 
commitment, and so forth are promoted by the collaborative organization environment. 
Traditional organizations tend to keep decision making, information, rewards, and power at the 
top. As a result, the minds and hearts of the lower level employees are seldom engaged. Katz 
and Kahn (1978) referred to this as “partial inclusion”; others simply say, “Check your brain at 
the door,” meaning “We only want that part of you that can do the simple and repetitive job we 
have designed.” In a rapidly changing, fiercely competitive, global business environment, limited 
use and   development of employee’s results in a “dumping down” of the organization and 
competitive advantage is lost. The CWS environment requires significant changes, but the result 
is a workforce that thinks and cares —leading to a culture of commitment.  
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Collaborative Competencies  
Organizations can be partitioned several ways —horizontal and vertical linkage, inside and 
outside the organization, within and across disciplines, and between people. The goal of the 
collaborative organization is to remove inappropriate barriers among these groups and 
individuals and to create opportunities to work seamlessly. Unfortunately, it seems that barrier 
building is more common and more natural than productive collaborative exchanges. An 
assessment of most people and most organizations would provide a low score on collaborative 
abilities. Creating the knowledge, skills, attitudes, culture, and support systems necessary to 
create the collaborative organization produces impressive results, including:  
 

• People collaborate more seamlessly, that is, fewer hiccups occur;  
• People adapt more quickly to changes in products and services, changes in customer 

requirements, changes in work processes, and changes in the competitive environment;  
• Nonproductive competition between people and systems drops off and is replaced by a 

preference for cooperation;  
• The team becomes the more common unit of responsibility;  
• Ideas and information are not dropped into the chasms between silos; and  
• The  organization  functions  as  a  more  intelligent  system  because  information  and 

knowledge are shared more quickly and completely.  
 
Collaborative Capacity  
Effective collaboration in work situations represents a way of achieving competitive 
advantage in the marketplace.  Effective collaboration represents a key facet of organizing.  
It contributes to customer satisfaction in myriad ways, including responsiveness to 
customer needs, quality of products and services, cost management, innovation, and speed. The 
collaborative processes in a highly collaborative organization consist of dynamic, interwoven, 
and disciplined exchanges of knowledge and information, participate decision-making and co-
created solutions to emerging problems. Companies like Hewlett-Packard and Intel have created 
some of the infrastructure that enables effective collaboration across boundaries. Pioneering 
companies, such as W.L. Gore & Associates, Inc., provide examples of fully implemented 
collaborative designs. The two questions here are: 
 

1. What creates the foundation for achieving effective collaboration in all parts of the 
organization?  

 
2. What additional practices could companies like HP and Intel design that would take 

them to the next level of collaborative capacity?  
 

Collaborative practices apply to multiple levels of the organization: vision or mission level, 
business level, organizational level, interrelationships between level in the organizational chart, 
and so forth. Collaborative capability is built at each of these levels. In addition, there are 
breakdowns that can occur in terms of which one collaborates with, both laterally and vertically.  

 
Knowing, learning, creating, and relating are the most important processes in the organization. 
They make intelligent and inventive decision making and effective follow-up possible. Every 
organization has facets that promote or inhibit these processes. For example, in an organization 
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with a strictly enforced chain of command, relating is often legislated in ways that prevent 
important information from reaching high-level decision makers. Both formal design features and 
informal cultural influences impact the ability to use the collaborative potential of the organization. 
Other constraints, such as limited time, information, tools, experience, and so on also have an 
impact. The ideal CWS would be based on values, structures, and practices that make effective 
collaboration possible on every appropriate occasion. Many organizations are taking steps to move 
in this direction. However, most conceptualize the goal in limited ways. The most common 
structural change to improve effective use of collaboration is the introduction of work 
teams. Typically, based on analysis that identifies interdependent processes, a boundary is 
defined around a group of workers and changes in responsibility, identity, and training are 
imposed. The team designation creates a pocket of collaborative practice that focuses team 
member effort and attention and supports collaborative relationships and processes. Well-designed 
and supported teams provide:  

 
• A useful mix of expertise,  
• An  opportunity  to  increase  commitment  through  involving  employees  in  decision 

making,  
• Leveraging of resources through identification of interdependencies,  
• Pooled energy through commitment to the team or common purpose, and  
• Possible synergies in decision-making.  

