Communicating
in Groups

@NTHISISHABTERD Curtis walks for his wife.

___—e Understanding
Groups

Danielle walks for her mother.
F<=0ﬂ¢ walks for herself. And Cindy walks for her young grand-
M“».:m—.a_. in the hope that she'll never hear the four terrifying words that changed

GloubSEeand indy’s life forever: “You have breast cancer.”

Communication Every year, the organization Susan G. Komen for the Cure plans “3-Day,” sixty-

mile walks to raise funds for breast cancer all over the United States—from Phila-

delphia to Dallas to San Francisco. Individuals are required to raise a minimum of

$2,300 to participate, and they must devote a significant amount of time to training
gryn (mentally and physically) for the challenge of the walk.

- »MQ_:.O:N_ Factors Sounds overwhelming, doesn’t it? And yet thousands of men and women (over

Oo”uhﬂﬂ_MMMM” 220,000 since 2003) gladly devote their time and effort to participate (“Susan G.

Komen,” 2011a). They host bake sales and car washes and join with others to plan

larger events—like fashion shows and golf tournaments—to raise money. They find

——a Understanding
Group Roles

support from virtual personal trainers and volunteer training walks as they prepare
their bodies for the challenge. And let’s not forget the power of the Internet! Susan G.
Komen for the Cure hosts online forums so that participants have a virtual space to
encourage and support one another, before and after the walk.

By the time the 3-Day for the Cure weekends arrive, participants know that
they are enveloped in a group more powerful than any individual. They are members
of a community that shares goals, drive, and, quite often, the experience of being
touched by breast cancer, cither personally or through H._..m struggle of a loved c_wn.
As one participant noted, “The reason we get together might be sad, but when ,.en re
together [it's about] sisterhood, and family, and teamwork that I really haven ..G..

< onced anywhere else” (“Susan G. Komen,” 2011b). And that teamwork certainly
vo_._n._o.n h: v.“ when rain pours down, calves get sore, blisters form, and ice packs
M_H”_Ho_“.n “...ownr. Anywhere 2 v»_inmcw:ﬁ looks is a ..n__e..._”. teammate ready to point
out their shared commitment: “Sixty miles. | can do that. @
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Understanding Groups

ot o dinner. Ten adults on 2 bus to A.u_.nsu_m:m. Ohio,
«M“” M»Hn.__,w_”ﬂwwmoﬁwwﬂm Mcn an event. A group Om.no.io_”rnq mmm:::m down mo‘w 4
drink ar the end of a shift. Six exasperated parents m_:_zm__: a doctor’s office with
sick kids, Each of these examples involves multiple people ?om:w_:anm crowds of
mvno_u_ﬁ namuMQn_ in some wﬁzig..llm:m most of us would probal vv\ mmv‘,arma these
are examples of “groups of people.” But arc %Q really groups? We'll explore
what it actually means to be in 2 group, in addition to understanding what types
of groups exist and how those groups develop in the first place.

Characteristics of Groups

For our purposes, a group is collection of more than two people who share
some kind of relationship, communicate in an interdependent fashion, and col-
laborate toward some shared purpose. When we break that definition down, we
can identify three key characteristics that make a group something other than
just a collection of individuals:

> A shared identity. Members of a group perceive themselves as a group. That
is, they share a sense of identity with other members of the group: they
recognize other members of the group, have specific feelings toward those
individuals, and experience a sense of belonging in the group, Thus, a vari-
ety of people who identify themselves as part of a group (political parties, for

example, or fan organizations) are as much a group as a bascball team or 2
string quartet,

v

Common goals, Members of a group usually identify with one another be
cause they have one or more goals in common, Goals may be very specific—
coming up with an ad campaign for 2 new project or organizing a mission
trip for 4 congregation—or they might be quite general, such as socializing

H m__x:s_:m books of films, In either case, 2 shared sense of purpose helps
Hine a group, even when there is some disagreement about specific goals of
ways of achieving them,

Interdependens relationships, Mermbers

: of a group are connected to one an°
other and communicate in an interdep 25,
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Size and proximity were once major factors in group creation, but the ease
with which modern technology allows individuals to communicate with others
means that these factors are no longer as relevant 1o group formation as they
once were. Four friends chatting over coffec at your local Starbucks constitute a
group; so do twenty individual photographers who've never met but who con-
tribute to a group photo pool on Flickr. In both cases, the individuals are joined
by shared goals, shared identity, and interdependence; these three key factors—

not size or vaoiai‘lmnﬂn::._:n group status. Of course, not all groups are
alike. Let’s take a look at different types of groups.

Group Types

Groups can take many forms. The most common among them are called pri-
mary groups—Ilong-lasting groups that form around the relationships that
mean the most to their members, Your family constitutes one primary group to
which you belong; your friends are another. _ .

In addition to primary groups, there are groups %m:&. by their specific
functions (for instance, support groups, study groups, and social mz:..v&. How-
ever, any one of these groups can perform multiple functions, >_mc__w_m9 >=c=n:
mous (AA), for example, is primarily a support group—a sct of individuals who
come together to address personal problems while benefiting from the support
of others with similar issues. But A is also a social group, 5 Enarnatnv _.=
the group offers opportunities to form relationships with others. And ::w_, ﬁ._”.ﬂ
a group with a specific mission—to help :....Brs.m manage their struggles
alcohol and addiction—AA is also a —:o_u—o:—.-.e_ﬁaw goup i

While all groups are to some degree social, some .macﬂ. an ,__H.u e
oriented than others. Study groups, for nxn:,_ﬂ_n. are forme: c_:. y an—_ucm "
Purpose of helping students prepare for exams, A focus w..n:.v isions ona
dividuals asked by a researcher to come together 10 BYE .rn: e w TV pilot
"pecific issue (Frantz, 2007; Sinickas, 2000), For example, when a ne
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® BANDMATES such as

the members of TV on the
Radio must share a sense of
identity, communicate inter-
dependently, and collaborate
to achieve their shared goal of
creating music.

e
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From Group to Smart Mob

organized
In 2011, demonstrations rocked Cairo, Egypt, as young umomuuma omos_ g of
protests to demand political change. In 2010, a seemingly ran g
shoppers in Bristol, in the United Kingdom, suddenly erupted i

i just as
lightsaber battle that lasted for two and a half minutes, then ended |
quickly.

