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HIGHLIGHT 3.4 (continued)

Now she wanted to get their feedback on her work as  abandoned by its owner and was attracting children and
their suparvisar. lacal tsenagers who sought access through its broken
After much discussion, unit members decided to  windows and back door. Since the house was really on
rate Mary on five different charocteristics they consid-  the edge of the neighborhood, many mambers did not
erad impanant in a supervisor. When thay wers done, sea it as 8 manter of great concern. There was even a
they decided to present Mary with a composite picture question of whether the property was part of Frankiin
of how the unit felt about her leadership. Rather than  Avenue, since it faced a side street.
give her their individusl ratings, the unit members Quietly, but firmly, Mr. Alison and Mrs. Gonzales
decided 1o average their individual ratings on each of  spoke of the dangers 1o the libor
the five charactoristics and give hor one st of ratings.  the way the property detracted fro
This method eliminated extremes st both ends |8.g., neighborhood. Ms. Wamlnwm
wery high or very low ratings) and gave a more middle- then spoke passionately aboc
of-the-road view of har parformance. danger to har small children. She angrily asked how the

other members would ause was naxt door 1o
. = thair homes, She demanded that the group take a posi-
Persuasion by a Minorily of the Group tion and ask the city 10 the Bociss i down oF

The night was getting quite late os the Franklin Avenue  renovated.
Neighborhood Association neared the and of its agenda.  dation, less o and more because of

The last itern to discuss was what to do about the vacant  her ardent a mmummamﬂm ! -:r*
housa at tha and of the block. Tha proparty had baon ﬁ@wmm W

d

d to follow her recommen-

to reach a solution that most, if not all, members can rrw,y passively undercut the proposal. In yiﬁm cases,
support. In some cases, the compromise pleases no bsers may be resentful and actively work'to make the
one entirely but is viewed as the best that can hdum‘ idea fail. Alternate methods of aq;ﬂﬁg at majority

under the circumstances. Each side gives up ing rule involve increasing the percens of votes required
to reach an agreement with the other side ups for passage (revisions of I:ry or constitutions of
that begin with an idea, amend it repeate: satisfy  organizations frequently rq.] re a two-thirds major-

divergent points of view, and then approve the final  ity) or developing a welghted system of voting. While
product usually are making decisions by compromise.  these methods help mesae the percent of members

The degree of satisfaction with'the compromise is who support a d ision, they do not truly overcome
often lower compared 10 d ons reached by the disadvantages ol this siyle of decision making.
CONSEnsus. . One example of decision making by majonty is
. ' y . the passage of the Affordable Care Act (Obamacare)
Decision Making H‘Mﬂfi by the y."sr.r Congress. The final passage in both the

Most deliberative bodies (e.g., legislatures, boards of House and Senate occurred without a single member
directors) engage in decision making by majority rule. ol Republican Party voting in favor of the hill.
In this mode ecision occurs when over one-hall | Democratic Party had a sufficient majority to
of the deci makers support (or vote for) an ided. ™ approve the bill without minonty (Republican) votes.
Decisions made in this fashion typically are a tél At the same time, many of the changes or amendments
by the winning side and disliked by the losingside. 1o the bill were suggested and supported by Republi-
Losers do not necessarily feel as compelled Io,,ﬁippun can members of the House and Senate while the bill
the outcome of the group decision making-as is true  was being debated.

with consensus. Because majority rulg is'n less time- .

consuming method, large groups ol‘lLil; use it. When o Rule by an Individual

matter is of little consequence, majority rule may be a  Many groups make decisions by default and allow one
satisfactory method for making a decision. When the  individual 1o make choices that affect the entire group,
matter is complex or requires a high level of commit- This situation may occur because of the forcefulness
ment from the group to the decision, this method is  of the speaker. members® fear of offending the deci-
problematic. Losers may not support the decision and  sion maker, disinterest in the decision itself, or lack of

Copiyrayss 2010 Cengags Laddmeng 48 Rights Ressreeil My A hie Ciapvbied, w2arre i nf o etad whale o  part WON B2 200207

Printed by: jennifer.green6@waldenu.edu. Printing is for personal, private use only. No part of this book may be
reproduced or transmitted without publisher's prior permission. Violators will be prosecuted.



assertiveness. Essentially, one member makes a deci-
sion, and the rest of the group acquiesces. Sometimes,
there is discussion among the members about the
options; at other times, there 1s none.

Persuasion by a Recognized Expert

Many groups have members with expertise in a cer-
tain arca. For example, one member of an educational
group may have had experience placing a loved one in
a nursing home. Other group members typically listen
to members who are perceived 1o be knowledgeable
about a given subject. When a group comes to making
a decision, it may accede 1o the recommendations of
the “expert.”

Averaging of the Opinions of Individual
Group Members

In some groups, decisions are made by av gmg th:
opinions of individual group members. Thi:
done most easily when the opinions real
be averaged. That is. the opinions be in the form

of numerical ratings that can - using stan-
dard mathematical technigu Unlike & compromise,
there is really no giving in wvidual members but

rather an acceptance that'e % npmm will be merged
with those of the { the group. This technique has
the advantage of :ﬁ]‘lﬂrmﬂ people to give up their
opinion or change it inresponse Lo group pressure,

y @ Minority of the Group
by a minority often occurs when one or

Persuasi
Persua
mo:
seision. It happens more frequently when a sub-
oup has intense attitudes and the rest of the group
15 Jess invested in the matter at stake. A vocal and per-
suasive group of individuals thus may be successful in
swaying the opinions of a larger group™

Nominal Group Technique

One of the more interesting methods used to help
groups make decisions 1§ the nominal group tech-
nique. [is intent is to help group members arrive
at a consensus with respect to a pending decision.
It assists in getting group members to generate ideas
and helps build commitment to a decision. This
approach can be used by groups of various sizes To
begin, members receive a problem statement and list
their ideas about the problem. Each member does
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meulhﬂs of a group feel strongly about a partic-/
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this without consulting other members: once this
process is completed, the leader goes around the
group one by one, asking each member to provide
one of the ideas from his or her list. This process
continues until all items on each person’s list have
been exhausted. Membérs may choose to pass when
they no longer hav any ideas to contribute. They are
also free to cont additional ideas they thought
of while listening ‘1o other members. The worker
writes eachidea on a board or Mip chart visible to all
evaluation of ideas oceurs during this
bin procedure.
il the ideas are collected and listed for the
mbers, the leader begins to go through each idea
v, This process helps ensure clarity and allows

“each member to explain the merits of an idea. No

lengthy discussion of any idea oceurs at this point.

In the third stage. members review the ideas col-
lected and list those they believe are the most impor-
tant or have highest priority. They. may be asked to
select a specific number such asS.or 15. The goal is
to reduce the overall list by oné-half to three-quarters.
Once completed, the leader places a checkmark by
each idea supported by a member. This tabulation may
be accomplished by the member listing the best ideas
on i card and handing the card in or by going around
in round-robin fashion again. When completed, the
group has-4 list of those ideas that showed the most
promise.

If the final stage, members rank the new list of
wdeas. Usually, the priority list will be small, with
anly five ideas permitted. These are listed on index
cards one idea per card. The cards are collected, and
the leader tallies the results on the flip chart. The
highest-priority idea receives a point value of five and
on down to the lowest-priority item, which receives a
one. A mean rank for each idea 1s computed by adding
the numbers together and dividing by the number of
members. Once completed, the idea or ideas that have
the greatest support and group interest are usually clear.

The nominal group technique can produce
a larger number of alternatives than most other
approaches while being perceived as highly cooperative
and effective by members (Graele & Armstrong, 201 1;
Harvey & Holmes, 2012). This approach is usually
enjoyable for the participants. It is an effective tech-
nique for developing alternatives, because it encour-
ages the participation of all members, It also allows all
points of view 1o be expressed and discourages making
decisions without adequate discussion,
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122 Understanding Generolist Proctice

Brainstorming

Brainstorming is a group technique used to encour-
age members to produce a variety of ideas about a
specific topic. It is an efficient way to develop alter-
nate solutions 1o a problem. Useful in both large and
small groups, brainstorming begins with a problem to
be solved, Each member presents one idea, and then
another member has a turn. This process continues
uniil the leader lists all ideas on the board or flip chart.
No attempt is made to rate or evaluate the ideas. Mem-
bers should be free to present ideas they thought of
after hearing other members’ contributions (piggy-
backing) and should raise their hands before partici-
pating. The leader should encourage all contributions
and clarify any ideas that are not clear.