 
Work teams represent a leap forward in collaborative potential for many organizations. The 
problem is that most teams fail primarily because they exist in what can be termed a hostile 
environment—neither an environment that neither demands nor sanctions collaboration.  The team-
based organization (TBO) has emerged as a solution by providing an environment within which 
a variety of teams can flourish. The TBO is characterized by:  

 
• Teams as the basic unit of work and accountability,  
• Teams leading teams,  
• A variety of team types (temporary versus permanent, • Alignment of support systems with 

team needs, and  
• A culture promoting collaboration and accountability.  

 
A culture that promotes collaboration includes adequate attention to the informal aspects of 
collaboration. The transformation from a traditional organizational structure is slow and 
challenging.  Everything must change.  For example, the selection system must identify people 
with a tolerance for change and ambiguity, a preference for teaming, and an ability to learn. As 
the transformation progresses, however, collaborative capacity is built.  Every organization 
depends on collaboration. By definition, people organize in order to accomplish tasks that 
cannot be accomplished as isolated individuals. The collaborative organization does not 
require formal teams or a TBO, but collaborative potential is often enhanced by the use of those 
structural devices. Teamwork is possible without work teams. Southwest Airlines, Johnsonville 
Sausage, Semco of Brazil, Asea Brown Boveri, and the W.L. Gore Company are examples 
of this. High levels of collaboration  are  possible  because  of  the  sense  of  community,  
enjoyment  at  work, continuous learning, and the creation of a sense of meaning on a daily 
basis (Kets De Vries & Balazs, 1999). As collaborative capacity increases, its value as a 
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source of competitive advantage increases.  Competitive  advantage  lies  in  the  facets  of  an 
organization  that  are  not  easily  replicated.  A new computer system only provides advantage 
until competitors buy and install one. The talent of a single individual can be hired away. But the 
collaborative network of relationships within an organization or across its boundaries with 
customers, suppliers, and partners cannot be bought, copied, or  stolen;  it  must  be  created  
from  scratch  in  competing  organizations.  Hence, collaborative capability remains a key 
source of competitive advantage.  

 
The Collaborative Organization  
Thousands of researchers and millions of business people have been inventing new and better 
ways to organize work for many years. Over that period an advanced social technology of 
work design has emerged. An accumulation of lessons learned from research and practice 
has informed more effective practice.  
 
New forms of organizing have been invented and tested, and the process continues. The 
collaborative organization is designed for effective coordination, shared decision making, and 
decision implementation. The emphasis is on a collaborative approach, because  that  
provides  an  opportunity  to  utilize  multiple  perspectives  and  generate synergies and 
commitment. The collaboration occurs across both vertical and horizontal boundaries,  so  flow  
of  information,  people,  coordination,  and  materials  escape  the constraints  of  silos.  The 
collaboration rests on a culture of shared responsibility, authority, and accountability or results. 
Table 1.1 illustrates three levels of collaborative work systems: work teams, team-based 
organizations, and the collaborative organization. Each  level  aims  at  increasing  the  
organization’s  capacity  to  serve  its  customers, employees, and owners with an increase in 
investment and results moving from left to right. Each design advocates changes intended in order 
to  

• Increase employee ownership of, and involvement in, the organization  and the 
accomplishment of its goals;  

• Make decision-making processes more public and more disciplined;  
• Decrease the influence of position power and increase the influence of expertise in 

decision making;  
• Increase the organization’s capacity to identify and respond to relevant 

changes in its environment;  
• Promote learning and the sharing of learning across the organization; and   
• Increase both the ability and propensity of members to collaborate within and across 

levels of the organization.  
 

There are, however, significant differences in the ways that traditional teams, team-based 
organizations, and collaborative organizations approach similar goals.  Much of this difference in 
approach is driven by the kind of work for which the models were derived. Traditional teams 
were created and initially implemented in manufacturing settings. The model created teams that 
were relatively stable, intact, and composed of members with similar status and expertise.  Team-
based organizations were designed primarily for organizations responsible for abstract and 
highly interdependent work, usually in the envelopment arena. Members in these organizations 
were often on multiple teams, and coordination was critical. The concept of collaborative 
organizations represents an attempt to create a context and culture that embodies the values and 
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behaviors common to the other two, but that recognizes the dynamic nature of today’s 
environment and the need for collaboration in multiple arenas  
 
Most organizations demonstrate some of the above cultural facets, although they may occur in 
pockets rather than across the board. Work teams may represent such pockets embedded in 
traditional environments. As such, they are at risk; the dominant culture is likely to act like a 
corporate immune system, applying pressure for them to re-conform (Pinchot, 1985). A well-
developed team-based organization is likely to have most of these facets in place, with the 
proviso that continuous development is underway, but a collaborative organization depends on 
these facets. One of the best examples of such a design is the W.L. Gore Company, described 
below.  

