
DOCUMENT RESUME

ED 161 127 95 EA 010 940 

AUTHOR Jones, Diane 
TITLE Measuring and Improving Group Effectiveness. Keys to 
Community Involvement Series: 11. 

INSTITUTION National School Public Relations Association, 
Arlington, Va.; Northwest Regional Educational Lab.
Portland, Oreg. 

SPONS AGENCY National Inst. of Education (DREW), Washington, 
D.C. 

PUB DATE Jan ?8 
CONTRACT 400-76-0025 
NOTE 39p.; For related documents, see EA 010 930-944 
AVAILABLE FRCd National School Public Relations Association, 1801 

North Ncore Street, Arlington, Virginia 22209 (32.00; 
$24.00 for set of 15 Keys; discounts available; 
payment must accompany order) 

EDRS PRICE MF-$0.83 Plus Postage. RC. Not Available from EDRS. 
DESCRIPTORS *Citizen-Participatioi; Communication Skills; 

*Community Involvement; Decision Making; Goal 
Orientation; *Group Dynamics; *Group Relations; Group 
Unity; *Organizational Effectiveness: Problem 
Solving; *Work Sheets 

ABSTRACT 
This booklet is- for people first rant to improve the 

effectiveness of groups: group leaders, facilitatcrs, and group 
members. Some of the basic factors that influence how effectively a 
group works to gether,are briefly described. Factors that affect group 
effectiveness fall-into•two categories: those that affect the way 
group members accomplish tasks,. and those that affect the way 'embers 
oreate and maintain satisfaction with group activities.'Instrumeñts 
are provided to help identify areas of group performance that are 
working,well and areas that need improvement. (Author/MLF) ' 



Keys to Community Involvement Series 

A Publication of the National School Public Relations Association 



lonuory 1978 

'The work contained herein wos developed by the Northwest Regiónal Educo-
tionol Laboratory, a private nonprofit corporation, under controcr No. 400-
76-0025 with the Group on School Capacity for Problem Solving of the 
Notional Institute of Education, Department of Health, Education, and Wel-
fore. However, the content does nor necessarily reflect the position or policy of 
thor agency, and no .officiol endorsement of these materials should be 
inferred. 

This publication is not printed ot.the expense of the Federal Government. 

Printed and bound in the United States of Americo. 



KEYS TO COMMUNITY INVOLVEMENT 

MEASURING AÑD IMPROVING 

GROUP EFFECTIVENESS • 

Diane Jones 

Northwest Regional Educational Laboratory 
Portland, Oregon 

Published and Distributed by the 
National School Public Relations Association 
1801 North Moore Street 
Arlington, Virginia 22209 



ACKNOWLEDGMENTS 

The author wishès to thank the following Northwest Regiónal
Educational Laboratory• staff members for their assistance: 
Rdbert G. Green, Managing Editor; Bonnie Holt, Coordination and • 
Production Assistance; Chris Brown and Dee Rowe, Manuscript*ping; 
and .Warren Schlegel,-.Cover Design and Illustrations. 

Also acknowledged are the'contributions of the Labotatory's 
Rural Education Program staff'members whose work forms the,basis 
of the Keys to Community Involvement booklets. Sugcleátions and 
comments from a number of people in western communities, schools 
and organizations have also been 'invaluable in shaping the ideas 
that are contained in these materials. 

ABOUT THE SERIES 

Keys to Community Involvement is a series of booklets 
developed for governing boards, community leaders, group 
mepbers, administrators and citizens. The bóoklets'are designed 
to help these'iudiences•strengthen their skills in group 
processéá, work cooperatively with others, and plan and carry, 
out new projects. Topics include techniques to maintain enthusi-
asm'in a-group, ways that agencies can effectively use 
consultants, and factors that affect introducing and implementing 
new projects. 

, The booklets •are written ,by members of the Rural Education 
Program of ,the Northwest Regional Edudational Laboratory.• The' 
Laboratory'is a nonprofit, educational research and development 
corporation, headquarteYed in Portland, Oregon. 

' The booklets in the series are adapted from a much more 
comprehensive set of materials and training activities'de4eloped 
and field tested by the Northwest Regional Educational Laboratory 

, over. the past several years in dozens Of locations throughout the 
western United States. 

Information about other booklets ih this series--titles and 
how to order--as well as informatidlt about related services-- . 
training, woukshops and consultation--can be found on the inside • 
and outside back covers of this booklet. 



INTRODUCTION 

Today, much of the work that is done, the learning that 
takes place.and.the decision making that occurs is acccm-, , 
'plishéd in the context of a group. All kinds of groups are 
active--citizenk advisory councils, neighborhood associations, 
formal' and informal .learning groups •and work groups of many 
kinds.. With so much taking place in groups, the capacity of 
a group 't1 be e`tfactive, that is, the capacity of members to 
accomplish work in Ways that are satisfying to all, has become 
increasingly important. . 