Unlike the nominal group approach, the evalua-
tion phase does not closely follow the idea-generating
phase. Ideas tend to be better if the problem is clearly
and specifically defined. Brainstorming can produce
large numbers of ideas and works best when the goal
is generation of multiple aliernatives. It does not wor
as well with complex situations or those in whi
there is only a single correct answer, There is, h
no clear evidence that brainstorming is mo
effective than the nominal group app !
both methods rely on an atmosphere 80 opcnness 10
new ideas, the worker should encourage this process
and resist premature attempls d{mﬂiﬁlc the ideas
presented. In either case, id .@..u receive immediate
evaluation, especially a n r assessment, are less
likely to be followed by other ideas. Members may feel
threatened hu:au ne ridiculed or challenged
their ided and be Tess likely to risk offering other
ideas 1o the g

DeRo Slhith. and Hantula {(2007), in a meta-
analysi tm:\rmus research on the use of electronic
bramstorming methods, found that conducting nomi-
nal groups online was also an effective alternative to
face-to-face groups It is also a method that has been
used in many countries across the globe, wpcluding
Great Britain, Netherlands, Malaysia, Australia, and
China, suggesting that it is a cross-culturally effective
method. Finally, it increases members’ gommitment to
the outcome.,

Parliamentary Procedure

Parhamentary procedure is a highly structured tech-
nigue used by groups of various sizes 1o make decisions
and conduct business. The model of parliamentary
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procedure described in Roberi's Rules of Onder
(Robert, Honemann, & Balch, 2011) was devised over
140 years ago and remains the most common set of
guidelines in use today. Groups agree in advance to use
the rules so that there s no last-minute disagreement
about how deasions will be made Most deliberative
bodies (legislatures) and large task groups, as well as
many smaller task groups use Robert's Rules to facili-

tate their work. While parliamen procedural rules
are clear and designed to help roup, they are not
always followed closely. So the procedures
called for in the rules beco to accomplish-

example, smaller commit-
tute by consensus and dispense
s where the group is in agreement.
In this case, éntary procedure may be too time
consuming and unwieldy. In legistative bodies, a person
can casily waste the body’s time by endlessly speaking
:ﬁ’lﬂr before the group. Called filibustering, this
may stymuie 4 body and prevent it from cond uet-
normal business In these sitnations, groups nﬂy

ment of group goals.
tees may decide to
with voting on 1

ing |

_ decide to temporarily suspend some of the usual rules of

parliamentary procedure, thus preventing filibusiéring,

In parliamentary procedure, the businéss of the
group occurs in the form of metions, which are pro-
posed actions that the group is‘askgd 1o support. A
member of the social work student orpanization may
make a motion to buy paint to'refurbish the child care
center. The motion might be stated as follows: *1 move
we purchase three gallons of paint for the child care
center.” If anyone elsesupports this mmi.on. that mem-
ber would say, “I second the motion.” The motion or
]:m)pm;a]wmﬂdthenbcnpmfordehateor discussion
by the members. Motions generally fall into two major
categories, primary motions and secondary motions.
Primary moiions bring business to the group for consid-
eration. The motion to purchase paint is an example of
a primary motion. Primary motions include both main
motions (example above) and incidental motions. fnci-
denital motions are used for such purposes as adjourn-
ing the group and repealing an action already taken.

Secondary motions are those used 1o act upon the
primary motion. They include motions to amend a
main motion, (o refer a matter to another body, or to
defer action on a motion (postpone or table). They also
are used to limit debate on a motion, to reconsider a
motion, or to bring up for discussion an item that had
been previously tabled. Last, secondary motions include
motions to challenge improper actions and to request
mformation (e.g., pointof order or point of information).
arl. WCH EI-300.707
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CHAPTER 3 Proctice Skills for Working with Groups 123

For example, a member who seeks clarification on why 4 member might say “1 ¢ to amend the motion 1o
the body is dealing with o matter that seems to belong  place a limit of 50 dﬂﬂg’:n the amount to be spent
to another group would raise a hand and address the  for paint.” This améndment also needs a second and
presiding officer by stating: “Point of information.” The  would be voted o, II'a d, the amendment would
chair would then ask the member to state the point of  then become i‘spﬁ! wof the original main motion, After
information and would attempt to respond to the ques-  all i1s are considered and voted on, the main
tion the member has raised. Similarly, if a group strays  motion (as amended) would be voted on.
in its debate and is now discussing a matter that s not s are other rules governing parliamentary
related 1o the motion on the floor, a member might  progedure. These include specification of a guorum
state: “Point of order” The member would then remind _ (the minimum number of group members that must be
the group that they have not vet voted on the moti resent 1o conduct business) and use of an agenda (an
before them and have begun to debate some other mfit-  ordered list of the topics to be covered in th{: meeting).
ter. The chair would then rule on the member’s poir Most groups have a leader or chairperson responsible
of order, ask if there 15 any additional d on the for helping the group conduct its business A secre-
motion on the floor. and then call for the ybte. tary is charged with the task of keeping the minutes
Other motions do exist. but t e used too  (official record of a group’s actions), Other officers,
infrequently to mention in this chaptet. Robert’s Rules  such as a treasurer or vice chairperson, may be needed

of Order should be consulted e who frequently  depending upon the t d'size of the group.
use parliamentary procedure. In larger groups, there miy be subgroups or com-
The primary principleestablished by parliamentary  mittees to which ::cﬁ'tin business is sent for review.

procedure is that each on has a right to be heard For example, to have both standing (ongoing) com-
without interruptio he person who makes a motion  mittees (such as g finance committee and a personnel
speaks first on o to - Allmembers must ave anoppor-  committegyand special ad hoe committees sel up o
tunity to speak if they o wish. Debate must be related  handle specific bits or categories of business is com-
to the motigayen the floor and cannot be on superflu-  mon/Committee members and the chairperson of the
ous matiérs Onee each person who wishes has had 8 committee are appointed by the chair of the larger
chance to speak, the leader (chair) asks if there is any  group. The smaller the committee, the less likely it is
further debate. If there is none, the group will then vote 10 use more formalized parliamentary procedures. A
ﬂi’epmpﬂial. Sometimes & member of the group will useful online resource is the official Robert's Rules of
‘wish to stop debate and bring a matter to a vote.This  Order website: hitp:/fwww.RobertsRules com. A social
s achieved by saying “1 call the question.” This motion  worker skilled in the use of parliamentary procedure
is nol debatable—it immediately halts discussion on a  can be of enormous assistance to task groups. Know-
matter if supported by two-thirds of thbse present. ing how to make and amend motions and otherwise
When the group is ready to voté, the chair will say  properly handle the group’s business can make the
“All those in favor of the motion, Say aye.” Restating  group’s task go smoothly. Parliamentary procedure
the motion to be voted on or having the secretary read  provides a set of rules to guide groups in their delib-
the motion may be bﬁl.“m that point, all favoring the erations: it was never meant to serve as an obstacle. In
motion will respond “aye” Then the chair will call for  the final analysis, the wishes of the group must prevail
all no (or nay) votes and then all abstentions. The chair  even if a violation of Robert's Rules occurs.
will decide which side prevailed based on this voice vote . W
and announce the results. Sometimes, members vote by Critical Thinking and Groups
raising their hands or by using paper ballots. especially  Although groups can be effective decision )
when the vote appears (o be close. Normally, a simple makers, they can also fail to use critical J
majority must approve & motion. If a tie occurs in the  thinking skills in their deliberations, some- ‘\.%
voting. the motion does not pass. Sometimes, however,  times with disastrous results When group
the chair may vote to break a tie or to create a tie. members do not critically evaluate ideas  EP 7a, Ba
As mentioned earlier, @ motion may be amended.  or options that are presented but simply