 
A Collaborative Organization: A world -class collaborative organization is a rare thing.  Most  
organizations  are somewhere  on  a  continuum  from  command-and -control  to  a  highly  
developed collaborative organization. W.L. Gore anchors the right end of that continuum as 
an outstanding example of a fully developed collaborative organization.  The company operates in 
a way intended to enable the full potential of each member.  

 
At W.L. Gore, practices are based on commitment, empowerment, and innovation. Culture is 
based on risk taking, personal responsibility, trust, and collaboration. There are no formal teams, 
but teaming occurs as appropriate. For example, core groups ranging from three to eighteen 
members work across the boundaries of disciplines, plants, and countries (Pacanowsky, 1995). 
Other examples of businesses that have many similar characteristics to a collaborative 
organization include Lockheed Martin’s Government Electronic Systems, Syncrude Canada’s 
Mine Mobile Maintenance Division, and Sequa Chemicals (Purser & Cabana, 1998), and 
Oticon in Denmark (LaBarre, 1996). Each of these organizations has relied on collaborative work 
systems to achieve business results. Collaborative Capital   We are introducing the new term of 
collaborative capital (CC) as a process  and  relationship  system  representing  a  key  asset  
of  the  organization. Collaborative capital resembles the established term “intellectual 
capital” (IC). Intellectual capital captures the idea that intelligence/knowledge have an implicitly 
recognized value for an organization. The products and services that the intellectual capital 
produces have explicitly recognized value. Intellectual capital represents one key capability  of  
the  organization—the  ability  to  produce,  capture,  and  synthesize information  into  
knowledge  that  can  be  used  to produce some product or service. 

 
Sometimes that service may simply be the sharing of information or knowledge, as in 
consultation.  

 
Simply put, IC represents what we know and how well we use it; CC represents who we know 
and how well we work together; and financial capital represents the current score in the 
marketplace of how well we meet our customers’ and stakeholders’ needs. (The terms “social 
capital” and “relationship capital” represent the social network part of collaborative capital and 
not the disciplined processes of effective collaboration.)  

 
The foundation level of collaborative capital consists of the ability to collaborate at the lowest  
level  of  peers  within  the  organization  and  simultaneously  have  that  group collaborate with 
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the highest level members. The highest level of collaborative capital is generated by a 
corporation with the ability to collaborate effectively (fast, good decisions that  also  build  long-
term  relationships)  at  all  levels  and  with  current  and  potential customers around the world. 
This process completes a key communication and feedback loop with significant ramifications for 
the way a business operates.  

 
Collaborative capital includes both the process of collaboration and the relationships to make 
that collaboration work. It represents an interweaving of the social network, work processes,  and  
organizational  structure,  which  include  the  formal  and  the  informal communication  in  the  
organization.  Collaborative capital rests on a foundation of competencies, structures, and 
culture that enables collaborative practices. The external relationship part of the organization is 
already considered an asset, priced into the sale of all businesses. For example, the customer base 
of a company is a significant asset based on established relationships. Researchers are working on 
ways to capture the internal facets of collaborative capital; examples include Kennedy’s index 
(2001) for team return on investment.  

 
Some measures of collaborative capital can be formalized, just as some collaborative 
practices can be formalized. However, an intuitive assessment for the effectiveness of the 
organization’s collaborative work systems can be picked up by walking around, looking, and 
listening, that is, managing by eavesdropping.  
 
The approach represents a holistic assessment based on tacit knowledge acquired from years of 
learning from experience. It should not be discounted but rather used as a way to validate the 
quantitative assessment of performance. The beginning point is recognizing that  collaborative  
practice  and  process  builds  a  new  asset  for  the  organization: collaborative capital. At one 
site where required overtime led to the operators working from 7 a.m. to 10 p.m. for three weeks 
before having a day off, the operations manager said, “It was the resilience created by the 
teaming initiative that got us through this tough time. Measurement of CC remains challenging 
in such situations, but its value is increasingly recognized.  