What do these two stories have in common? They're both examples
of smart mobs or large groups of individuals who act in concert, m<w:
though they don't know each other, and who connect and oconm&ﬂ.o with
one another, at least initially, via electronically mediated means ﬁzmi@o.g
2002). Smart mobs were first identified in 2001, when calls for protest in the
Philippines spread via text message, gathering more than a

n people
to a nonviolent demonstration in Manila within four days. Largely hailed as
the world's first “e-revolution,” the Manila protests quickly and peacefully
brought about the resignation of President Joseph Estrada. While the revolu-
tion itself was, of course, grounded in frustrations that had been building for
many years, social media provided a key tool in organizing these protests
and fueling their momentum. In the years since, as electronic devices have

become even cheaper and more available, smart mobs have emerged as a
fairly common form of group behavior.

Like all electronic social networks, smart mobs are grounded in a shared
desire for communication and rely on affordable devices that offer instanta-
neous communication. But smart mobs have two Important additional char-

acteristics that a generic social network lacks: a shared goal and a finite time
frame (Harmon & Metaxas, 2010). Simply communicating is not enough to
make a smart mob—there must be a tangible goal (be it a flash mob dance-
off at a shopping mall or a carefull

steps of a national capitol) that is or
achieved quickly and effectively.

Traditional groups and organizations recognize the efficiency and im-
mediacy of smart mobs, and make use of social networks to encourage
smart mob behaviors in order to meet specific goals. For example, in 2010,
the humanitarian group Oxfam used its existing

members and nonmembers alike to donate to m
mobilizing donors in this manner,
goal of $100 million i

f’s\mmrm.

y orchestrated political protest on the
ganized via mediated communication and

oney for immediate relief
the group was able to

. By
immediate aid to earthquake-stri

meet its fundraising
cken Ha
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© Many social Movements
benefit from social net-
works, but is it fair to credit
electronic Communication
with bringing about Social
change? How did groups
like the American civil
rights movement organize
demonstrations, and how
did their demonstrations

differ from modemn smart
mobs?

@ In an effort to quell the
uprisings in Egypt in 2011,
the Egyptian government
blocked citizens’ access
to the Internet, yet pro-
tests continued. What
does this say about the
pervasive nature of elec-
tronic communication?
What does it say about
the role of electronic com-
munication in causing and
fueling action?

© Have you ever wit-

nessed the beginning
tremors of a smart mob in
any of the social networks
of which you are a part?
What kinds of goals might
motivate you to join a
smart mob?

[|

™

TWTFS 8

-z
~o-
wE
a

ISsance team; a community group
ke charge of its annual fundraiser.
One of the more noteworthy

types of groups in today's organizations is the
self-directed work team, a group of skilled work

ers who take responsibility for
producing high-quality finished work (Douglas, 2002). In self-directed work
teams, members bring complementary skills and experiences that enable the
team to accomplish more than any

individual member could achieve indepen-
dently (Katzenbach & Smith, 1993). Self-directed work teams have proliferated
in the last few decades in a variety of or

2001; Yandrick, 2001).

might select a few members to form a reconnaj
might nominate a team of individuals o ta|

ganizations and industries (Beyerlein,

In self-directed work teams, many typical management functions are com-
pletely controlled by the team members. For example, members arrange their
own schedules, buy their own equipment, and set their own standards for pro-

ductivity, quality, and costs. They conduct their own peer evaluations,

va:m
in new members,

and coordinate future plans with management. The %oo..,x is
that when people have more control over their work, they have a more positive
attitude and are more committed to the group. : .

Perhaps the most dramatic impact of self-directed teams is ﬁ.rn improved
performance and behavior of employees nrao:mro..: the organization. In enter-
prises characterized by self-directed teams, the environment is .:::r& by __cncom_ﬂ
¢ration rather than competition. (See Table 9.1 on p. 256 for tips on working
aself-directed work team. i

Of course, the _ﬂmosw of self-directed work teams extend far beyond io_ﬂ_H
situations. Collaborative software programs (most commonly r:o.s,: w.m “umnnnﬂ
Source pages or wikis) allow many .Sn_.EES_m.a mo:mﬂﬂoﬁmnﬂ:ow %ﬁ”. project,
Creating, editing, and linking content and reviewing the wo
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® GROUPS COME in all
shapes and sizes. While the
design team from Extreme
Makeover: Home Edition and
a hip-hop dance crew might
vary in size and purpose, they
are both considered groups.

AND YOU?

In your first job out of
college, do you think you
would prefer to work as
part of a self-directed

work team or in @ more
traditionally arranged team
where a manager takes
confrol? What would be the
advantages of each?
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SELF-DIRECTED
WORK TEAMS: TIPS
FOR WORKING
COLLABORATIVELY

! oo:m.naqm:o:m

Action ) TS
team’s goals

\What are the short term and long term?
Q

Define a clear
purpose for the team

of energy. excitement, and commitment
x -building activities
: m by engaging in team
in ,Mo%mﬂm rewarding members who demonstrate
MU 33;32.5. and identifying new challenges for the team

to take on.
; Working on @ self-directed 3».3 may be a :mi exXperi-
Train ence for some members. See if your organization can
provide training to help members c:,n_m_‘m,m:a and imple-
ment the defining practices of self-directed teams.

Make sure all members of the 8».3 understand what's
expected of them in terms of :._o_q roles and performance,
For example, what functions will each member serve?
How, specifically, will the team define “success”?

Articulate where the team's responsibilities begin and
end. If necessary, remind members that they are working
in the service of the organization and that they need to
stay focused on their specific purpose.

i e
Foster team spirit Build a sens

Clarify expectations

Set boundaries

Sources: Caporzoli (2002); Nelson (2002); Rosenthal (2001).