This amendment means it may be changed by a member
proposing to add or delete something in the original
motion. To amend the previously mentioned motion,
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2o along with the rest of the group, they are abdicating
their responsibility to themselves, the other members,
and the group as a whole. Janis (1982) coined the term
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124 Understanding Genernolist Proctice

groupthink 1o describe situations where groups have the
illusion of agreement but have really failed to carefully
consider their decisions. It wsually arises when group
members seek decisions too quickly, feel that dissent is
not welcome, or do not want to upset the camaraderie
by expressing opposing opinions. Sometimes it 0ccurs
when members do not want to be seen disagreeing with
the group leader, Groupthink substitutes a harmoni-
ous atmosphere in the group for clarity, creativity, and
a fuller understanding of the situation {Oliver. 2013).
Groupthink has been identified as a factor in multiple
situations ranging from decisions to go to war in Iraq to
jury decisions. corporate governance. and health care.
A critically thinking group will weigh alternatives care-
fully, consider both advantages and disadvantages of
each option, and value the insights of all group mem-
bers. Group leaders can help encourage critical think-
ing and reduce the tendency toward groupthink by
encouraging members (o present dissenting views, test-
ing for consensus rather than assuming it exists, model-
mg independent thinking, and assigning a nxmbcr to
raise objections or present the worst-case scenari

a particular decision is carned out. Postmes, Spéurs,

and Cihangir (2001) point out that criti
norms produced better decisions than groups that were
focused on consensus building. They ngtesthat “the
content of group norms is an importafit facter influ-
encing the quality of group decision-miking processes
and that the content of group nogfs may be related to
the group’s proneness for grou {p. 918}. Further
review of the research by BroWstein (2003) suggested
that the homogeneous composition of a group tended
to produce poor decision making; Sibony (2012) high-

lighted the import of having members with the
cournge to speak
Avoiding ,' mk #s a member or leader of

i group ires several steps (Markiewicz & Breen,
2015. T e
® pize your own cognitive biases. This

includes developing awareness of your biases

in the arca of gender, race, ethnicity, sexual €
orientation, and other characteristics that affect
how you value other people different from’
yourselll

# Recognize whether you have a lend:ncy to act on
emotion, suffer from :wcn:unf'dcuu. or tend to
avoid conflict situations.

# Encourage debate and dig for additional

information whenever possible,
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Critical Thinking Questions 3.2

o Have you ever been part of a group where you
chose not to voice your disagreement despite your
misgivings about the idea being discussed?

& What motivated you Lo not share your objections?

o If you were the group leader, how would you have
encouraged members to think critically about their
decisions? ‘4:

Group Functions and Roles
Observers of m groups have con-
cluded that the wo types of basic
i : _h group must fulfill:

&

<
7b

nends. Maintenance functions, on 111: other hand,
sure that the needs of group members receive atten-
1. Both task and treatment (therapeutic) groups
require members who attend to task and maintenance
functions. In task groups, we are typically less con-
cerned about the needs of the individual member and
more focused on the group task, Incontrast, within
treatment or growth groups, the needs and interests of
individual members receive fore attention. Remem-
bering that no group operates without attending to
both functions is impuﬂum The emphasis placed on
each function will varvdepending upon the group.

In practice, the members of the group are the
people who i earry out the various [unctions
described earlier. This process occurs through one

or more roleS'that members (and leaders) play in the
group.

Task Roles

As mentioned previously, task roles are functional
roles designed to help the group reach agreed-upon
goils. Members of a group engage in particular behav-
iors that help facilitate this process. One such role is
information seeking from the leader or other members.
In addition to secking mformation, a member may
solicit the opinions of group members to help deter-
mine how people perceive some topic. Opinion seekers
often want this information before stating their own
position. Efaberators expand on ideas proposed to the
group and help to ensure that a complete explanation
is provided for all ideas.
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CHAPTER 3 Proctice Skills far Working with Groups 125

Other members may engage in teaching or Paying attention (o the needs of individual
instructing roles, These members often clarify and  members naturally Occurs in most treatment groups.
remind the other members about previous decisions Members are selected fo join these groups with

they have made. Still other members will evaluate or
make judgments about the wisdom or appropriatencss
of any particular idea or course of action.

Some members engage in an enevgizing role by
showing excitement and enthusiasm for projects;
by force of their interest, they bring other members
along. Energizers are the spark plugs in any group.

t%sk of
Once a group has made a decision, some mem-  thesgroup and less to individual needs of the -
bers will serve as recorders, or unelected secretaries, by her?in a board of directors or a multidisti

keeping a log or record of decisions reached or actions

taken. Some may actually jor down these items, while
others maintain only a mental notebook, Recorders
are sometimes assisted by other members who ind
the group to follow some agreed-upon rules o%rm:c—
dures as they continue their deliberations. Recorders
are helpful, because they help the group'stay on task

and serve as the unofficial histor a group. The
procedural technician helps the olp follow their own
agreed-upon ways of making décisions.

Persons playing tisk roles are interested in the
group completing its agreégéupon task and try to help
this process. They tend 1o be more committed to the

%% concerned about the importance

Group maintenance is an important function urﬂ!ﬁ'
attention in any group. Group maintenance (]
co ed with improving, enhancing, ory Asing
group functioning. Task groups often payless atten-
tion to this facet than treatment gm@dn. but the
function of group mainlenance u%unu: be ignored,
Group maintenance roles include. onizer, com-
promiser, encourager, lollowentension reliever, and
listener. The titles assigned 10%hese different roles are
less important than the behaviors that members per-
form to accomplish the group maintenance function.
As suggested by the titles, group members focusing
on group building and maintenance encourage other
members to participate {encowrager ), and they listen
carcfully {fistener ). They also follow the directions of
others (follower ), emphasize harmony and compro-
mise harmonizer and compromiser, respectively), and
relieve rough moments in the group, often through
humeor ( tension refiever ). The goal is to attend to the
group’s socioemolional climate and help the group
maintain its “we" feeling,
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the expectation that their Social and emotional needs
will be given concerted attention. Task groups, on
the other L often assume that members’ per-
sonal needs.are secondary to the groups purpose. A
balance bet meeting both types of needs, task
and soci tional, must occur in all groups. There
almost @Ways will be more attention to the

iplinary

conference in a hospital. Likewisg, a group for
men who abuse their spouses or & group for women
surviving breast cancer will hayea greater empha-
sis on individual needs and ﬁ:qjﬁs of the members.
Ultimately, all groups nedd members who attend
to both functions. Task gréups that ignore the feel-
ings and needs of members are not likely to endure,
because members \ﬁﬁ"dmp out or otherwise avoid
participating. Trésiment groups without sufficient
task focus wﬂ11 ot reach their goals of changing
individual iniﬂr. Group members will become
frustrated beeause they see no progress. Eventually, a
ther ¢ group that does not maintain a task focus
urill& members, funding, or both.

s
- Nonfunctional Roles

. % Both task and maintenance roles are designed to help

achieve the goals of the group. However, not all the
behavior of group members can be classified into the
two categories described previously. Some roles played
by members simply meet only their own needs These
behaviors include aggressiveness, blocking. seeking
recognition for self, dominating the group, seeking
help, and confessing past errors These roles do not
further the progress of the group.

Aggressive members attack others and, by put-
ting them down. attempt to raise themselves Such
members are likely to challenge the ideas and
motives ol others and soon become a problem for
the group. Blockery are usually the ones to say “Yes,
but...” to all the ideas or solutions proposed in
the group. No matter what the proposal, they will
always have a reason why it will not succeed. Rec-
agnition seekers will engage in a variety of behav-
iors, all of which are designed to focus the group's
attention on themselves. Like the people who domi-
nate {dominators) the group by talking incessantly
or people who seek help from the group for their
afl. WCN E2-200.707
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126 LUnderstanding Genernolist Proctice

own problems, those seeking recognition have per-
sonal needs that are not being met. That behavior
indicates a need to which the group cannot respond.
The person who confesses (confessor) past mistakes
olten embarrasses the group by inappropriately
disclosing personal behavior. For example, at the
first meeting of a group, when members take turns
introducing themselves, one member remarks that
she had an abortion once This disclosure makes
some members of the group uncomfortable and
shows the member's insensitivity to the usual
boundaries experienced within such groups. These
roles are important, because they indicate the
needs of the individual member, but they often
do not help the group toward its goals. A member
who behaves in this fashion often risks rebuke from
the group and slows the group in its achieve
of objectives.