 
Collaboration and Teams  
Teams are perhaps the  most  studied,  if  not  the  most  prevalent,  form  of  business 
collaboration  and  much  of  what  is  discussed  in  this  book  relates  to  the  design, 
management, and work processes of successful teams. It is important to remember that teams 
are simply the forum for the collaborative processes, and not the process itself. Teams can be 
effective or ineffective at collaboration, both within the team and between the team and other 
individuals and teams inside and outside of the organization. If teams represent the most 
recognized form of collaboration, team-based organizations (TBOs) represent one of the most 
advanced curre nt forms of a Collaborative Work Systems (CWS). A TBO capitalizes on the 
competitive advantage of collaboration that grew out of socio -technical systems work, where the 
need to jointly optimize the social and technical facets of the organization was recognized as the 
key to performance (Beyerlein, 2000). The building block of the TBO is the team: teams are the 
unit of accountability and teams lead teams. This is a radical shift away from the individual focus 
of most organizations. It provides the opportunity to create synergies within work groups and 
across boundaries and so to leverage human resources.  Today teams are central for businesses 
to accomplish their work goals and manage the complexity of their work. Since there are many 
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misunderstandings about teams, the following definition will be used in this book: “Teams are 
defined as a group of individuals who work together to produce products or deliver services for 
which they are held mutually accountable” (Mohrman, Cohen, & Mohrman, 1995, p. 2).  
 
Mohrman, Cohen, and Mohrman distinguish teams from a team-based organization. They say that 
team-based organizations are “Organizations in    which teams are the core performing units” 
(p. 6). Many of the early examples of  teams  in  organizations  described  the  installation  of  
teams  in  pockets  of  the organization, instead of redesigning the work and the systems to 
support teams as the foundation  for  accomplishing  the  work.  Team-based organizations may 
also have multiple types of teams, and the teams may be an alternative to the multiple layers 
of organizational structure. However, team-based organizations usually develop after years of 
successful implementation of teams.  Throughout  the 1970s  and 1980s,  more businesses  
experimented  with  teams,  many  with  amazing  success,   including manufacturing sites 
such as Corning Glass and Saturn and service companies such as Aid Association for Lutherans 
and Shenandoah Insurance. In the 1990s, businesses moved beyond experimenting with teams 
to implementing them on a large scale to achieve their strategic goals.  While many organizations 
struggled with their performances some American businesses realized that their members were 
not being used as effectively as they could be. These organizations were teambased, since they 
used teams to complete their core business (Mohrman, Cohen, & Mohrman, 1995).  
 
These team-based organizations flattened their structures and redistributed decision-making 
responsibility to better align with the expertise and perspective of their members. Organizations 
that utilized teams well had impressive results, according to Fisher (1999):  

 
• The TRW Company, Canada LTD, in Tillsonburg, Ontario, a plant that manufactures 

automotive steering components, increased total sales per employee by 179 percent in 
five years;  

 
• The  Borg-Warner  Automotive  plant  in  Frankfort,  IL,  which  makes  automatic 

transmission bands, reduced its work in progress by 73 percent in five years;  
 

• The Baxter HealthCare Corporation in Mountain Home, AR, which makes disposable 
medical products,  improved their first-pass  yield 71 percent over five years to99.4 
 Percent; 
 

• The Dana Corporation in Hopkinsville, KY, reduced their order-to-shipment lead time by 
67 percent in five years;  

 
• The Quaker Oats Company in Danville, IL, had production employees who reduced the 

plant’s product -development cycle time by 75 percent in five years; and  
 

• The Halliburton Energy Services Duncan Plant, which produces equipment for the oil 
industry, reduced their manufacturing cycle times from 103.7 days to 28.5 days and 
improved their on-time delivery rate from 64 percent to 94 percent in five years.  

 
As organizations published their success stories, others moved to copy the practices and planned 
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to implement teams, among other strategies. One study (Tudor & Trumble, 1996) reported 
that one in five companies planned to implement teams in the near future as part of their strategy 
to meet the new expectations in the marketplace. Another survey reported that the number of 
project teams had exceeded the number of production teams.  