Group Development

If you've ever become wrapped up in a realitcy TV show such as Swrvivor, The
Biggest Loser, or Top Chef, you know how fascinating and dramatic group inter-
actions can be. In each of these shows, a season typically opens with the forming
of a group: cast members always start off as strangers bur are quickly thrust into
a group situation—sharing a living space and working together to accomplish
certain tasks. As the season progresses, the group members bond, conflicts erupy,
and alliances are forged and reforged. In fact, much of the drama in reality tele-
vision stems from the tensions that arise between cast members as they struggle
to work with—or against—one another. Contestants on Survivor, for example,
must team up to work on certain challenges, such acquiring food, building shel-
ter, completing an obstacle course, or solving a puzzle. Of course, these “reality”
shows are often manipulated—contestants are selected at least in part for their
TV “presence,” and scenes are edited to heighten the drama. But the shows do
reflect some basic truths about how groups develop (Wheelan, 1994). Research
shows that as a group progresses, it goes 53:&_._ five specific stages, memorably
called forming, storming, norming, performing, and adjourning (Tuckman,
1965). Using Survivor as an extended example, let’s take a look at each stage:

Forming

When a group first comes together, its members are unsure how to act around
one another, are nervous about how others perceive them, and aren’t clear 0
what roles they'll be playing within the group, In this forming stage, group
:_S_:_.S,. try to negotiate who will be in charge and what the group’s goals will
be. The primary purpose of this stage is for group members to make friends,

me 1o A point where they feel that they
J learn more about one anather and he

cives, Onee individuals feol x
can begint t© 7_4:_.:,,. with the Broup (Morely, 18
Leving, 1994). On Sureivor, contestangs i
._7..:_2_ int0 WO groups or “tribeg,"
don't usually have :::._,. say regardis
they Il become a part of: they mj
.ﬁ,_nn:,,_ or assigned to a tibe b
ader (seasons 6 and 9), age

o

an

B
ﬁ_‘::_a.z
Acepred, they

o

S are inigially

Contestans
"8 which tihe
ght be fandomly
ased on factarg like
(season 21)

ge 5 :
(season 13). Almost immediately

& s Oor even
race ol . + tribe mem.-
bers begin sizing up their competition—makine
judgments ..?o_:.c:n another’s strengths, :_Srﬂu
nesses, trustworthiness, and likeabilicy, - i

Storming

After forming, group members move into the stormj
evitably begin experiencing conflicts over issues such
and what roles members will play. On Suruive
prowess in gathering food or making fire, for example, will be alued
while members who seem weak are not. This process is mmoi: in ﬂwﬂm (.H.cm .
tribe members continually assess each of their fellow contestants durin Wi
“tribal councils.” Group members who are a detriment to the groups’
who pose a threat to individual goals—are voted off.

ng stage, in which they in-
as who will lead the group
7, a wibe member who shows

g periodic
goals—or

Norming

During the norming stage, norms emerge among members that govern expected
behavior. Norms are recurring patterns of behavior or thinking that come to be
accepted in a group as the “usual” way of doing things (Scheerhorn & Geist,
1997). During this stage, group roles also solidify, and a leader emerges. On Survi-
vor, some tribe members take on leadership roles or present themselves as likeable
heroes (like Rupert Boneham, season 7) or ambitious villains (like Richard Hatch,
season 1); other contestants draw on specific strengths (such as physical prowess
or fishing expertise) to make themselves invaluable to their fellow tribe members.
In addition, group identity grows stronger as members begin to realize nr.n impor-
tance of their roles within the group and the need to cooperate to accomplish goals.

Performing

Once the group has established norms, the action mrﬁa w© accomplishing tasks.
During the performing stage, members combine their m_c__m. and ._Soi_&mn Hm
work toward the group's goals and overcome hurdles. On Survivor, .ﬂ_va,m.:raa i.oﬂ_ "
together on group challenges, such as building a shelter for the tri mm.m M.w B,,mn

also endeavor to work together on physical challenges to carn fewar or the tribe.

Adjourning . =
Many groups—though clearly not all—eventually A.__%m:.m. For ma‘._u.ﬂw e
Project or task has come to an end, there is an »m.‘eE.aEm m:w_mnu.m anﬁm_:._:n
members reflece on their accomplishments and failures as we

——SERSR R
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® ON SURVIVOR:
NICARAGUA, Shannon
quickly decides that team-
mate Jud is a “dumb blond"
and dubs him “Fabio.” The
nickname sticks, but not the
impression: “Fabio” is the last
survivor standing and wins
the million-dollar prize.
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NAME: Stephanie Lam
HOMETOWN: Hong Kong, China
OCCUPATION: Youth trainer

FUN FACT: My dream is to watch my f
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| work at the Hong
Kong Federation of Youth Groups (HKFYG), an
organization dedicated to developing a pool of
young leadership talent for the future of Hong
Kong. Specifically, | am a professional trainer in
youth team building. We use experiential learning
at the HKFYG. | don't teach students in a tradi-
tional, lecture-style delivery. Instead, the students
gain experience on their own, in groups. We are
trained to help these groups teach themselves, to
develop their own perceptions about a concept.
For example, a couple of years ago, we sent
twenty kids to South Africa for the Cathay Pacific
International Wilderness Experience. The overrid-
ing aim was to have students learn about the
environment, which is important for them as
future decision makers.

My first job was to get these twenty stu-
dents to think of themselves as more than just a
collection of individuals. They needed to think of
themselves as a team, a group that must work
together to solve problems and accomplish
goals. To do that, | concentrated a lot of my
energy on the formation stage of group develop-
ment. Building initial rapport and fostering team
spirit are vital to a group’s future success. In
South Africa, the kids were encouraged to have
a giant mud fight with one another (not that they
needed much encouragement!). It brought them
closer to nature and to one another. It got the
students enthusiastic, and an enthusiastic group

is a more cohesive group. And a cohesive group
is better at achieving goals.

Next, | helped the group build self-
confidence, giving the students incrementally
more difficult tasks to accomplish. First, they
went snorkeling in the Indian Ocean, with the aim
of exploring a reef ecosystem and learning the
importance of its conservation. Then they par-
ticipated in a sociocultural exchange: as a group,
they had to learn how to fish and prepare food in
the traditional way of the local Tsonga culture.

Next—and here’s where it got tough—
they had to build a Tsonga boat and race it down
the river, competing against other teams. It was
important that | phrase the goal as a problem to
be solved: build a boat. | established clear stan-
dards for success: floating. And with the help of
the Tsonga people, | identified the resources the
group would need to accomplish that goal: the
tools and materials necessary to build a boat.

With a clearly defined common goal, the stu-
dents were forced to communicate more
effectively. Members of the group started to
feel—if they hadn't already —that they were
connected; their communication became
interdependent.

When it was all over, students discussed
and debated environmental problems and
opportunities. | think that because they became
better at group communication, they became
better individual communicators as well.