However, if your experiences have been like those of most 
people, you've undoubtedly been a part of groups that have 
been more productive', satisfying and succèssful than others. 
In some groups the climate or atmosphere is positive, the work 
goes smoothly and members seem to enjoy working together. In 
other groups, meetings often seem pointless, decisions are 
delayed, time and energy is wasted and the climate'is cold 
and impersonal: 

This booklet is for people who want to improve the effec-
tiveness of groups: group leaders, fácilitators and group 
membe;s. While this booklet is hot a comprehensive discussion 
of all the foices that affect group work and satisfaction, 



some of the basic factors that influence how effëçtively a 
group works together are briefly described. In addition, 
instruments are provided to help identify areas   of group 
perfórmance that are working well ,and areas that need 
improvement. 

FACTORS ÓF GROUP EFFECTIVENESS 

While many aspects of group life are still the subject of 
study,.several factors have been identified that affect group 
effectiveness. Generally, such factors fall in to -two cate-
gories; 

those which affect the way grp members     accomplish 
tasks 

those which affect the way members create and main-
tain satisfaction with group activit ies.

For example, suppose a group is established to raise • 
money for anew community recreational facility . In order for 
the'group to accomplish'its tasks with little time and energy 
wasted, members must be able to communicate with one another 
and feel good about working'together. In othe r words, to be 
effeçtive and ensure€a balànce between accomplishing tasks and 
maintaining group satisfaction, a group must attend to both 
functions. 

The next section •looks:at one of , the important functions. 
of a group: -accomplishing tasks. 



IMPROVING TASK ACCOMPLISHMENT 

Most groups are formed with a charge or around an issue 
of common concern. This focal point gives a group a sense of 
its mission or task. 'Success in accomplishing tasks depends 
upon sane ,group characteristics as well as some individual 
behaviors. 

GROUP An' effective group jias: a clear understanding

CHARACTERISTICS of its purpose and goals. Because meiábers
frequently have different interpretations 
of the group's purpose and may have goals 
that differ sharply from one another, the 
importance of members sharing their viewt 

.and coming to some common agreements of 
what the group is about and.where it's. 
headed cannot be overemphasized. Unclear. 
and misunderstood goals can .seriously limit 
a group's effectiveness. 

If the purpose of the group and its goals 
are clear and all members are committed to• 
them, then members are able•to focus their 
energies on the tasks and are in a position 
to continuously check the group's progress 
against the stated goals. 

The instrument on the following paga can 
be used by,your group to assess whether or 
not goals are clearly stated, whether they 
are commdnly understoOd by members and how 
the goals have been determined. This 
instrument is only a sample; feel free to•'
modify it or create a new one that may meet 
the needs of your group more directly. 



Instrument 01 

ANALYZING GROUP GOALS 

Directions: Answer the following questions by placing a check ( ) in 
the box and writing down what you think. The instrument 
is moat useful if all members complete it. The informa-
tion can then be examined in light of how all members view 
the group's goals and how they are formulated. 

Don't 
Yes No Know 

1. Does your group have goals for its work that 
most members agree with? 

2. Are the goals stated or written down anywhere? 

3. In your own words write down your group's goals. 

4. Do you feel the goals are appropriate and 
suitable for the group? 

5. Do you feel the goals are realistic and 
attainable for this group? 

6. Do the goals meet your individual needs? 

7. Did you have an opportunity to formulate 
or influence the goals? 

8._Does your group periodically review and 
revise Its goals? 



An effective group makes decisions 'that are 
based on data abd to which all members feel 
committed. The quality of a decision. • 
depends on the data used to make it. Two 
kinds of data are important for making 

-.decisions: 11) data related to members' 
feelings and per6eptions, and (2) data 

' -' related to knowledge and experience

Several factors influence personal feelings 
and perceptións. People's logic, their 
intuition, and their immediate feelings 
about the situation are all párt of their 
decision making. For example, if a project 
staff is trying to decide how to budget its
limited financial resources,. members' 
feelings about their own job security or. 
the value they place on certain efforts 
will affect their decision

Information about what people know and what 
they have seen or experienced is also an 

'important part of quality decision making. 
For example, sdppose a group is debating 
about what method to usè for a community 
survey and several members say that mailed 
questionnaires have not worked in the past. 
The group can use this information to con-
sider some other ways that are likely to 
produce better results or ask an outside 
consultant to help them select an appro-
priate survey method. 