 
Teams changed the standard by which work was being completed across the United States. 
However, in the late 1990s a shift occurred from the use of formal teams toward more temporary 
and project-based forms of collaboration (Lawler, Mohrman, & Benson, 2001).  Now 
collaborative organizations are beginning to raise that standard.  They represent an intentional 
and disciplined utilization of the synergies of working effectively together in many ways under 
many circumstances.  

 
The Payoff from the Collaborative Organization Collaborative work has been around since the 
beginning of civilization. The leveraging of individual resources provides a synergy that 
exceeds individual effort. Recently, managers have rediscovered the benefits of effective 
collaboration.  We will describe three types of benefits, illustrating the “business case” for 
collaboration. These types of benefits include: general qualitative benefits, benefits reported 
by specific work sites and broader benefits to the overall corporate “bottom line.” As 
researchers and practitioners over the last twenty years, we have identified a number of benefits 
that managers of high-performing CWS report themselves. These are summarized below.  

 
Qualitative Benefits  
One of the greatest benefits of the collaborative organization is the generation of greater 
commitment among members. Members take greater personal ownership for their work. They 
require less direct supervision.  They self-initiate to solve problems, improve processes, and work 
with customers to ensure that their needs are met.  
 
Collaborative organizations tend to be more flexible and better able to adapt to changing 
business conditions. One of the key features of the collaborative organization is that 
members develop a greater set of skills and competencies.  
 
They are able to better cover for absences, training, vacations, and business trips of other 
members. Similarly, members can be shifted around as demands change. If business 
conditions change, a different balance of skills and abilities may be required. With more multi-
skilling, the collaborative organization can easily adjust to the changing requirements.  
 
Collaborative organizations develop the skills of employees better. They focus on helping people  
develop  those  skills  they  are  interested in  and  those  that  will  benefit  the organization. 
Often people are used in more strategic ways. When managers are freed up from the day-to-day 
supervision of people, their roles are redefined in many more value adding ways. Some examples 
include: exploring new technologies or processes; working more closely with customers to 
ensure their needs are met; and problem solving on complex, recalcitrant issues.  
 
And last, the collaborative organization creates flatter, more flexible organizations. Levels of 
management are stripped out. With fewer layers, communication with the top levels improves.  
It  is  easier  for  the  leaders  of  the  collaborative  organization  to communicate problems 
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they are facing and to ask for resources needed to resolve these problems. Members of the 
collaborative organization have better access to senior leaders, who can provide them more 
immediate, accurate, and unfiltered information about the business environment and related 
business strategies. Alignment improves the thinking of senior leaders and front -line operators. 
Everyone is pulling in the same direction and understands what is going on. Staffing costs are 
also reduced.  

 
Benefits Reported by Collaborative Team  
A number of company sites report dramatic improvements as a result of implementing 
Collaboration.  For example, Monsanto introduced formalized collaboration into their 
Greenwood, SC, nylon fibers plant using self -directed work teams. The role of the 
traditional supervisor was redefined into that of team leader, providing greater autonomy to 
teams. Monsanto reported a 50 percent productivity increase over a five-year period (Chemical 
Processing, 1990).  
 
Shenandoah Life Insurance redesigned their back office processing area. They broke down 
traditional functional work areas and replace d them with multifunctional work cells.  They 
were able to process 50 percent more applications with 10 percent fewer people (Hoerr, 
Polluck, & Whitestone, 1986). Celestica, a $3 billion chip manufacturer, completed a 
comprehensive redesign into a CWS at their Toronto facility. They created a customer-focused 
CWS comprised of customer accounts manager; manufacturing, process, and quality process 
engineering; and supply chain to address needs of individual customers. This resulted in a 100 
percent productivity increase, thereby leading to an increase in manufacturing capacity 
without additional labor or equipment.  The manufacturing cycle time was reduced eight-fold, 
and quality (defects/unit) improved by a factor of two (Dyck & Halpern, 1999).  
 
Pratt  and  Whitney  instituted  a  team-based  lean  manufacturing  system  and  pay-for -skill/gain 
-sharing plan at a seventeen-year-old aircraft engine components manufacturing plant in Maine. 
They broadened job descriptions so that inspectors did repair as well as inspection. The gain -
sharing plan generated a first -year payout of $1,633 per employee. Overall operating costs fell 20 
percent. Defect rates dropped 30 percent. Athree -tier pay-for-skills system enabled the CWS to 
be automatic, conscious, and creative (Wall Street Journal, 1996).  