Drwv‘o.. 9 Communic
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that same p iessor 1o I Students,

the nature of your communication nrn:mﬁf?: would'he Ellins
interrupted when she was speaking; you might be expected SUR
defer 1o other students who are already speaking, or _.:: :_M ﬁﬂfo ma

What has nrzsmmgw de\ is the nature of your nc.:,:ﬂ”:—mmnﬂm_._m E, u__*..m.v
ent in the classroom from the way you converse in her office? gr»ﬂ:%w differ-
changes from dyad to a group, communication becomes :5.?. r.o:%._aw:”_.“:ﬁ_ﬂ“

secton, we'll m..__S a look at how group communication grows more complex as
the number of individuals increases.

e your hand,

Size and Complexity

The basic logistics of communication—the need to take turns speaking and
listening, for example—grow more complex the larger a group gets. You might
find it fairly easy to keep up an instant message chat with one friend online, but
when a third person joins the conversation, the communication becomes mud-
died and complicated. This complexity creates the need for increasingly struc-
wred exchanges among members. Specifically, the bigger the group, the more its
communication takes on the following characteristics:

> Interaction is more formal. Group communication simply cannot work in
the same kind of informal way that dyadic communication occurs, due
to the need to include more communicators in the discourse. Individuals

ng in Groups 254

AND YOU? ,

Think about your exparience
as part of a group to which
you no longer belong —an
old job, your high school
clags, or a club that you're
not a part of anymore, Did
the group go through all five
phases described hera?

@ WHEN YOU'RE _,
chatting with a professor |
during office hours, you are

the focus of your professor’s |
attention. However, in the

classroom, you have to

respect that other students

want to speak as well!

==
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COMPLEXITY OF GROUP
RELATIONSHIPS Each
time a person is added

to a group, the number

of potential relationships
increases substantially

reed to obrain permission to speak

o] the
v ?L the )
in a group ma] pta speaker.

S ¢ ucta y interry
Is be relu e terr
also b< el

-ontribute. Participants may wap 2
“floor Gme” with .,:._74 group members. Sud
n inhibit the quality and quantty of their r::.:v:nc:m.
¢s can inhi . areer groups & few members tend to domj.
2l leader, in & wco,:?n members tend to remain qQuict

d oppor
. leader tO vrm?,
red by a eader €

rime constrain

B form
en without 2 form . 1
i calk, while the less

timate. The greater the number of partic.
ts feel self-disclosing or voicing Contre.

nate much of the

CC
e ipan
pants, the less comfortable partictp
versial opinions. g gt
As more participants are invited to cop.

.;,..s..
SUMES more nn iy
longer to complete.

debate, the interacuon takes

tribute or

As more participants are added, the re.

10r¢ ,.z:.q.uvu“ ] .
In the dyad, of course, there is only one

§ become

- - <hips become more complex-
Jationships become

5 2]
elator at berween pers é S Z.
i 1 h v ersor 1 p:Q ma(mro_

elationship— MT yeen p

9.1. adding just one person to a dyad means thy

indicated by Figure . -
As indicared by Fig v group must now deal with four potential
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2 People = 1 Dyad = 1 Relationship

> 2
- 1Total Group ~ _ 4
gimnes i of 3Members ~  Relationships
1 2 1 2
Y # -
4 People = 6 Dyads + 4 Groupsof3 1 Total Group 1

Members Each ©  of 4 Members ~ Relationships

2
o
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gize and the Formation of CHedos

he comedy series The Big Bang Ty, .
Hon.ﬂ:&nmm .u:& close friends. mrnmuo:, anmw Mn—“_qﬂm@m “ho:».& and Sheldon are
gremely socially awkward and rarely takes king] Nﬁ coretical phy,
tnevitably: ¢ rwo:wa starts dating thejy :M rﬂ:ns. people o
Jifficult tme mmuvzsm to his friend’s ney - nms or, Penny,
winds up trying to trail m_o.:m on Leonard and Penn Mitments, |
terrupts them when they wish to €njoy time Fr mw s a.wﬁnm an
quite like m,rm_&o:, perhaps you've felt [ike he.doe cn it you
your best friend, but whenever her boyfriend :
a5 well be invisible. That’s because
communication from dyadic to 8TOUp communicarion, b
haven t adjusted their communication behavior, ._.rﬂx«n _,q= 26
ing a subgroup mrmﬁ. _nwwmm you the lone outsider. emained a dyad, form-

As a group s size increases, similar

mmﬂwm.. s ex-
I situations,

Sheldon has a

d ?nﬁ:m:;% in-
ve never behaved

. problems arise, CJ A
emerge—small subgroups of individuals who R M-WMMM_. MMFNM_MN:&
i1

(Wilmor, 1987). Cliques are a common part of group life—they’ f ?
middle and high schools. You have your marching band kids MM Rm % WM_:R_ B
ers, the “in” crowd, the art students, and so on, Many vnow_n.ﬂwi_m HM. th vu.«_._
escape cliques once high school ends, bur this is usually not the case _H: MM:E_
you might be tempted to form cliques with others in on major <or_. &oﬂ:mwmm
a vm:_nc_ma organization. In office settings, members of cliques om n.o&Eo:m : i-
aally sit next to each other in meetings, eat lunch together, share the same ov.:”._v\%:m
about what's going on in their organization, and support one another’s positions.

When cliques take shape in a group, communication becomes more
challenging because members are no longer dealing only with other individual
members. Rather, they must navigate relationships and figure out how to com-
municate with entire subgroups. In addition, countercoalitions, in which one
subgroup positions itself against another on an issue, can leave anyone who isn't
affiliated with a subgroup in a very awkward position.

Group Size and Social Loafing

On many education and learning blogs, you can find
students and instructors complaining about one of
the most dreaded assignments of all time: the grueling
group project. Consider the following post from an
angry group member: “In the 21 courses that composed
my MBA program, I had to do a toral of seven group
Projects. I won’t bore you with all the gory details, but
there were people who didn’t do their work, control
freaks who wouldn’t allow anyone else’s input, you
name it. Group projects should be abolished.” At first
glance, doesn’t it seem that group projects should be
€asier than working solo? There are more Bm:&. w©
shate in the work and more people to try out ideas with.
But what we all dread is having group members who

IR

® LEONARD AND PENNY’S
budding relationship tums
The Big Bang Theory into a
big awkward-fest because
best friend Sheldon fails to
pick up on social cues and
give the couple privacy.
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AND YOU?

‘
Have you ever been f
excessively quiet or shy ina i
group? Do you consider this r
behavior social loafing or do |
you feel that the situational _
or relational context is

primarily to blame? Why? !