Other nonfunctional roles include the s
defensive member, deviant member, quiet
and internal leader (Shulman, 2012
draw upon themselves the wrath of
and serve as someone 1o blame |
poing well. Defensive members, 3 :
not accept blame for anything and deny responsibility
for their actions, Deviant nmbers engage in behavior
they know the group will oppése or find annoying,
such as continuing to speak out of turn, interrupting
others, or refusin ‘plrticipate in group activities.
Cuiet members ply do not participate. and they
make getting to Know them impossible for anyone.
Finally, the imternal leader may vie for leadership of
the f:ﬁ;ﬂmpt to wrestle control from the

desi d leader. Internal leaders are often members

with significant natural leadership ability or iuﬂu.écnm'

over other members

Groups need guidance and help from the leader
to recognize and confront nonfunclional roles. At
various times in the developmental history of a
group (i.e., as a specific group develops.and changes
over time), different roles may be nbeded. The leader
must be familiar with task and group-building or
maintenance roles and skilled enough to model them
for group members. Leaders also must be keenly
aware of what the group needs at any time They
then must either address that need themselves or
draw upon other group members who will play the
proper role. Continued nonfunctional role-playing
by a group member usually suggests that the group
itsell is not functioning well. Such behavior should

Copigraghe 2000 Carpige Ladming AN Rights Ressrenil My

nol be ignored or allowed to continue unabated.
Table 3.1 summarizes the wide variety of potentially
positive and negative gmuwlc& as well as those
considered nonfunctional. “ 7

Table 3.1 A Voristy of Gﬁﬁm

Potentially Positive P des

siructor s

Energuer
Recorder
Procedural Technician 4

Compromiser

Dominator
Help Seeker
Confessor

Monfunchonal Roles

{|

Defensive Member
Deviant Member
Quiet Member
Internal Leader
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Using Empathy and Other
Interpersonal Skills with

Groups 035

Chapter 2 discusses a vanety of skills important for
micro or oné-on-one practice. such as relationship-
building skills with clients (warmth, empathy, and
genuineness) and attending skills (including eye con-
tact, active listening, facial expressions. and body posi-
tion). In addition, Chapter 2 describes a number of
interviewing skills, including encouragement, reflective
responding, rephrasing, clarification, interpretation, pro-
viding information, summarizing, and self-disclosure.
As might be expected, these skills are as applicable in
groups as they are in one-on-one interviews. In thera-
peutic or growth-oriented groups, the worker is likely
to use these skills and 1o encourage group members o
do the same. Part of the workers function, indeed, may
be to teach these skills to members of the group. For
example, members of a parenting skills group will ben-

efit from leaming how to listen actively to their children. pe
Members of chemical dependency treatment groups

will need to engage in sell-disclosure, and leaders may
engage in modeling this behavior.
Task groups typically have less emphasision such

matters as self-disclosure, because it is notl @sually
related to the purpose of the group. Likewise, inter-
pretation of behavior and reflective ing 15 used
less often in a staffing for a nurs patient. Lis-

tening skills and the ability to sur ize, clarfy, and
provide information are, hoWever, just as important in
task groups as they are in onc-on-one interviews and
in treatment-oriented gro Viewing the development
of skills as 4 continuing process is important. Some
skills essential for n-one situations must be

in small groups and'when working with larger system
levels such as,
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example, the engagement step is important in treat-
ment groups, where the worker develops a profes-
sional relationship with group members and conveys
warmth, empathy, and other indicators of interest
toward all of them. In task groups, engagement is
often seen in the behavior of the worker who intro-
duces him- or herself and seeks introductions from
other members. It is also evident in the listening skills
used by the worker, whether as leader or member.
The assessment siep occurs in both task and
treatment groups as members seek to understand the
purposs of the group, the needs and potential con-
tributions of members, heir commitment to the
group. Recogmizing and dcknowledging the strengths
of each group member helps maintain the focus on
growth and he power the group. Group mem-
bers must i issues or problems they will work
on, while ring the role that the larger environ-
mentplays in influencing the problem.
Jasifing also occurs in both treutment ung task
. The planning step identifies the acti6hs that
to be taken to address the task ofwhe group.
includes prioritizing the issues 1o be’ dealt with,
including translating problems inte, Beeds. Consid-
eration of alternative solutio :k’ done by group
members in both task and trespment groups, Select-
ing goals and objectives. whieh then suggest concrete
steps that members or group itself will take, is
required in all types a_gjruupi For example, a group
for women experieneing domestic abuse might dis-
CUss al!cmaliwﬁﬁ'ailnble to a member consider-
ing whether ot not to return to the abuser. A board
of directors, Will review various possible ways to
increase income and reduce expenses for the agency.
Trea 1 groups often use a general working agree-
mentor contract) whereby members might commit
themselves to meeting for six sessions to learn asser-

or lurge governmental organi= Sgfyeness skills

zation. ﬂ;‘h“ same time, a worker with a group musty The implementation phase of GIM is sometimes

use addi

ce roles and using parliamentary proced
inal group and brainstorming In:h:@&
Yy
x.;’r
Groups and the Generalist

Intervention Model (GIM)

The ability to utilize the stéps in the
Generalist Intervention Model (GIM)
is also important with groups. For

#f‘
EP6,7,.8

Copigragte 20NN Canpige Ladming AN Rights Ressrse il Sy ¢

d e Cialvied. azanred Bf Sl Etod W

skills that include playing task and referred to as the working stage of the group. Indi-

vidual members wrestle with the goals and objectives
they have set for themselves. In task groups, the day-
to-day discussion and decision making is what occurs,
Groups follow (and sometimes revise) the plans made
during the planning stage Progress toward poals is
monitored and acknowledged.

Evaluation is a critical activity in groups. Both
task and treatment groups have goals and objectives
that can be measured or otherwise assessed. Those
struggling with substance abuse issues can tally the

arl. WCN B2 200007
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128 LUnderstanding Genernolist Proctice

number of days away from drug use. Patients recov-
ering from surgery can determine the extent to which
they feel more in control of their lives and confident
about the future. A multidisaplinary team can deter-
mine il the group devised a thorough set of recom-
mendations for helping a particular client.

Criticol Thinking Questions 3.3
Assume your class is asked to evaluate the effective-
ness of a new course designed to help students become
more assertive. Il' the class is not effective, it will be
eliminated and the instructor terminated.

o What are some possible options to help evaluate
the effectiveness of the assertiveness class?

o OF the options you identified. which one do you
believe 1s most useful? Why?

o What would you say to a fellow student who was
worried that a bad evaluation of the class would
mean that an insiructor would lose his or her job?

All groups reach a point of termination. whic
may occur, for example, when the six scssions
learning anger management techniques have
or when the ad hoe committee has compféted its

set of recommendations. Both task ands siment
groups are concerned about the nnm-up.
A task group that failed to come pp With a proposal
may be asked to continue or '

lated by another
group. A treatment group of clients with ongoing

individual needs may suggést#n appropriate referral.
GIM is an important tool forworkers involved with

groups.

The new specialized family treatment program i
barely & months old when problams began é
It wes designed to provide Intensive in-
mant by a team of family workers with low tassloads.
Tha program had initially been greated gfi‘m posi-
tive approach to working with multi'barrier families.
Within a few months, the eginning 1o prove
the merits of the idea. At the sama time, workers who
wara not part of tha specialized unit began to complain,
Soon, the source of the complaints becama clear. With
saveral workers attached to the special program, those

Copiyrayss 2000 Cengaps Ladmeng A8 Rijs A
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Intervention Skills for Task

and Treatment Groups

Whether the social worker is leading a sk group or
facilitating a treatmen! group, several essentinl skills are
likely to be nesded. These skills include conflict resolu-
tion, modeling and coaching, team building. confron-
tation, consultation, coordination, and using structure.