 
Broader Benefits to the Overall Corporate “Bottom Line”  
Other organizations report even more dramatic financial results, resulting in dramatic 
improvements to overall business metrics. Kravetz (1988) conducted a study looking at the 
differences in financial performance of companies with traditional management practices versus 
“progressive” management practices. Progressive management practices included collaboration-
based organization structures, team-based reward systems, and extensive training. When tracking 
the financial results of Fortune 500 companies over a five-year period, he found:  

 
Progressive Traditional  
Profit growth 10.8% 2.6%  
Sales growth 17.5% 10.7%  
Earnings growth 6.2% - 3.9%  
Dividend growth 13.4% 9.2%  
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Lawler and his colleagues completed a series of surveys measuring the financial impact of team-
related practices (Lawler, Mohrman, & Benson, 2001).  
In their most recent survey of a broad range of Fortune 1000 companies, they found that team-
related practices were associated with the following:  
 

•  66 percent higher return on sales,  
• 20 percent higher return on assets,  
• 20 percent higher return on investments,  
• 14 percent higher return on equity,  
• 1,700 percent higher return to investors, and  
• 257 percent higher market-to-book ratio.  

 
Barry Macy has spent over ten years studying the leverage that arises from change efforts in 
industry. In a study of more than two hundred companies examining sixty major change 
initiatives and calculating the behavioral and financial outcomes for each, Macy concluded that 
collaborative-based organizing comes out on top (Macy & Izumi, 1993) and that collaboration in 
various forms has more positive impact than any other approach to reorganization. Other 
researchers and practitioners have found similar results. The body of evidence is now clear. 
Collaborative -based organizations significantly improve overall business performance by any 
number of measures used 
 
Leveraging the Most out of the Collaborative Organization  
Leverage means multiplying effort. Archimedes said about 2,500 years ago:  
“Give me a place to stand and I can move the earth.” He meant that he needed a platform from 
which he could apply a lever that could move anything. The inertia in organizations resisting 
change may seem to have a mass the same as the earth’s. But finding platforms to work from 
that enable change under such conditions is a treasure hunt worth the investment of time and 
money. Collaborative - based organizing stands out as one of the few proven platforms.  
 
A lot of organizational processes are essential to growth and stability in volatile markets. The 
processes include:  learning, inventing, redesigning, communicating, leveraging, organizing, 
motivating, locating, linking, serving, leading, training, conversing, debating, assessing, and 
adapting.  Organizational strategy, structure, policy, and practice are designed with the goal of 
making those processes work effectively and in concert. The continued existence of the 
organization depends on it. In spite of the impression given by Wall Street, organizing for 
sustainability is a marathon, not a sprint, in most ways.  
 
The processes are executed by people. Some have been automated, but the outputs from those 
subsystems are handled by people. The decisions to use those automated systems are made by 
people, and the systems are overseen by people. People do the learning, the deciding, and the 
relating.  Even in the case of a highly automated plant, people engineered the site, managed the 
site, and created the markets for the site’s outputs. When the business world was simpler (pre- 
1973), it was possible to do a lot of that work as an individual.  Since then, it has increasingly 
required collaboration with team members who have diverse backgrounds.  
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Organization—Learning Dialogue,  
Knowledge Sharing Intelligence comes into play when appropriate information from the 
environment is utilized in making decisions about what actions to execute. Business intelligence is 
a people process. Individuals from the executive suite to the shop floor can demonstrate it and 
sometimes do so in impressive ways, from the executive   suite to the shop floor. Using 
collaboration leverages the intelligence of individuals. This is most evident in creative problem 
solving, where complexity and uncertainty reign.  That territory used to belong to executives, 
scientists, and engineers, but now it belongs to everyone associated with an organization. 
Routine used to be the dominant organizer, but changing  environments  require  frequent  no  
routine  responses,  which  means  that intelligence  is  a  key  to  organizational  sustainability.  
In other words, collaboration between people, and especially across organizational boundaries, 
makes the organization smarter.  
 