R

:E:Em:o:

he larger a group» the more prone

R Me
Jioht, The fact 1S : > . S
don’c pull cheir 0¥ ,<»_m_:.~ afing—failing © invest the same level of effore i,
o social 1o king alone or with one other pere -

bers may become ﬁ,m e nif
they d P s -
the group that t€) s of group & 0 :
< Al s (inds 0 ..n i )
Social loafing affects all ki on cut-throat competitions like Surviyo), i
fessional work assign anage tO make it through to Mra final m::v;
ays a few cons : i mates do most of the w,
ays a i heads low and letting their am.:,._ mat Ta o . o_._.ﬁ
e ._:,:#_ _, fing affects both @u:_n_ﬁwzc:m : G E_Fr_s_nu:o: in
leary, socia 0408 . a person fails to speak
P_C:v. soc 58; Shultz 1999). When a persott speak up .Uonm:mn
groups (Comef, 1998; e lot om‘—xov_n. the person is €Ngaging in social |of,
he or she feels shy art feelings of anonymity that occur j,

- s ts from the ~ . T
; N afing 2 . A STl
ing. Social _em_»,__mm_ﬁmﬁ the group, the more difficult it is for an individugy|
large groups. 1D 5

o - oneribuions to the mqo%.m nm,oma Db m<m_=m8a. and Measured,
member's contribut in less effort, believing that nobody will notice that he
Thus a 5237.2 may put hat he or she is working hard. Social _opmzm
or she is m_mn_ﬁ._:ﬂwwn Om-_.nn ik e aeibers of 4 DRmEAL
even occurs in g

cronic Netw : i g .
ion group, for example, may actively engage 1n the discourse by posting regular
sio ; , Ma)
messages, while others—known

hey were wor

s, from sports competitions o Pro

ments. Even
estants who m.

Iso resul

conversely, ¢

as lurkers—may just read others’ posts and

Sketchy Behavior

to come up with an alternative sketch. During a late-night session, the two of options?
you come up with an idea for a sketch that in your opinion outclasses the one @ s it unethical to
you've been having problems with. attempt to gain Meredith’s
It is now a few days before the show, and the two of you have decided, vote even if you honestly
independent of the other members, that the weaker sketch needs to be believe that it's in the best
Mww:m.a_w_a__.: Mm<om ﬂ the one you’ve written. You are concerned about how interest of the group?
is will look and have a nagging feeling the other members are going to i
perceive your writing of this sketch as a selfish way to push your <<mo§ M<m« “EMNMM&MM H”M_MMM?
that of your teammates, but you feel strongly that the new sketch will make i _._u_a_,o%: with the new
the show a greater success. Calvin suggests that you present your sketch to uﬂn&o:a Should the sketch
Meredith, since she was not involved in writing either sketch. “If we convince be presented to the entire
Meredith that our sketch is the stronger one,” Calvin reasons, “we’ll be able team at the same time? :
to point to her opinion as a truly objective opinion—she's got no agenda.” Is it fair to tempt Mer-
You're pretty certain that Meredith will prefer your sketch, not only be- edith with a juicy role in
cause you feel it is better but also because it features a role that Meredith exchange for her vote?

would love to play. And you know that if you talk to Meredith beforehand
you'll have a clear majority in favor of your sketch should the decision be .

to a vote. But is this ethical?

m<>_|C>._,_ZOOO_<_§C2_O>._._Oz ETHICS

You have recently formed a comedy troupe with four other friends: Calvin,
Eddie, Meredith, and Sylvia. Your first live show with the group is in just a few
weeks, and your group has written and rehearsed five sketches. But you and
Calvin have had doubts about one sketch, written by Eddie and Sylvia, since
day one. Rather than voice your concerns, you and Cal

@ What role did group
communication play in this
scenario? Might cliques
have been involved? What

have been trying were other communication

put
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.,,c_::_::c cnwx 1.5._? »wno&._.:m fo Zamo_. Bligna
i.c::\ participants” can distract from the fo ut, and ﬁqc:_o (2009) these
rma

“red i 5 . .

| undermine others” perceptions of the credibil and ntum
edibil y

ity and inflyence

. tndﬁ_n post (Rains, 2007),

and

mmunity
of the mes-

Group Networks

Just a3
»—G
who

a group’s size strongly influences commupj
3 nica
neoworks. Networks are patterns of jp, £

ton within the group, so
m in a group and about what. To

. : E:._anﬂm,”_w% ﬂm_”c«.ﬁ:m:m who speaks with
must first no:m_an..q tWo main positions within ._E:,o%_a::a c«.:».?c_._? you
the degree 0 which an individual sends ang ann?a., he first is centrality, or
the group- I'he _:cz.nn::.»_ person in the group ann._z”:,.mnmﬁ front o.r.n; o
pumber of messages in a given time period. At the o._:.w A:M .Mn:% the highest
solation—2a position from which a group member seng end of the spectrum is
s than other members. s and receives fewer mes-

A team leader or manager typicall
mal group; but centrality is not neces
of a company, for example, may be

ated by teams below her, but in fact

sage
y r.pu the highest level of centrality in a for-
m_a:_w related to status or power. The CEO
the end recipient of all information gener-

Oﬂ_vx a _:5:0& n indivi W

: :E.Tn_. Om.:.—ﬂrsn_:»_w ithi

i N 1 ithin

ﬂrﬁ Onmn-:_Nk:O: are .mT—O 10 communicate m:.nhn_v\ with ra_. Her ummmmam.:” in
)

may have a higher degree of mn::ﬁ:Q in the network, As you might ima MQ_MM
networks play a powerful role in any group’s communication, whether the mwo:_w

is a family, a sports team, a civic organization, or a large corporation

In some groups, all members speak with all others regularly m._ucE a wide
range of topics. In others, perhaps only a few members are “allowed” to speak
directly with the group’s leader or longest-standing member about SMo:m
issues. In still other groups, some members may work alongside one another
without communicating at all. There are several types of networks, including
chain networks, all-channel networks, and wheel networks (see Figure 9.2)
(Bavelous, 1950).

Chain Networks

In a chain network, information is passed from one member to the next rather
than shared among members. Such networks can be practical for sharing writ-
ten information: an e-mail, forwarded from person to person along a chain, for
eample, allows each person to read the original information from other prior

oo oo :

LA gl Es D

All-Channel Wheel

AND YOU?