Conflict Resolution 1
Conflict is a fact of life. It w.éml.llin:b' within rela-
tionships and can have positive or negalive consequences
depending upon hcmé 15 handled. Conflict may arise
from power or statds ses, personality disagree-
menis, or from ing values or belief systems.
Cﬂnﬂiu@, ends 1o be viewed as negative, because
too often itds not resolved or managed successfully.
Coniliefsituations may be approached in a logical and
slgmcp method that includes recognizing the con-
fligt, assessing it, identifying an appropriate methed
of resolution, and implementing the resolution.

\ Recognizing Conflict

Recognizing poiential or actual conflict sieasy when
people do not 1alk 1o one another or are openly hos-
tile, unnecessarily polite. or outright rude. Ideas sug-
gested by one side may be routinely rejected by the
other. The conflict may be_between individuals or
groups. It may be created by jealousy and other per-
sonal reactions, confusion. or misunderstanding. The
example in High!.iﬁ]it' 3.5 sugpests how even the best
plans can create conflict.

The Family Treahnecu!fl"rogrum:
Recognizing C?_pﬂic'l-'

remaining were being asked to handle larger caseloads.
Many saw the benefits of the new program but felt their
extra workioad was untair. Thoss with larger caseloads
felt they ware assuming too much of the burden and
resented it

When designed, the new program had no altorna-
tiva plans to handle an increased caseload for the rest
of the staff. Nor was any thought given to how removing
workers from the regular family unit would sffect the
workload of those who remained. Claarly, the agancy
administration had a problem.
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John was in his second month as director of the East-
arn Washington Service Center. The agency had been
wracked with scandal before John became director.
Undor a recent director, the agoncy had lost its entire
building fund because of poor stock investrments. John's
task was to return the agency to a healthy financial foot-
ing and restore its reputation. In his first repor 1o the
board of directors, John explained recent changes in the
agency and tried 1o highlight some of the accomplish-
mente. To help improve stafl morale and productivity,

Assessing Conflict

CHAPTER 3 Proctice Skills for Working with Groups 129

That Is Not What | Said: Assessing Conflict

he announced that he had recently bought some chairs.
Almost immediately one board member at the other
mdufﬂnrnummd.i_ﬂuﬂmrﬁv,'ﬁhn?’hhnm
momantarily porplexed. Surely purchasing a coupls
of office chairs was not a of major concern 10 &
member of the board of .Then the board mem-
ber asked, “Did you sa ght shares or chairs?”

Jahn quickly a that he had indeed pur
chased dask ¢ : of slock, the cause of the
earlier scand

g

One of the ways

: 3 ) . Win-lose and Win-Win Situations
Assessing conflict usually requires talking directly we can avoid becoming involved in conflict isdo rec-

the parties involved. Often, the source becomes ¢
during this process. In the situation in Highlight !.5

the source was readily identified. Somet other
problems mask the source, or the problemis the result
of miscommunication. In the latier . the problem

can be more easily resolved. Highli
ple example.

Creating a problem does not take much effort.
Undoubtedly., unclear gc}sdﬂ: between sender and
listener cause their share of conflictual situations.

Choosing o Sﬂ‘d‘%ﬁﬂd Intervening
Identifying the source of a conflict 18 an important
step in re it. Once identified, appropriate strat-
cgics be considered or devised. For example, if
the m &5 simply between people, a variety of
aches can be used. These include bargaining or
egotiating (discussed in Chapter 4) and other meth-
‘ods designed 1o separate those in conflict. When a
structural problem (one related to agency design or
organization) is causing the conflict, thé solution
must also be structural, For exa ﬁk i disagree-
ment over assignments may be resolved by modify-
ing the assignment system or redistributing an unfair
workload. Sometimes, an interpersonal problem can
be resolved through structural means. Highlight 3.7
illustrates this point.

Although positive outcomes are not always pos-
sible and some conflicts cannoi be managed, prog-
ress can usually be made, In some cases, the following
strategies will prove effective,

1 3.6 gives a sim-

Copiyrayss 2010 Cengags Laddmeng 48 Rights Ressreeil My

# i Ciapwkid,

ognize when a win-lose conflict situatidn 5 devel-
oping. The nature of competition ofien/produces a
win-lose mentality, Much ol our society is structured
around the idea of winning or beating the compe-
tition. In group meetings, there are always clues 1o
win-lose situations. When youd feel yourself lining up
on one side or the othéy, you are probably becom-
ing involved in a win-lose incident. Sometimes our
lunguagt gives us away. Il we say or believe that our
way is the only way or the best way, we are implicitly
giving a message that the other person’s point of view
is wrong. Eventually, win-lose situations become
lose-lase situations because neither side benefits The
side that loses feels bad and may be resentful. Those
onthe losing side often lose their sense of being part
of the group and may even sabotage things if suffi-
ciently upset. Losers stop listening to the other side
and soon see additional areas where they disagree.
Resolving win-lose situations requires that we first be
aware of them. Once aleried, there are a number of
skills and techniques that can be employed to defuse
the situation. Some strategies that are often success-
ful for resolving or avoiding win-lose situations in
groups include:

. Asking each person to listen actively 1o the other.
Active listening requires that you demonstrate
your understanding of what the other person has
said by paraphrasing it.

2, Role playing for the parties to show how their
communication looks to an outsider,

siarred nf dolisetod wfEle oF A par. WON B2200.003
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130 LUnderstanding Generolist Proctice

Square Peg in

Both workers and clients complained about the treat-
ment they received from Ann. With responsibility for
the reception &res, Ann was supposed to greet all
clionts and visitors, notify workers of their arrival,
answer phona calls and direct them o other staff. and
keep track of clients when the worker came to the front
desk to maet them. Workars considared her rude 1o cliants
and felt she was impatient and irritable most of the time.
She was likened 1o Charles Dickens's character Scrooge.

The agency administrative stafl had discussed the
situation before, and the supervisor had talked 1o Ann,
all to no avail. Ann would try to improve, but things
always seemed to end up the same. The administrative
staff was working on a reorganization plan that would
raquire assigning new responsibilities to ane superyi-
sor and reassigning an additional experienced

eli r of tha agency team.
cal staff member. After a brief dlmul_un. Ih_li grou

Asking both sides to list their areas of similarity
and agreement. =
Attempting to identify goalsthat transcend the
differences between the parties #id working for
solutions that fulfill these goals.

Finding objective criteridl or values that can be
used to m‘a]ualcqthcr plutions.
Seeking ugreement each side 1o make

concessions thilt will meet the needs of the other.
Meeting with ane or more members outside the
find a solution to the conflict.

1enls appear to be reached, testing o
make sure they are genuine is important. Askingbéth
sides to deseribe explicitly their understanding'ol the
agreed-upon solution is wise. Miscommunigation that
originally caused a problem can just as easily disrupt
the solution. The ability to resolve confligg successfully
or at least 1o manage it is an important skill for any
social worker.

Modeling and Coaching

Albert Bandura's (1986, 2004, 2006) work on model-
ing suggests the enormous importance that watching
others has on our behavior. Social workers may find
modeling helpful in a number of situations, includ-
ing teaching new skills, showing clients aliernative

vt
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a Round Hole: Choosing a Strategy

decided to reassign Ann to new nd move her
from the reception desk 1o the r unit. A new
receptionist would be hired, and Ann would be working
with day care providers foster parents. Sha wauld
handie financial detai

behavior. The agency reorganization
goals simultanaously, ending a w
ion area and dealing with a redistribution
of workload. Once away from the stress of b
recaptionist, Ann developed into a highly valt

'y
&
Ly &
methods for resolving pm“bltms. and helping clients
develop a repertoine gfiresponses to problematic situa-
tions An exampleofdlis is presented in Highlight 3.8,
Bandura has i;lm'liﬁed conditions that enhance the
likelihood that"a model’s behavior will be copied.
These conditions include: (1) the observer's attention
level origwareness of the model, (2) the observer’s
retentign of the modeled behavior, (3) the observ-
er'’s amlity to perform modeled behavior, and (4) the
0 er's motivation to perform the behavior. Aware-
fiess of the factors that influence effective modeling
* allows the social worker to increase the likelihood
that the modeled behavior will be performed by the
observer. In groups, this modeling can be achieved by

several methods, including:

1. Asking group members to pay special attention
1o the model’s behavior

Describing for the group why the modeled
behavior is important

Having members role play the modeled
behavior to ensure that they understood and
can perform it

Using praise both for the group members and the
person who models the appropriate behavior
Giving members immediate corrective feedback
when they attempl a new behavior

2.