Collaboration and Community  
An atmosphere that encourages and enables collaboration begins to look a lot like a 
community. Ogdin differentiates community from other kinds of organization with the 
following characteristics of success:  
 

• Boundary and Exclusivity: some definition of who is a member and who is not;  
• Purpose: some reason for the community to exist beyond just “having community”:  
• Rules:  some limits on community member behavior, with a threat  of ejection for 

misbehavior;  
• Commitment to Others’ Welfare: some essential caring by each member for others in 

the same community, or at least some responsibility of individual members toward the 
community; and  

• Self -Determination: the freedom to decide for oneself how to operate and whom to 
admit to team membership.  

 
Community represents the informal part of the organization. Collaboration occurs in both formal 
and informal processes and environments. The leveraging of collaboration is optimized when 
the processes cross boundaries: formal and informal, project to project, level to level, company 
to customer, and company to supplier. A network of collaborative processes across all of these 
kinds of boundaries produces excellence.  

 
Conclusion  
Disciplined practice of key principles builds core competencies that, in turn, create capital in 
various forms that can be transformed into each other. Ask yourself three questions:  
 
What are the assets that add value to the organization and create competitive advantage? Your 
answer may look like this:  

• Finance (cash, property, investments, etc.)  
• Leadership  
• Market share  
• Customer relationship  
• Intellectual (knowledge/learning/intelligence)  
• Organizing (for example, flat, fast, flexible)  
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• Time (a key resource)  
• Relationship (for example, social network)  
• Technology  
• Intelligent use of these assets is a key to achieving market share.  

 
What are the core competencies that are robust (they contribute to development of all of the types 
of capital)? Your answer may look like this:  
 

• Collaborating  
• Executing well  
• Changing  
• Creating/innovating  
• Learning  
• Relating (based on emerging definition of customer service)  
• Organizing  
• Assessing  
• Scanning  
• Communicating  
• Adapting  
• Preserving (what do we keep stable?)  

 
These are all written as gerunds to indicate that they are processes that form the skeleton of a 
dynamic system. These processes can be executed well or poorly. Collaborative approaches 
grease the wheels of the execution to move toward world -class levels of performance.  

 
What are the principles and disciplined practices that build the core competencies? (This  is  
the  topic  of  the  next  chapter,  where  the  ten  key  principles  for  creating collaborative  
excellence  are  described  in  detail.  Disciplined practice is considered prerequisite for 
capitalizing on these.) The problems managers face range from: 
  

• simple, linear situations, where problem definition is easy (tame problems) and an 
algorithm can be plugged in to determine a solution, to  

• ill-defined situations, where the problem is not clear from the beginning so it is not clear 
what the solution should be, to  

• Wicked problems, where stating the problem is the problem. Wicked problems are complex 
with interdependent facets (Pacanowsky, 1995).  

 
With “wicked” problems, when a solution is applied to one facet, other parts of the problem 
change. The most salient facets receive the most attention, but a new facet revolves into 
awareness after a partial solution impacts the whole. To   make matters worse, the context of 
the problem requires that the solution be context-specific. The solution must be invented over 
time. Organizational transformation for solving the problems of competition and of 
collaboration is wicked problems. Multiple perspectives must be integrated in a dance of change 
as incremental and revolutionary changes are introduced into the situation.  
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There is a tendency in organizations to ignore wicked problems, which cause cognitive strain, 
and to take a purely incremental approach to the facet   of the day, hoping for the best.  In 
wresting with wicked problems, heuristic guidelines replace algorithms, continuous creation 
replaces simple reinvention, collaborative thinking replaces unilateral decision making, and a 
framework of principles and values replaces a menu of standard responses. New solutions are 
created jointly over time within the framework. To compete in the business environment of the 
21st Century, organizations must be designed to engage the minds and hearts of their members 
and create effective relationships across all boundaries. The hardware and software technologies 
have been tried often in the past twenty years, but they have often failed to create more 
effective organizations. The development of collaborative work systems has been emerging as 
an essential piece of the puzzle. As the competitive landscape shifts, those who are quickest 
to adopt the advanced social technology of collaborative design are likely to be the winners. 
The collaborative organization enables the optimal development of the intellectual and social 
capital that increases the financial capital for an organization. The next chapter presents ten 
principles that represent the foundation for effective collaborative processes and the generation of 
collaborative capital. An organization creates its collaborative advantage by operational zing those 
principles through disciplined processes and consistent practices.  

 
Q1 What is the meaning of team collaboration?  
Q2 Is Collaborative Work Systems as a Solution?  
Q3 what are the different Collaborative Competencies?  
Q4 What is Collaborative Culture?  
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