‘What group are you spend-

ing most of your time In

these days? What type of
communication network

@xists in the group? Is that
network helping the group
achieve its goals? It not,

what changes might the

group miake to operate more !
effectively? %

GELEED
GROUP
COMMUNICATION
NETWORKS

Source: Scott (1981), p. 8.
Adapted with permission,
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@ THE COPYEDITING
TEAM in a newsroom works
as a wheel network. All of
the copyeditors report to one
copy chief, who regulates the
copyediting style.

ommunication

. ion can lead to fruserag

£ group n:_:_:::_f_:o* el e tration -
i ors . oveyed thr other

y i & . . conveyed £ code

recipients: but ? y hen information 15 r‘o | vro:n where the meg o Such
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miscommunic be like @ gan 5 o
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as spoken words sses down the chain- I nr 1 will miss the 10:00 eir romw.

. gres ~rk and W S8 . Al

distorted as it Prog {er on the Way ro work and W& lent and will M. Mg
Luis, had a fender M hat Luis Was in an accident and will not be i, o
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n C tells pe
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ing. Person Bt g -
that Luis will be in a _:-anw i

erso:

rson D that
n imagine

1 G!

2 4 )
office today. I ,
nows when he Il
¢ the messa

oneé k
by the tm

All-Channel Networks

In an all-channel network s
and all members interact Wit

] s ;
discussions, they e talking abou

| members are an equal distance from one anothey,
. cach other. When people B._r about roundpy,
|-channel groups: there is no leader, anq all

- operate at equal levels of centrality. Such networks can be useful for col-
_:m_:?ﬁ c::..ﬂuﬂ“,. .SM for brainstorming ideas, V.E ﬁ_un lack of order can make &
_ﬂ.?,u.a ive m:,o_w_ﬂ .n, ps to complete rasks. Imagine, for example, that you're ty-
difficult for such group ith 3 GIOUP of friends. You send out a mass e-mail o

<o s

of them, to determine Ma.u. that will o o:, and Tes mmr Moﬁ m:mfrm.nm:s:m mro:ws_._na
to meet. Each recipient can simply hit “reph) all 2 s .:‘n~ their qmmmo%m.n é:.r the
group. By using an all-channel necwork, ;.:. entire mao:*_u ﬂmnam that Friday is Joq
sood for anyone, but Saturday is and while a mn..i people have suggested favorite
= ’s no consensus on where to g0- That's where wheel networks come in,

:_m o arrange a meety;

spots, there

Wheel Networks

Wheel networks are a sensible alternative for situations in which individual
members’ activities and contributions must be culled and tracked in order to
avoid duplicating efforts and to ensure that all tasks are being completed. In
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ol network, one individual acgs g
oups all group members share their inf,

gl cp . 1

J . shares the information with the e
el ~

t 4
pove: as the sender of the initial e-
a

. whe 2 touchstone

ma :

" d ask everyone just to reply to you. ,___rw.”,wd_”_m”.#
uo: about time and E.»S to meet and send thyy omﬂa i
:2201& are common in sororities and fraternities é.ﬂ” cveryone else. Wheel
o the center- All other officers must FEPOTt to the » With the chaprer president
st report back to the officers on the status of ghe resident, and the president

g T b ) others. Such
[owest shared centrality but are very efficient (Leavitt, 1951, it o

understanding Group Roles
\\.\I/

5

Ifyou ve E»Hnrwn_. g o.m House over the past few seasons
diagnostic physicians ac Princeton-Plainsboro Teaching IA_V
on certain roles on their team. Dr. Eric Foreman is el

carefully but also tends to ask blunt questions to gather ::w
on patients. Medical student Martha Masters typically n:.w
mony and ethical communication with patients

you know that the
spital tend to take
reserved; he listens
ortant information
ouraged group har-

R . And then there’s Dr. G
House, the team leader, who is well known for pushing his oMz: »Wn:hm.“\w_

openly mocking his underlings. The fact is that we all tend to fall into particular
roles in the various groups we belong to, and these roles influence group com-
munication. There are three types of roles—task, social, and antigroup. Let's
look at each of them in turn.

Task Roles

[n some cases, a role is defined by a task that needs doing, and a person is asked
or appointed to fill it (or he or she volunteers). Such task roles are concerned
with the accomplishment of the group’s goals—specifically, the activities that
need to be carried out for the group to achieve its objectives. For example, your
role on a committee charged with organizing a sorority rush party might be to

post advertisements for the event in key locations around campus and in the

campus newspaper.

Task roles can also be specifically related to the group’s communication; for

instance:

* An information giver offers facts, beliefs, personal experience, or other input
during group discussions (“When the sisters of Chi Omega posted their ad

in the student lounge, they had good attendance at their rush party”).

» An information seeker asks for ad
. . «
opinions that members have presented (‘Jane,
, ey
comfortable with the party theme we're proposing?”).

v

An elaborator provides furthe
others have said (“I agree with Ellie about
caterer; my friend works there, and she’s a great co0

—A.J.

ditional input or clarification of ideas or
are you saying you're not

¢ clarification of points, often adding to what
selecting Currier & Chives as our
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ALTHOUGH MIKE
“The Situation” Sorrentino
has been known to anger his
Jersey Shore housemates
with clueless disrespect,
he also fancies himself the
"house parent” and makes an
effort to extinguish disputes
among the friends

Communication

¢ toward its objective by proposing solu-
esting new ways of looking at an issue
is it that we schedule the rush party

An initiator helps the group mov
tions, presenting new ideas, or sugge
the group is discussing (“How essent
for _,rn last Friday of the month? If we moved it a week later, we’d have more

time to find the right band”).

: " ,
An administrator keeps the conversation on track (“OK, let’s get back to the
subject of when to schedule the party”) and ensures that meetings begin and
end on time (“We've got five minutes left; should we wind up?”).

» In an online forum, the person who coordinates and sometimes screens the
members’ comments is called the moderator or master. An elder is the name
given to an online group member who has participated a long time and
whose authority is respected by the less experienced newbies.