Finally, it is important that members accept 
and support group decisions. Such support 
can range from the willingness to'abide•by 
and not sabotage the decision to taking on 
the responsibility for carrying out the 
tasks involved. When all members have an 



opportunity to influence or make group 
decisions, thosé affected by the decision 
are more likely to support it and.feel 
responsible for thé decision. 

 The folllowing instrument can be used to 
examine the decision-making procedures of 
your group. By collecting and discussing 

 this kind of information, your group can 
plan waÿs to modify or improve its decision-
making procedures. For more infotmation 
about group decision* making see Booklet 22, 
"Group Decision Making: Styles and 
Suggestions." 



Instrument 112 

ASSESSING DECISION-MAKINJ PROCEDURES 

Directions: For each method of decision making, check how frequently 
it is used by your group. Compile the responses of all 
group members and present them to the group. 

Kind of Decision Making. Frequenter Sometimes Rarely Never 

1. Unanimity--everyone agrees 
that a proposed course of 
action is the best choice 

2. Consensus--everyone agrees 
on a course of action, with 
perhaps some stated reser- 
vations, at least for a 
specified time period 

3. Majority support--the ' 
majority of people agree, 
often demonstrated by 
voting 

4. Minority support--a 
minority of, people agree, 
with tacit agreement or 
lack of open disagree-
ment by the remaining 
members 

S. Handclasp--one or two 
semberr actively support 
and lead group to action 

6. Topic jump--the topic 
shifts before an explicit 
decision is reached 

7. Self-authorikation--one 
person initiates action, 
with implicit consent or 
no overt disagreement of 
other members 

S. Plop--one person initiates 
action, but the group does 
not respond one way or 
another: by default, no 
action is taken 



An éffective group systematically identifies 
and solves problems. All 'groups face mime. 
kind of problems: .members don't' know how to 
plan a budget; there aren't enough volunteers 
to condudt a door-to-door survey; -or there is 
too much to do for the time available. A . 
group can build its effectiveness in, solving 
problems by applying some step-by-step pro-
cedures such as those that are shown in 
Figure 1. 

 

Figure 1: Problem-Solving Steps 

Focusing 
on the 

'problem 

Assessing the 
results 

Searching for 
alternatives   Carrying out the plan

Planning 
for action 



For example, suppose a group is planning to 
conduct a neighborhood survey to find out 
who wants to participates in a community 
gardening program. The group needs 20 
volunteers to conduct the door-to-door 
survey; only eight people have volunteered 
so far. The problem, then, is• to find 12 
more volunteers. 

The. next step is to examine various ways to 
find the needed volunteers--advertise on the• 
radio; post notices in local businesses' or 
in the newspaper; or have .membeks ask. their 
friends, and neighbors if they are interested 
in volunteering for the job--and select'one 
or two of these as, a way to solve the 
problem

Once a solution is selected, the next stép 
'is to plan how to carry it out. If the 
group has decided to post notices in the 
 local newspaper and advertise for volunteers 
 on the radio,  plans would need to be made 
'for writing the notices, .contacting the 
newspaper and radio station, deciding how 
those interested in volunteering should 
contact the group, and so on. 

Finally, the plan is carried out and the 
results are evaluated. Evaluation can focus 
on the following factors: 

,Procedures were all the planned 
tasks carried out? Were some 
modified? Were some added or 
dropped? 

Timelines--did things occur on 
time? 



Cost--was the total cost higher or 
lower than expedted? 

Goals did we' achieve our goal? 
Did the goal ,change? Were there 
any unexpected results? 

Problem solving is mot difficult ñt* does it 
have tortake a long time. In the example 
cited above, the steps were somewhat exagger-
ated to clearly illustrate the kind of activ-
ity that occurs in each step; most of the 
stéps (except• for carrying out" the pian and 
evaluation which would be done a little later) 
could 1e completed during a meeting. 

To use a problem-solving approach fruitfully,' 
a group should keep the following in mind:, 

1. Make sure there is, a common under-
standing of the problem. If some 
members view the problem.as a lack of 
time and others feel thè problem ' i.s 
based on insufficient skills, efforts 

, to resolve it will likely be unsuccess-
ful since members will be seeking solu-
tiQns for different problems. 

2. Do each problem-solving step. Fre-
qúently groups'jump from identification 
of the problem to implementing a solu-
tion, Searching and plarfning are 
important steps and should. not be 
omitted. They help a group carefully 
examine some, possible ways and means 
to resolve a'problem. .• 

The following checklist (Instrument #3)•pan
be used to help your' group identify the 
problem-solving steps it is using and ones 
that, could use dome improvement. 



Instrument 83 

ASSESSING A GROUP'S PROBLEM-SOLVING APPROACH 

Directions: Read each item and'check (1) which ones are working well 
and which ones need improvement. The group's assessment 
can•be used to set goals for improving the group's 
problem-solving effectiveness. 