3

4,

5,
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The sacond meeting of a practical parenting group
began with a review by the social worker, Marjorie, of
whial had been lgarmed in the first session. Marjorie then
discussed the program for the day. The major goal was
1o lparn two new, nonpunitive technigues for discipline
ing children. The first technigue was a time-out proce-
dure. Marjorie told tha group they would see a brief
videatape of a mother using the time-out technique
with her child. Group mambers were asked 1o watch
the mother carofully and take notes on what she did.
Marjorie emphasized the importance of this technique
for managing certain kinds of situations that commonly
arise betwaeen parent and child. She guickly summa-
rieed the research on this approach as well as her own
exparience with its use. Using this approach deseribed,
Marjorie wae demonstrating two of the guidelines

Coaching is a skill that includes giyiflg the client
specific information as well as co ive feedback.

For example, a social worker ma _g_:}ﬁgcsl 4 new way
ol approaching a difficult . sk the client to
role-play it, and then providé feedback about ways
to improve. In coachin lhe worker may choose to
intervene immediately aftée.a client has engaged in a
behavior. If the bm to be changed includes ver-
bal communication, the worker may wish 1o ignore
the content and focus on the process. Describing the

group meniBers behavior, instead of evaluating it, is
always @ppropriate. Evaluative comments typically

exacer problems instead of assisting communica-

skills People often resent direct criticism.

One approach to coaching would be to ask a
“ group member to speak directly to another member,
rather than to the group as a whole or 1o the worker.
This method is especially helpful if the grolip involves
family members or others with whoniithe speaker fre-
quently interacts. For example. in the couples group,
Juan tells the social worker that he would like his wife
to be more affectionate. The social worker asks Juan
to turn directly to hisgwife and itell her specifically
what he would like her {6 do. In this way, Juan must
address his wife, who is ultimately the only person
who can meet his need. This approach forces Juan to
be more specific, because “being more affectionate™
has many meanings.
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Teaching Disciplinary Techniques:
Modeling and Coaching

modaeling: asking the observer to pay spocial attantion
to the model and describing why the modeled behavior
was important.

Aftar tha videotapa had besn played twice, Marjorie

asked ona of the parents 1o nteer to model the time-
out technique with Marj playing the childs role.
Than each parent took ying the roles of parant
and mld.lu'lurludl 4 good examples of the time-

sted improvements for group

e mmmmnnmmm-

delines. She asked the group members 1o

irgd baohawvior and used praise or cor-

fendback, depending upon how well the parson
the desired behavior.

4
-»

Coaching also involves encouraging members to
try new behavior. A common barsier to behaving dif-
ferently is fear that one will look stupid or perform
poorly. The worker can help overcome this fear by
encouraging and supporting the member. This tech-
nique is especially efféétive if the behavior to be copied
has already been modeled. Assertiveness training typi-
cally uses a combination of modeling and coaching to
help gro bers develop and use new skills. When
used by the worker in tandem, these skills can increase
the likelihood that the members will adopt and con-
tinue the new behavior or communication patterns

Team Building

Team building is the process of creating a group of
individuals with the expertise, dedication, and char-
acteristics needed to achieve a specific purpose. It
requires both careful consideration of those who will
compose the team and attention to the conditions that
will enhance the team’s ability to perform. The impor-
tance of working as a team member should be clear
by now. The use of multidisciplinary teams, staflings,
and similar work groups is sufficiently common in
social work that every worker can expect to become
a member of one such team or another. Whether or
not the team works effectively is often a result of the
team-building efforts that have occurred. Johnson and
Yunca (2010) and others have identified some of the
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132 Understanding Genernolist Proctice

problems that frequently interfere with the ability of
a team to develop. Our emphasis here is on strategies
to build a team, while overcoming common barriers.

Team building can best occur when there is strong
organizational support for the team. An important
way of supporting a team is with time. This process
requires providing sufficient time for the team to meet
independently of their case-handling responsibilities,
so that team meetings will not be an additional bur-
den competing with their regular job responsibilities.
If the only time the 1eam meets is around individual
cases, there will likely be limited ability to develop the
“we” feeling so important to effective lunctioning.
Adequate time for team building also allows the team
to agree on goals and roles and responsibilities ahead
of time. These responsibilities include not only deci-
sion-making processes, but also who will assume lead-
ership responsibilities

Leadership for the team can be handled in a
variety of ways. The leader can be selected by the
team members or appointed by an outside su
visor. That the leader be well qualified is
That is, he or she should have experience
on teams and making decisions as part of a teanm.
Although members bring varying s of exper-
tise to the team, all should be seen @88 more or less
equal participants. Clear stat erentials among
members may impair group functidning. Some team
building will occur as megibefs beeome more famil-
iar with their colleagues. This familiarity includes
communication patterns, terminology, professional
jargon, and int | styles. Quite simply, it
involves petiing used to each other and how the
team interacts. & well-functioning team will be com-
posed o ers who understund and respect one
ano s expertise, carry out agreed-upon tasks, and
are perative: Individual members must be com-
fortable working in an interdisciplinary environmeni
and not lose sight of their professional orientation.
A social worker on an interdisciplinary team s still a
social worker; no other professional is likelyto bring
an identical perspective to the team’s deliberations.
Social work is the only profession with a primary
focus on the person within the eaVironment and a
concomitant obligation to work for change with both
the client system and that environment.

The work of teams is achieved in the same planned
change steps described earlier in this text. The team
must define the problem, select appropriate goals, use
their collective knowledge to consider alternatives,
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develop an intervention plan, and carry it out. Evalua-
tion of the plan and process must follow the implemen-
tation phase. Team members should agree in advance
how this process will occur. If this process 15 done and
the other tasks mentioned earlier are performed, an

effective team is likely to result.

Confrontation
hﬁx to be more dis-
mdividuals on a one-

Confrontation within a grou
comforting than confronti
on-one basis. Yet 1o be effective as & team player, group
leader, or member, :‘ﬂ must be able to use con-
frontation. Chapte ribes some of the situations
where confrontation is appropriate. In this section, we
will discuss the importance of confrontation in
groups. |
Chapter 2 describes confronting discrepancies,

pringirily in relation to working with individuals.

is¢repancies that occur within groups also require.
some level und type of confrontation. A worker in &

. itreatment group who determines that a member has

engaged in behavior warranting confmnlat__j_m{ has a
responsibility to follow through and confront that
individual. There are. however. at least two ways to
approach confrontation that canymake it more palat-
able and effective. When wotkers choose to confront
a client directly, for example bétause of a discrepancy
between verbal and other Behavior, a good opportu-
nity arises to model appropriste confrontation for
other members. ThE Worker engages in a nonblaming
type of confrontation by pointing out the discrep-
ancy and how at-affects the worker, such as by using
an "1" statement.

A second manner of confrontation involves
having: the worker in a group ask the entire group
to. take responsibility for problem solving. Thus a
wotker might say, “Is anyone else bothered by Mike's
assertion that he is going straight, after saying that he
was arrested again last night?” This approach places
responsibility for confronting Mike on the group
instead of the worker, underscoring an important
principle in trealment groups.

Confrontation in task groups is also essential.
Members must be uble to confront other members who
do not carry out agreed-upon tasks or who engage in
other behavior that threatens the group. For example,
a team member represents himsell 1o the public as
having more authority and responsibility in the group
than what he really had. In other words, he believes he
did most of the work and therefore wants most of the
arl. WCH EI-300.707
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credit. In one example, group members charged with
planning a conference took responsibility for telling
the errant member that no single member is appointed
as a conference coordinator and that the group
reserves this role for itself, In their view, they all put ina
lot of effort and deserve to share the credit accordingly.
Although there will usually be a brief moment of
discomfort when confrontation is used, the costs of
not being confrontational are too high to avoid thi
responsibility. As always, confrontation shou
used judiciously and metfully. One should have both
empathy and respect for the sensitivities of the person
being confronted.