Social Roles

Some group roles evolve to reflect individual members’ personality traits and
interests; such roles are called social roles. For example, a nurturing housemate
Ewmrﬁ. unofficially fill the role of “house parent”—baking cookies for everyone,
listening compassionately to people’s problems, and making everyone feel taken
care of. Consider these additional examples of social roles (Anderson, Riddle, &
Martin, 1999; Benne & Sheats, 1948; Salazar, 1996):

> y- . - . 3
A harmonizer seeks to smooth over tension in the group by settling differ-

M:nmu among ﬂmavna (“OK, you both want the party to succeed; you just
ave different ideas about how to get there”)

Chapter q Communicating in Groups

» A .wsk\m%\éa works to ensure that eachy
iscussions (“Tonya, s member
to di ya, we havep’y | of the 8oup contributes

i < neard fro
when to schedule the party, What M you yet o ¢h :
are your ¢hy this question of
Oughts?”

A oo SPIESES Group eling, maggy o 1
1ze the climate 3 S| ) relal e
e | mmﬂn and capitalize o it or m m.:o_:r__um in an effort to
Soiera a 0 < odify i
registering a 10t Ot frustration in the commiteee rj fy it for the better (“I'm
and reconnect in halfan hour?), €¢ right now, Ler’s take 4 break

Fach member in a group can

Fvelyn was : i o ial s B
chough T\n_v\:* s va::om chairperson of the rush roles. For example,
Jlso serves as the group’s unofficial harmonizer pec, party committee, she
‘ CCause

she has a knack for
an also adope a personal or
, 100 one else seems (o be willing
tush party committee’s first meeting,

mitigating tensions between people. Memk,
sk role if they believe the role is needed by
1o fill it. To illustrate, by the end of the

Candace noticed an air of excitement infusing the gacheri .

party theme _.,.em”_: flying back and forth. Wanting Howwncg__nm_:m as acmw?q the
and channel it into ‘no:::m::n:ﬁ to the group’s cause w_” on _M_s. excitement
sensor. As the meeting came to a close, each anmn.ﬂ :Mmoc on the role of
plain what tasks she would be responsible for that week, Wi " _MOSE:,E -
came, she told the other members, “I'm really excited amoﬁ a_ﬂ__ 7»:&2 s turn
made today. I think that with this kind of enthusiasm s”” the progress we
the best rush party in our history!” The meeting m:gnm on n Wo:_._m i
members adjourned eager to dig into their tasks, a high note, and

Crs .

Antigroup Roles

Unlike task and social roles, antigroup roles create problems because they serve
individual members’ priorities at the expense of group needs. You've probably
seen evidence of these antigroup roles in the groups you belong to:

» A blocker indulges in destructive communication, including opposing all
ideas and stubbornly reintroducing an idea after the group has already
rejected or bypassed it (“None of the dates any of you proposed will
work for the party. It really needs to be five weeks from today, as I said
carlier”).

» An avoider refuses to engage in the group’s proceedings by expressing cyni-
cism or nonchalance toward ideas presented or by joking or changing the
subject (“Well, whatever, I'm guessing it's not a big deal if this party doesn't
even happen, right?”).

* A recognition seeker calls attention to himself or herself by vw&::m or 5
going on and on about his or her qualifications or personal mn?.néamza (¢1
planned a gathering for a women's studies group last year, and it went really
well. People still talk about ic! So trust me on this one”).

% nts or tells irrelevant stories (“Does anyone

A distractor goes off on tange ; o
know what happened on Grey’s Anatomy last nighe? [ missed it”).

seeker fr
ry. Leaders have the

o affect norms ¢
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AND YOU?

Have you ever been in a

leadership role among a

group of friends? Have you
ever been subordinate to a
friend in a group situation?
Did any conflict arise, and if
s0, how did you resolve it?

ation

val Com

ine group who intentionally inserts irrelevan, angd
< g

fiscussion in order to stir up contr,

an or

. :;
A rrollis someor : :
rents into the d

C<c;\<,
inflammatory comn

impact of these antigroup roles, members can revisjy i
.mT:,,__eL and make the c.__::mnw. :m,n&n,g ‘o ::,tqm:.c group
; “All ideas get a f __c.h:_:m ). People :__:_::m cer-
r instance, if youre a gatekeeper, you can

a proposal that the group h

['o mitigate the
e group has est
y (for example, :
an also help. Fo :
her opinion on a . 4
es that positive and proactive teSponsRy.
duals as leaders in their Organiz,.

norms —T

communication
cain task or social roles can al
avoider to contribute ‘
Research also indicat that
help establish individual .
. For example, in online groups, masters frequengy
“feed the troll™—do not respond or rake .r.m

prompt an
been considering. I
and blockers can

2009)

ers o not

avoiders
tions (Garner & Poole,
encourage group memb
bait of abusive comments.

Role Conflict

Imagine that you work at
art of your new role, you A
contributors at the store. Several of them are also yoy,

a local retail store and you've been promoted to store
manager. As p will have to manage staff members who
are ,E,:E:m. as individual
close friends, and you

Role conflict arises in a group whenever expectatio . 4
are incompatible. The roles of manager ,:&.:._n:a are _:_E.E:H_v\ in conflict. After
have to evaluate staff members’ performance. And how can

used to be at the same level in the store.
ations for a member’s behavior

all, as a manager, you'll : : nce.
you give a good friend a poor performance review and still remain m:c_.im.u

" Asyou might imagine, role conflict can make group communication pro-
foundly ch n:,.m,w:% and there are no easy answers to this kind of dilemma. In
the case of the retail store, you might decide not to give your friend a negative
review in the interest of saving the friendship. Or perhaps you’ll decide to give
candid constructive feedback to your friend on his performance. But you'll try
to constrain the damage to your friendship by saying something like “I hope you
know I'm offering this feedback as a way to help you improve. As your friend

and manager, | want to see you do well here.”

Additional Factors Affecting Group
Communication

In addition to size and networks, numerous other factors affect communication
within groups—most notably cohesion, groupthink, norms, clarity of goals, and
individual differences. In the sections that follow, we explore each of these ad-
ditional factors in more derail.