Doing Needs 
Problem-Solving Activities: This Group Can All Right Improvement 

1. surface and clarify problems or needs  

2. state problemsor goals clearly 

3. identifyblockingor-restraining forces 

4. gather infoicmation about possible 
solutions 

S. generate criteria for successful 
solutions 

6. identify alternative solutions 

7. apply criteria to make choices 

8. develop step-by-step "Action Plans" 
for carrying out a sdlution

9. identify. resource needs 

,10. locate and use resources 

11. develop a way to assess results 

12. donitor progress in task 
accomplishment 

13. change and adapt as circumstances 
prescribe - 

14. evaluate the results of the effort 

For a more detailed description of problem solving, see 
Booklet. 3, "Problem Solving: A •Five-Step Model." 



An effective group uses resources. Groups 
that explore as well as use a diversity of 
resources are usually quite efficient in
accomplishing their tasks. Resources of all
kinds (people, time, money,• materials, etc.) 
are viewed as tools or supports for getting 

'-the work done. ' 

An effeçtive group also utilizes the differ-
ing.abilities and viewpoints of its members 
as important resources.' The success of any 
group depends on variety, fresh perspec-
tives and óriginal ideas. A group can 
capitalize on the rich resources of,its
mjnbers by respecting differences of opinion 
and maintaining a willingness to consider 
individuals' contributions. 

By attending to these characteristics--clarifying the 
group's purpose and goals,•making data-based decisions that 
members can support, systematically identifying and resolving' 
problems and using resources--a group will greatly enhance 
its ability to successfully complete tasks.

However, studies of group behavior also reveal a number
of individual behaviors that, if performed by group membefs, 
tan help a group accomplish'its tasks. 

INDIVIDUAL •Five kinds of individual behaviors are 
BEHAVIORS important to groups. Ideally, all members 

of a group--not just the leader--should be 
capable•of performing these behaviors. 

Initiating. .Whether it is the first meeting 
of a group or the group is bogged down, 
someone gets the group going. Often the • 
leader will have an initiating role and will 
offer a statement of purpose, suggest a 
procedure or propose a new idea. As a 
group continues to work, initiating behaviors 



will likely be shared by more and more of
its members. For example, to get a discus-
sion started someone might say, "Lynne has 
presented her plan and I'd like to check 
how•ot1ers feel about it. What do each of 
you think about the plan?" 

Seeking.and giving information or opinions. 
In order to make progress, the group must 
get information. To do this, individuals 
req uest facts, expless feelings, describe 
actions, suggest next steps and so on. • 
Members offer comments like, "I need to 
know how much money we have in our budget 
before I can vote on the proposal," or' 
"I feel really confused about the issue 
we 're discussing.." 

Çlarifying and elaborating. Members of the 
group will need to interpret ideas or sug-
gestions, check their ]evel of understanding, 
clear up confusion, define terms, and dis-
cuss issues and alternatives as a part of 
completing a task. For example, someone 
might say, "I think Joe's idea means that 
our services would be available to more 
people." 

Summarizing and recording. To prevent ideas
and discussion points from being lost, 
summarizing needs to take place. Often at 
the beginning of a group's life,'the leader 
fills this function. He or she pulls 

. together related ideas, reviews the points 
that have been made and the feelings that 
have been expressed and when appropriate, 
makes sure they are written down or recorded. 
This function ensures that ideas and impres-
sions are not lost because of either the size 
of the group or the length of time available. 



Consensus testing. In order to keep moving 
'along, someone needs to ask, "Are we ready 
to make a decision?" Consensus testing can 
also mean voicin g an opinion: "I've heard 
three alternatives, and it seems we're 

moving toward option number one.  Am I 
right?" This is a matter of sending up 
trial balloons to test a possible decision., 

In most groups, sucoessful accomplishment of tasks does 
not evolve automatically.It takes  a lot of conscious effort,
focused on the factors just discussed as well as those in the
next section. 

BUIWING GROUP SATISFACTION' 

In addition to completing a task, a group needs to be 
able to take care of relationships among its members. This 
secti„pn addresses the second major function of a group: 
building and. maintaining satisfaction in the group. 

An effective group pays attention tó how tasks are 
pursued, how satisfied members are with,,the group's procedures, 
and what the general climate or atmosphere of the group is. 
For example,,, if a group. is preparing a community survey or 
learning about state land-use laws, problems may emerge that 
do nót.seem directly related to the task. A discussion about 
survey techniques may become dominated by two or three people; 
several side conversations may become disruptive; or sugges-
tions may be ignored or attacked before they are completely 
expressed. 