Consultation
As described throughout this chapter,'the worker may
serve as a consultant to the g ider a worker
who provided consultation 1@ a Parents Anonymous
group. The group's goal was 1o provide a supportive
experience for parents abuse their children and to
help these parents I|mgéuuh behavior in the future.
The worker’s role ificluded providing consultation on
available community services, strategics for success-
fully negotiating agency burcaucracies. and nonpuni-
tive ideas ymanagement. The worker informed
mbers about local resources, shared his
¢ of agency eligibility requirements, and

helped clienls assess the appropriateness of the ser-
ét‘t for meeting their needs The consultant role is
asically that of an advisor who provides informa-
tion, suggestions, ideas, and feedback. A consultant
lacks administrative power over the cgn&nltec but has
special knowledge or expertise that is of value to the
recipient. The consultee is free to adcept. modify, or
reject the advice.

Consultation may be either caze consultation or
program consultation, or it may include elements of
both. In case consultation, the focus is on a specific cli-
ent or situation. and the consultation may be provided
to either social workers or nonsocial workers An
example would be consultation provided to a nursing
home staff on a particular client.

Program consultation may occur when the con-
sultant works with supervisory or administrative
staflf on ways to improve service. In this case, the
focus may be on agency policies and practices instead
of a specific client.

In one instance. a social worker was asked to
serve as a4 consultant to a family planning agency.
The agency director believed that the intercession
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A

C uhi help ameliorate problems
volunteers serving the agency. The
problems d to focus on disagreements between
and amosg volunteer group members and the direc-
tor, Volunteers appeared resistive to suggestions and
jiu;?ﬁ& provided by the agency director. The consul-
tant met separately with the director and then jointly

the director and the volunteers, Several salient
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. is5ues of concern to the volunteers were identified

during this meeting. The primary issug ifivolved a
perception that the director was favoring one member
of the volunteer group over the others) The consultant
suggested that the director address this issue directly
with the group. The director ‘publicly announced
his engagement to the “favored”™ volunteer and took
pains from that point gn t& ensure that his interac-
tions with the group did not show favoritism. The end
result was improved sérvice delivery to agency clients,
increased openness On the part of the director, and a
greater sense on the part of the volunteers that they
were making.a valued contribution to the agency.

Mthqﬁgh no single model of social work consul-
m!iunﬁm emerged, consultation does involve a pur-
pose, a problem. and a process. Ultimately, the sucoess
of the consultation depends upon the relationship
bétween consultant and consultee. The expertise and
capability of the consultant is only as effective as the
relationship between the two allows. Onee again, skills
important for one-on-one interventions are just as use-
ful when working with groups.
Coordination
Coordination “is the working together of two or more
service providers in activity focused on a particular
client or focused on persons in a particular category™
(Johnson & Yanca, 2010, p. 436). Johnson and Yanca
describe the coordinating function of social work as
encompassing both collaboration and teamwork. To
be swecessful. coordination requires that all parties
have a common goal. The goal may relate to a par-
ticular client or include provision of services Lo a tar-
get population. There is an expectation that all parties
believe that improvements will occur if they manage to
coordinate their services

Case management often involves coordination of
services provided by a variety of professionals. The
focus is on assuring that all services provided 10 a
client are accomplished in a way that achieves com-
mon goals and meets client needs. Ofien the social
worker is the person who has the case management
arl. WCH EI-300.707
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responsibility and ensures that agreed-upon services
are provided. (Case management is discussed further
in Chapter 13} Coordination is especially impor-
tant when the service providers have different profes-
sional orientations or when both formal and informal
resources must be used to help the chient. To be most
effective, the social worker providing coordination
must value and believe in the competence of services
provided by others The worker must also ensure that
all important information is communicated to all par-
ties. That sufficient time be made available for build-
ing relationships among the participants, in addition
to participants having support for their efforts, is
important.

Using Structure

Structure describes “the use of planned, s

time-limited interventions and p activities™
{Toseland & Rivas, 2012, p. 271). One g the facets of
structure is the use of time. Group fcetings should

begin and end at an agreed-upon tifie. Material brought

up at the last minute is best held for the next meeting.

Agendas help structure time, ensuring that top-
s or activities to be covered are known to all. This
structuring places responsibiility on all members to
stay on task. Sometim “amount of time to be
spent on ¢ach topic j cified, further structuring
the use of time. [@1 groups, structure may
include spending di i amounts of time on each
client’s 1ssu ‘many groups, all members take
rns shmﬁr progress since the previous meetl-
ing, with major focus on one member. This process
st Howed in successive meetings so all mem-

have opportunities to focus on their problems.

worker is largely responsible for enforcing t
constraints and models this for the members. Fre-
quently, the entire intervention is highly structured.
Muny educational groups are well structuréd, includ-
ing blocks of time allocated for specifictopics, group
activities designed to teach important concepts, and
even role playing. The degree of structure needed
may vary from one type :;:I'Qgraup to another. The
worker will need to be flexible in planning and work-
ing with groups. '

-

(

ing summarizes this chapler’s content as it
y each learning objective (LO) presented at the
beginning of the chapter. Chapter content helps p
pare students to: c €

== | Arficulate the benefits and functions

—= | of treatment and task groups.

Working with groups requires recognizifig the benefits
of groups, which include mutual®nssistance, connect-
ing with others, testing out new behaviors, achieving
individual and group goals, and decision making. It
ulso involves awuareness of the types of groups, both
task and treaiment. that are used in social work. Task
groups include boards of directors, task forces, com-
miltecs and commissions, legislative bodies, stall
meetings, multidisciplinary teams. case conferences
and staffings, and social action groups.

Treatment groups include growth, therapy, educa-
tional, socialization, and support groups. As the name
suggests, these groups are focused on the individual
needs of group members.
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Social networking groups often are used in con-
cert with both task and treatment groups. and social
média may prove helpful for addressing certain client
needs
L0 3-2 | Attend to professional roles in groups.
Workers play multiple roles in groups. Included roles
are broker, mediator, educator, and facilitator. The
roles plaved by social workers tend to depend on the
needs of the group as well as the type of group that is
being led.

—— | Utilize theoretical frameworks in group
22 | assessment, intervention, and evaluation,
An understanding of basic group dynamics is essen-
tial for leading or participating in both task and treat-
ment groups. Factors of importance include the stages
of group development, through which most groups
evolve, and the group’s culture, norms. and power
structure, all of which wall influence the behavior of
individual members. Size is another factor in group
dynamics, as it can impact on the effectiveness of the
group’s work. Too large a group may interfere with the
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appeal of the group to members, as well as their will-
ingness to interact with each other.,

The composition of the group is also an important
dynamic. Characteristics such as members’ ages, gen-
ders, personalities, verbal abilities, ethnicities, and oth-
ers can affect the degree to which the group achieves
its purpose. Although there is no hard-and-fast rule
for deciding what factors are most important in every
tvpe of group, the social worker must pay attention 1o
these characteristics when forming a group.

The duration or length of a group may also be an
important consideration. Some groups are designed to

alter a finite number of sessions. The needs of

CHAPTER 3 Proctice Skills for Working with Groups 135

tension reliever. Both task and maintenance roles can be
played by group members as well as by the group leader.

Nonfunctional roles include aggressors, blockers,
confessors, recognition &gekers, dominators, confes.
sors, scapegoats, defghsive members, deviators, guiet
members, and int Jeaders.