When such problems occur, the group needs to shift from 
pursuing its tasks to examining its.own processes and pro-
cedures. Effective groups readily move back and forth between 
task and process. 



Three elements that researchers and practitioners have 
found to significantly affect group satisfaction and processes 
include: 

Group communication 

Group norms 

Group cohesion 

Each of these elements as well as some individual behaviors 
that promote group sAtisfaction are described in more detail 
below. 

GROUP Group communication. One of -the most impor-
CHARACTERISTICS tint processes in any group is how members

communicate with one anther. Who comnuni-
cates? How often? Are messagès.clear or 
misunderstood? Communication 'refers to' 
verbal--writtèn and spoken words--and non-
verbal expressions--tone of voice, body 
posture, and gesturs. 

Communication. requires More than just good 
will. Members must be able to state their 
ideas clearly, d'escribe their feelings and 
seek information about what others are 
thinking and feeling. The, following are 
suggestions for ways group members can work 
toward clear and accurate comnunica4ion.. 

1. Listen actively to one another. Some-
times what you think you hear is not 
wOat another is trying to say. Check 
the accuracy of your listening by 
asking others to clarify their ideas 
or by paraphrasing statements made by 
others in the group. By checking your 
understanding and telling the speaker 



your reaction to theComments, you áre 
helping the speaker know whether or not 
others understand what he or she says.' 

2. Ensure everyone the opportunity to speak: 
Some members are naturally more talka-
tive than others. However, when a few 
constantly dominate group discussions, 
there is a danger 'that others' ideas, 
feelings or opinions, which may be 
quite beneficial to the group, will 
never be shared. Monitoring who par- 
ticipates in group discussions enables
you and other members to identify dis-
cussion patterns and if necessary, 
modify them to make sure everyone has 
a chance to speàk. 

Share ideas and feelings openly. With-' 
holding information or reactions can 
adversely affect any group or delay.itg 
progress. However, the degree to which 
you and others in the group feel free 
to share information  depends largely on-
the level of trust among group members 
and how the group rdsponds to individ-
uals'.contributions. If your comments 
are ignored or put down, you wild, think 
twice before sharing your thoughts. On 

'the other hand, ik youl` contributions 
are at least acknowledged, then you are
more likely to openly share your iäeas,, 
feelings and opinions. 

4. Pay attention to body language. 
Gestures and body positions may seem 
trivial, but they can carry some very 
powerful messages. A nod' of . the• head 

-can communicate support and agreement 
whereas a certain facial expression 



may convey rejection. Try to identify 
some nonverbal behaviörs in your group 
that are both helpful'and hindering in 
promoting cooperation. 

5. Give and;receive feedback. It can be 
very useful for you to share your 
thoughts and feelings with another 
person whose behavior is impacting or 
affecting you.. However, necessary 
ingredi ents are trust and a genuine ' 
concern to be helpful to each other. 
Feedback should involve á clear report 
of the facts, feelings, or a descrip- 
tion of actions (rather than interpre-
tations or inferences) arid be given at 
a time when both parties agree to 
discuss and listen to one another. 

The following instrument can be used or 
'adapted to, assess how members are communi— 
cating in a group and to plan activities 
for.improving members' communication skills. 



Instrument H 

ASSESSING GROUP COl44UNICATION 

Directions: Answer the following questions on the basis of your partici-
pation in and experience with this group. A compilation of 
all members' responses may be used to pinpoint communication 
problems. 

Frequently Sometimes Never 

I. I ask questions when I don't 
know something. 

2. I keep my real thoughts and 
feelings to myself. 

3. I hive opportunities to talk 
during group discussions. 

4. When I feel irritated or 
impatient with what's going on. 
I communicate my feelings to 
the group. 

5. If I am unsure about what someone 
means, I relay my understanding 
of their comment and check to see 
if my understanding is accurate. 

6. I withhold personal feelings and 
stick to the facts in a discussion. 

7. I agree with another individual or 
like what they say without letting 
them know. 

8. I' listen to and carefully consider 
others' ideas. 

9. I ask others to tell me what they 
really think of my work. 

10. I ask others who seem to be hurt or 
upset to express their feelings. 



Group Norms; The operating' procedures--the 
rules and standards a group establishes--
greatly influence a group's communication 
and cohesiveness.• Norms or standards are 
the expectations and assumptions 'that 
members have about the kirids of behaviors, 
actions, and feelings that are right or 
wrong, appropriate or inappropriate. 
Examples of group norms are: 

All-meetings are held in the same 
place,. 

. Members do rcpt challenge the ideas ór 
opinions of the leader. 

Members dress informalry for meëtingb. 

Positive as well as negative feelings 
are openly shared. 

The.role of the chairperson is rotated 
periodically. 

All norms provide • a framework for _the kinds 
of behaviors and. actions that are accept-
able in the group. Some norms are explicit, 
which means they are stated or written down 
and are understo&$ by all members. Other 
norms are implicit,• which:means they are 
not verbalized or recorded anywhere and 'day 
or may not be commonly understood. Bécàuse 
members' expectations and ideas'about norms 
are likely to differ among one another, it 
is advisable to have as many norms .open and 
stated as possible. stating norms, enables  
members.to select and agree on the'ones they' 
want to adopt lor the group and helps members 
avoid difficulties' that often, arise from 
misconceptions and misunderstanding    of what 



they think ib• expected aid acceptable. When 
norms are clearly understood and Agreed upon, 
members, are. likely to expresss more satisfac-
tion with the group.. 

Norms are' often established around* such 
matters as ;the ' followings 

.Use óf tame---Is it a nórm . for meetings 
to begin "on time? 

Planniñg--Is. there an agenda for the 
.meeting? Who participates in. building . 
the agenda? 

Decision making- Are decisions normally 
made by one person? By vote? 8y 

consensus? 

Rélationships--Are'members formal or 
casual? On a first-name basis?' 

Goimmunication--Da-members' openly share 
ideas and feelings with one another? 

, Are discussions dominated by a few? 

Norms significantly influence the ways in., 
which group members work together and inter 
act with one another. The fallowing inétru-
ment can be used to periodically review a 

group's norms or to help diagnose iisunder 
standings or disagreements thdt may be 
related to norms. 



Instrument DS 

GROUP NORMS 

Directions: Mach member should complete the following items. Compile 
and share the data with the entire group. Misibers' 
comments that differ or are contradictory, which could 
become a source of conflict, can be dealt with by the 
group. 

1. Rased'on ay understanding, the stated novas of this group are: 

2. many point of view, the unstated norms of this group are: 

3. Current moron that I would like to see changed or elieinatetd arse 

4. Norms that I would like tosee created or added are: 



 Group Cohesiveness. Cohesiveness refers to 
the "we" feeling a group possesses and the 
sense of "belonging" that group members 
share. •In groups with high cohesiveness, 
the communication between members is gener-
ally eff'ective, intense and valued. 

The following ,are four ways to build group 
cohesiveness: 

.1. Identify with your group. Think of 
your group as a team rather than a 
collection of separate individuals. 
Recognize your .common purpose and talk 
about what we can do rather than what 
I can dó. 

2. Build a group tadition. Once a group 
forms, it,begins to create its own 
history. By creating traditions or 
customs that members like, feel proud 
of and are enthusiastic about, group 
cohesiveness is. strengthened. Examples 
might be a monthly social gatering or 
annual awards and commendations for • 
services. 

3. Get the group to recognize good work. 
A group that appreciates the éfforts of 
its members will promote feeling of 
acceptance and caring. When good work 
occurs, compliment the individuals 
responsible, mention their contribu-
tions in-newspaper articles, or-give 
awards for outstanding accomplishments. 

4. Set clear, attainable *group goals.' 
Each group is likely tó have long-range 
goals. .The group also establishes 
short-term goals. For example, "The 



goal for this meeting is to decide what 
to do akíout unnecessary student noise 
in the halls." End-of-the-meeting or 
weekly reports on goals that have been 
met increase a group's sense of 
accomplishment. 

In cohesive groups , members feel a strong 
kinship to one another. In a sense, every 
member is essential to the group. If some-
one is late or absent, the group may feel 
incomplete and less able to function. 

Instrument 6 on page 24 can be useful in 
discussing the degree to which members 
feel included and a vital part of the group. 



Instrunent 06 

ASSESSIMG GROUP COHESIVENESS 

Directions Please give your opinion for each item by circling the 
appropriate number. Compile the data from individual 
responses, poet the results and discuss them as a group. 

1 - Strongly Agree 

2 • Agree

3 • Undecided 

4 • Disagree 

5 • Strongly Disagree 

SA A U D SD 

a. Meiiibers are committed to the purpose 1 2 3 4 5 
and goals of the group. 

b. Communication is open and honest in 1 2 3 4 5 
this group. 

c. ghat I say is recognised and valued 1 2 3 4 5 
in this group. 

d. Members display a high degree of 1 2 3 4 5 
mutual trust. 

e. Members are genuinely concerned 1 2 3 4 5 
about one another. 



Each of these elements--group communication, group norms 
and group cohesiveness--significantly affect group interaction 
and the degree to which members can work together tó acccàn-
plish tasks. 

INDIVIDUAL 
BEHAVIORS  

Again, there are some individual actions 
that members can take to help the group pay 
attention to how it's working and build and 
maintain satisfying relationships and expe-
riences within the group. 