=T ' W}r ond other interpersonal skills

As leaders. social workers must be able to use
mi micre skills, including relationship building,
athy, warmth, genuineness, and attending skills,

facial expressions, and body position. Other dmpor-

be ongoing, whereas others are expected 1o mm:l?ucﬁ 4s eye contact, active listening, appropriate

group members and the purpose of the group usual
influence its duration.

o ‘ Select appropriate problem- ig and
O34 i 5 by

~—— | decision-making approac __mﬁl groups.
All groups must make some decisitii and this is par-
ticularly true of task groups are many avenues o
decision making in groups, eachi With strengths and draw-
backs They include deciSion muking by consensus, by
compromise, by majos pJ]::, by individual fiat, through

persuasion by an 1 through averaging of individual
members’ opinions, and through persuasion by a minor-
ity. Decisi wking by consensus and compromise usu-

ally leadflo mare satisfaction among members, while
decisiod making by majority is often used with larger

groups and may satisfy only those in the majority.
/%Ethcr methods of decision making and problem
solving include the nominal group technigue and
“brainstorming. both of which are designed to deeply
invalve individual members in the process. Parliamen-
tary procedure, a highly structured decision-making
technique, is often used by larger groups such as leg-
islative bodies: it involves procedures designed to
allow minonty voices to be heard and majority voices
to make the final decision.

Social workers leading groups also must use a
variety of knowledge and skills, such as understanding
how to ensure critical thinking in the decision-making
process, recognizing both task and maintenance roles
needed (o help a group function, and being aware of
nonfunciional roles that impede the group’s progress.
Task roles include information and opinion secking,
claborating, instructing, energizing, recording, and
being a procedural technician.

Maintenance roles of members include encour-
ager, listener, follower, harmonizer, compromiser, and
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tant skills are discussed in more depth i@.ﬁnplm 2
of this text. :

Workers need to be familiar with the Generalist
Intervention Model as it applies 16 groups, as well
as specific skills needed in both tisk and treatment
groups. These include conflict resolution strategies
and steps. modeling andi.coaching group members,
team building, confréniation, consultation, and coor-
dination. Workers #lso must know how 1o use strue-
ture to help the group achieve its goals Structure
includes the use of time and the development of an
agenda, t-fr-plau. for what is going to occur ai a given
meetifig. The degree of structure needed may vary
from'@ne type of group to another.

COMPETENCY NOTES

The following identifies where Educational Policy (EP)
competencies and component behaviors are discussed
in the chapter.

EP l1c¢ Demonstrate professional demeanor in
behavior; appearance; and oral, written, and ele<-
tronic communication. (p 114): Part of professional
demeanor involves working effectively with others. This
is especially true in task groups such as boards of direc-
tors, committees, and social action groups. (p 114);
Social workers are called upon to play different profes-
sional roles depending on the needs of the particular
type of group. Common roles in social work include
broker. mediator. educator, and facilitator.

EP 3 (Competency 3) Advance Human Rights and
Social, Economic, and Environmental Justice.
{pp. 105, 107): Task groups involving social action
goals are often aimed at advocating for human rights
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and social and economic justice. Social action groups
can occur in almost any setting.

EP Ja Social workers apply their understanding
of social, economic, and envirenmental justice
to advocate for human rights at the individual
and system levels and engage in practices thot
advance social, economic, and environmental
justice. (pp 107-108): Task groups can serve many
purposes, including advocating for client access to
services. Social workers can also participate as lead-
ers or members of social advocacy groups designed Lo
advance social, economic, and environmental justice.

EP 3b Engage in proctices that advance social,
economic, and environmental justice. (p 108):
The potential for advocating for changes can be found
in your own agency as well as in the larper environment.

EP 4 (Competency 4) Engage in Proctice-Informed
Research and Research-informed Proctice.
(p. 108 ): Participatory Action Research (PAR )1s based
on the belief that it is important to work directly with

those who are affected by a situation and involve them

in the process of gathering data, analvzing the results,
and translating the findings to decision makers,

EP 5b Assess how social welfare and ecogomic
policies impact the delivery of and ess 1o
social services. (pp 104 106-109 fien, social
action groups are created after an assessment has
determined that social wcll'armnnmic policies
are impeding the ability af cit to receive needed
services or other kinds of assistance.

EP & (Compelency ge with Individuals,

Families, . Organizations, and Communi-
ties. (pili2) first step in working with groups of
any kind ise ment.

EP 7 (Competency 7) Assess Individuals, r'l’l"’
lies, Groups, Organizations, and Com es.

(p. 127): Social workers must understan &hploy

and participate in groups as part of :hclf essional
responsibility. Groups represent and ize of sys-
tem with which generalist social workers must engage.
Working effectively with groups uires specific
knowledge and skills that span all steps in the planned
change process.
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EP 7o Collect and orgonize data, ond apply
critical thinking te interpret information frem
clients and constitvencies. (pp. 103, JO7-108):
Critical thinking is required when making decisions
and involves considering the pros and cons of par-
ticular courses of action. {p. 123 ): Critical thinking is
needed when helping a group make decisions. Failure
to employ critical thinking can lead to groupthink and
poor decisions. Thinking eritically about evaluation of
practice helps produce betier outcome assessments.

EP 7b Apply knowledge of hmy behavior and
the social environment, person-in-environment,
and other multidi theoretical frame-
works in the is assessment data from
clients and cons ies. (pp. 114-126): Vari-
( and models are needed to
include such things as basic N
stages of group development, und'y,
ture, norms, and power structure, all of
influence the behavior of individual mem-
bers. Decision-making models and patterns are often
employed when working with groups. Congepts such
group functions and roles are n:upm't‘ﬁo consider
when working with groups. N

EP 7d Select oppropriate, Dsvaition stvate-
gies based on the muuh?nt. research knowl-
edge, and values u.ml‘ﬁfmncus of clients and

constituencies. (pp /28-134): Trealment proups
are commonly usedido help clients resolve problems
This process requirdsa careful assessment, as well as

knowledge of\effective intervention approaches and
the needs of ‘lients. In task groups such as boards of
directors afid agency commiltees, the goals are related
to orgafiizational needs

im[c,nmpeten(y 8) Intervene With Individuals,

» YFamilies, Groups, Organizaftions, and Commu-

nities. (pp. 103-135); Social workers must have the
knowledge and skills 1o work effectively with almost

any type ol group.

EP 8o Critically choose and implement inter-
ventions to ochieve practice goals and enhance
capacities of clients and constituencies. (pp
IiM, 123): Working with groups typically involves
the processes of engagement: identfying desired

f e Copried Bianreil of Soilcited W ehals o 6 B WON B2200.002

Printed by: jennifer.green6@waldenu.edu. Printing is for personal, private use only. No part of this book may be
reproduced or transmitted without publisher's prior permission. Violators will be prosecuted.



outcomes: collecting, organizing, and interpreting
client data; assessing strengths and  Jimitations;
agreeing on goals and objectives; carrying out the
interventions; and monitoring and evaluating the
intervention. These are essentially the same steps as
in the Generalist Intervention Model (GIM) planned
change process (pp. 53-55 ).

EP 8b Apply knowledge of human behavior and
the social environment, person-in-envirenment,
and ather multidisciplinary theoretical frameworks
in interventions with clients and consfituencies.
(pp 114-115, 119): Understanding decision-making
frameworks is important when working with task groups

EP 8d Megotiate, mediate, and advocate with
ond on behalf of diverse clients and constitu-
encies. (pp. 104, 108 114): One possible role of the
practitioner working with groups is to help members
mediate disputes and negotiate with the environment or
other systems Another much different role is as advo-
cate for and with a group.

EP 8e Focilitate effective transitions and endings
that advance mutually agreed-on goals. (p 104):

Social workers require specific knowledge mi 1o

pc
I;'J'U'l 1 yalso found positive wlmmmt@oup
i t of dual-diagnosed women in mental
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assist group members to reach their goals and to termi-
nate their involvement in the group.

EP 9¢ Critically analyze, monitor, and evaluate
intervention and program processes and
outcomes. (p. [05): Participatory Action Research
(PAR) is a method of conducting research in a com-
munity to gather data about a particular problem. It
is a method that uses research tools to inform prac-
tice and practice skills to enhance the quality of the
research.

EP 9d Apply ion findings to improve
practice effectiveness micro, mezzo, and
macro levels. (p 109): Reyes, Brown, and

Gonzenbach {3]];1] demonstrated the effectiveness
of groups I'nr : ; incest survivors, Similarly,

s ntervention for child victims of sexual
giults in fewer of these youth becoming
5 later in life. Long, Fulton, Dolley, and

th facilities. as did Morell and
their review of group treatment eff;
stance abusers. §
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