'Harmonizing--getting people to explore their 
differences in a non-threatening way , recon-
ciling' disagreement or reducing tensions. 

Gatekeeping--ensuring that everyone gets a 
chancesto speak. All of us have, been in 
groups where one person continually inter-
rupts. When this happens, less assertive 
people tend to withdraw from the discussion. 
The gatekeeper helps to keep communication 
channels open, facilitates the participa-
tion of all, those present and suggests 
procedures that permit sharing remarks. 

. Encouraging--establishing a cliapate of 
acceptance by responding to other members 
and acknogwledging their contributions. 

Compromising--offering a compromise that 
allows individuals to maintain some status 
and self-respect while4admitting error, 
particularly when communication has broken 
down or tempers'flare. Compromise is often 
necessary in order to maintain group 
cohesiveness and productivity. 

Diagnosing and norm testing--assessing the 
satisfaction of the group with the proce-
dures and norms which have been. created. 
This is a time for the group to look at its



procedures and review areas of dissatis-
faction in order to identify necessary 
changes or reward itself for effective 
actions. 

As members perform these activities, thëy help a group 
give consideration to each member and maintain good relation-
ships among all members. Each member, not just the leader, 
is encouraged tä use these techniques so that all can havé a 

. part in increasing the effectiveness of the group. 

CONCLUSION 

In this booklet ideas about what influences group effec-
tiveness and sample instruments for measuring such elements 
have been presented. By using this information and the 
instruments, a group can identify what aspects of their group 
are 'working well, pinpoint what needs improvement and plan 
activities to increase overall effectiveness. • 

In addition to the instruments included in the text, two 
more sample instruments which incorporate and combine many bf 
the concepts presented in this booklet have been included it 
the appendix. Fegl fkee to modify these,to meet your needs. 

Finally, the Keys,to Community Involvement Series 
includes other booklets related to effective group functioning 
that may be of interest. They are: 

9. "Effective Groups: Guidelines for Participants" 

10. "Group Progress: Recognizing and Removing Barriers" 

15. "Group Leadership: Understanding, Guiding and 
Sharing"-
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APPENDIX 



Sample M1 

EFFECTIVE GROUP SURVEY* 

Group leaders, group facilitators, and group members may sometimes want to assess 
the group's capability for working productively. This survey can be used by one 
or many,, with the results, posted and discussed toward the end of a meeting. 

Directions: Circle the letter opposite each item on the survey below that best 
describes, for you, the group's interactions. 

The scale used is: 

A • All group members 
8 • Most group members (two-thirds or more) 
C • About half the group members 
D  A few group members (one- third or fewer) 
E • None of this group 

During this (or the most recent) session, how many group members, including 
yourself: 

All Most Half Few None 

1. Gave due consideration to all seriously 
intended contributions of other group 
members? A 8 C D E 

2. Checked (by paraphrasing, etc.) to make
sure they knew what was really meant 
before agreeing or disagreeing? A 8 C D E 

3. Spoke only for themselves and let 
others speak for themselves? A 8 C D E 

i 

4. Viewed all contributions as belonging 
to the group, to be used or not as the 
group decided? A B C D E 

S. Had the opportunity to participate in 
the group if they desired to do so? A 8 C D E 

6. Tried to find the reason if the group 
was having trouble getting work done? A B C D E 

7. Helped the group make decisions 
openly rather than by default? A 8 C D E 

8. Helped bring conflict into the open 
so the group could deal with it? A 8 C D E 

9. Looked upon behavior which hindered 
group process as a group problem, 
rather than as a "problem member?" A 8 C D E 

*Reprinted from Systematic and Objective Analysis of Instruction Training 
Manual. Portland, Oregon: Northwest Regional Educational Laboratory, 1970. 



  Sample  #2 
11SSESSZDG mpEimS* 

The following questionnaire measures reaction to meetings. Please 
consider what usinally or never happens in most of your group's postings. 
Tor each item below, circle the number that indicates bow often the 
thing happens that is mentioned in the item. 

S Thii is v- typical of thismeeting; it happens repeatedly.
4 Ibis is fairly typical of this meeting; it bapens quite often. 

. 3 This is more typical than not, but it,doesn't happen.a lot. 
2 This is more untypical than typical, though it does happen some. 
1•This'is quite untypical; it rarely happens. 
0 This is not typical at all, i never happens. Never  Repeatedly

1. libels problems come up in the meeting, 0 1 2 3 4.. S 
they, are thoroughly explored until 
everyone understands what the próblem,is. 

2. The fiarst. solution proposed is often 0 1 3 3 '4 S 
accepted by'the group.

3. People mane to the meeting not knowing 0 1 2 3 4 5 
what is to be presented or discussed. 

4. People ask why the problem exists and 0 1 2 3 4 S 
what the nases area ' 

S. there are many problems which people are o 1 2 3 4 5
concerned about which never get on the 
agenda. 

G. There is a tendency to propose answers 0 1 2 3 4 S 
without really having thought the problem 
and its causes through carefully. 

7. People bring up extraneous or irrelevant 0 1 2 3 4 S 
matters. 

S. The average person in the meeting feels that 0 1 2' 3. 4  5
his or ber ideas have gotten into the 
discussion. 

*Adapted and reprimand by permission from Richard Schmuck, Philip Minkel, 
S. Saturen, ht. Martel,'and C..R. Derr, Handbook of Organisation'bevelop-
ment in Schools. palo Alto, California: Mayfield Publishing Co., 1972. 



Never Repeatedly 

9.someone summarises progress from time to 0 1 2 3 4 5 
tir.  

10.Decisions are often left vague--as to what 0 1 2 3 4 S 
they are, and who will carry them out. 

11.Zither before the meeting or at its 0 1 2 3 4 5
beginning, any group member can wily 
get items onto the agenda. 

12.People are afraid to be openly critical 0 1 2  3 4 5
creaks good objections. 

13.,People do not take the time to really study 0 1 2 3 4 S 
or define the pràblen they are working on. 

14.Thy ear few people seen to do most of the "A 1 2 3 4 S 
talking during the meeting. 

15.People hesitate to give their true feelings 0 1 2 3 4 S 
about problems which are discussed. 

16.Nben alecision is side, it is clear who 0 1 2 3  4 5
should carry it out, and when. 

17.There is a good deal of jumping from topic 0 1 2 3 4 S 
.to topic--it's often unclear where the 
group is on the agenda. 

i. The same problems seam to keep coming up 0 1 2 3 4 S 
over and over again from sleeting to meeting. 

19. People don't, seem to care about the meeting, 0 1 2 3 4 S 
or went to get involved in it. 

,20. When the group is thinking about a problem, 0 1 2 3 4 S 
at least two or three different solutions 
are suggested. 

21.some venir creative solutions noie out of 0 1 2 3 4 S 
this group. 

22.Phan conflicts Over decisions come up, the 0 1• 2 3 4 S 
group does not avoid them butateally stays 
with the conflict and works it through. 

23.The results.of the group's work are not 0 1•2 3 4 5 
worth the time it takes. 



sever Aepeatsdly 

24.People feel very committed to carrying 0 1 2 3 4 S 
out the sólutions arrived at by the group. 

25.People feel antagonistic or negative 0 1 2 3 4 S 
during the meeting. 

26.There is no follow qp on bow decisions 0 1 2 3 4 5 
reached at earlier meetings worked out 
in practice. " 

27.Solutions and decisions are in accord with 0 1 2 3 4 S 
the chairman's or leader's point of view, 
but not necessarily with that of the members. 

28.There are splits or deadlocks between 0 1 2 3 4 S 
factions or subgroups. 

29.the discussion goes on and on without any 0` 1 2 3 4 S 
decision being reached. 

30« People feel satisfied or positiv, during 0 1 2 3 4. 5 
the meeting. 
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In the field of education, NSPRA membership is a must for you. Current mem-
bers include superintendents, assistant superintendents, Community/public 
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NSPRA Products, Services and Activities 

EDUCATION U.S.A. 
The weekly education newspaper that provides 
up-to-dote coverage of legislation, education 
research and notional and regional devel-
opments. N's your finger on the pulse of the 
nationwide education scene. Price $42 per year 
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niques that con improve communications in 
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- EVALUATION SERVICE. 
This special cbntroct service is available ,ro pro-
vide Indepth analysis Oro school district's com-
munication ,progrom and specific recommen-
dations for improvement. Price subject ro spe-
cial quotation. 

WORKSHOPS. 
Conducted by NSPRA staff membeGs and 
trained consultants, the, scoff development in-
service workshops con make o audol difference 
in your communication program. Whether it's 
communicating with parents, or improving 
building level communication, NSPRA work-
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budget and finance, and improving public con-
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list. 

LOCAL CHAPTERS. 
NSPRA has 44 chapters which provide on oppor-
tunity for information exchange and profes-
sional development. (Dues vary ) 

OTHER ACTIVITIES. 
Include representation at major educotibn con-
ferences, sponsorship of the Golden Key Award 
presented annually by the NSPRA president and 
on annual publications contest for schools and 
colleges. 

To order odditionol titles in the Séries, or ro obtain information about other 
NSPRA products and services, concoct: 
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