Cohesion

Owrnm_c... is the degree to which group members have bonded, like each other,
an _a::mii themselves to be one entity. A cohesive group identifies jtself as
S C - . A s

ingle unit rather than a collection of individuals, which helps hold the group
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ogether in the face :.*, adversity. [p, fact,
an important Qn.o,ﬂ N generatin
\emperament, or climate, in which members take e
in the group, treat Err other with respect, fe ._ﬁ .v:an
Jent about }.n: i:r:am. and achijeye r_m“rn_,, szm,
i accomplishing goals. Such POsitive climaes .,,:29,..
foster optimism and confidence in the face owomm,s .
& self-confident, cohesive group tends o :
Eer?..:? eliminate barriers, and cop
(Folger, Poole, & Stutman, 2001).
Much research has focused on how cohesion af.
fects a group’s effectiveness and Ssasanﬁ__% Mw
.u&:an:. cohesive groups perform begger th o

cohesion i
o s
B 2 positiye group

acles,
minimize
€ well with crises

i .. R an nonco-
hesive groups on aon_m_c:-aur_:m tasks (for example
selecting a course of action more quickly and ::E:m,

more informed choices) (Carless & DePaola, 2000), N b :
tion is also influenced by group cohesion. Yasuj Qmoow:.m“wm:m_ communica-
group _:Sjvna,om.n: repeat and build on one ang
orative process .:&.S:u a shared imagination and
they are proposing,.

.<.o= can determine gr gy cohesion in two ways. First, take a look at how the
participants feel about their own membership in the group. Members of a cohe-
sive group are enthusiastic, identify with the purposes of the group, and tell out-
siders about its activities. Even positive, constructive argumentation (as opposed
to verbal aggressiveness) can be a sign of group cohesiveness (Anderson & Mar-
tin, 1999). Second, consider how well the group retains members. A cohesive
group will retain more members than a noncohesive group. That's why employ-
ers are often concerned with employee turnover—the number of people leaving
and joining the staff. Not only do the arrival and departure of staff cost time and
money for retraining and such, but they also affecc—and reflect—group cohe-
sion. The more that members receive satisfaction and fulfill their needs through
their group participation, the more cohesive the group.

Gouran (2003) offers several practical suggestions for increasing cohesion
and fostering a more positive group experience:

that cohesive
; HE)

ther’s gestures, This collab-
agreement about the ideas

> Avoid dominating other group members.

v

Stay focused on the tasks the group must accomplish.

Be friendly.

Show sensitivity to and respect for other members.

v

v

* Demonstrate that you value others’ opinions.
» Cooperate with other members rather than compere with them.
efits, but oo much cohesion

For example, if you and the
r's company to the point

Clearly, cohesive groups offer :nz,_nsn_o:m.vn:
can actually cause the group to be unproductive.
other members of your study group enjoy cach othe

® A DISRESPECTFUL or
unreasonable boss risks
weakening the cohesion of
his or her team of employees,
fostering a negative group
climate, and ultimately reduc-
ing the team’s effectiveness.

ISCUSS

slary uniqu

jargon, vocat

to a specific hobby or

ness because it connects
members to one another
A group of police officers
might speak about perps
(perpetrators), vics

rs (arrests),

(victims), cc
and brass (supervisors)—
terms that their mechanic
cian friends woulid

not use. This use of

language helps officers

bond as a group



The International, American Pastimé \er of players and @
The typical major league baseball team has a full ﬁoM  ic skils There's
substantial staff of coaches who work with U_.B\ma o:: nm pench coach, and
the general manager, a bullpen coach, a batting oo.@w ﬁ.a_:ma and coordina-
strength and conditioning coaches. There's a bevy ©
tors. And sometimes, there's a language coach. —

America’s pastime is, like America itself, a me Emmm s
Homegrown players work alongside newly arrived .mmaz ny of these players
as the Dominican Republic and as far away as ,_mum:,, a der 10 succeed
arrive with much fanfare but with few or no English Site N orac:_nwﬁm with
as part of a team, however, it's crucial that they be S hile the finite
their teammates and coaches, both on and off the jm_a. And W sbleiee
rules of baseball (along with the formal nonverbal signals teams rication
communicate on the field) help to create a clear code of SBH“:_om:o:
that all the players share, language barriers can still hamper com

among group members. ) :

mwum:_m%wummx_:@ players may find that they have a slightly easier tran
sition than others because they are likely to find at least a few D,mv\m_.‘m om

staff members who speak their native tongue. Yet having players split 0

into Spanish- versus English-speaking subgroups can be a true o:m:m:.@m

to team cohesion. As such, the San Diego Padres, like many other major
league teams, offer English language classes to help players who are not
fluent in English. But the team also takes the opposite approach: they teach
basic Spanish to their staff. “It's something | thought was important to make
us efficient when dealing with players when we're going to the Dominican

[Republic] or with our players who are just coming here and don't have com-

mand of the English language yet,” said Padres Director of Player Develop-

ment Randy Smith (Brock, 2010). In a sport that is increasingly recruiting from

Spanish-speaking countries, teams are growing bilingual, so Smith’s idea is
a logical step.

f diversity
earby

While creating a bilingual organization makes sense, there are some
non-native players who speak neither English nor Spanish. In some cases,
the best solution is to hire a translator. For example, Japanese star Hideki
Matsui is rarely seen unaccompanied by his translator, Roger Kahlon. Trans-
lators must suit up to accompany players on the field during practices; they
have their own lockers in the team clubhouse (Geffner, 2005). When Matsui
led the Yankees to the 2009 championship, Kahlon accompanied him on a
float down New York’s Canyon of Heroes and was even awarded a key to
the city along with the rest of the team (Nelson, 2009). For the Yankees, the
language barrier could have been a hindrance to group cohesion. But having

a translator on hand made communication easier. making Kahlon a welcome
part of the group.

@ How important is it tg
have all the players on

a team speak the same
language? Would having
a single language policy
increase group cohesion?
What might the downsideg
of such a policy be?

@ Who is responsible

for developing a shared
code when coaches and
players speak different
languages? How might the
rules of communication
be worked out between
individuals who speak dif-
ferent languages?

® What other cultural
differences might inhibit
communication on a pro-
fessional sports team?
How does multiculturalism
and globalization affect
other sports?
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Xcessive cohy
at we discuss peyg.

unlikely 1o achieve

; your goal:
esion ¢ B

. an lead 1o ¢ :
an 1N groupthink,

Q_\OCUﬂ—q—_:X

i 08 Jearned in Chapter 8, engaging in productive
_:mc and leads to better decision making, 1J
ups 1O operate ctectively, but if these qualitics are taken ¢
- Tl » . o f & : ’ W
if they become more powerful than members desire to evaluate al i
courses of action—the group can’t gener aluate alternative

: ate enough diverse § ;
decisions (Miller & Morrison, 2009; Park. Nc::m; iverse ideas to make smart

Consider the tragic explosion of the U, 5p
Priofr 1O launch, there had been some

certain fittings (called O-rings) might fail, but the shuttle launched in spite of

these concerns. Eventually, those fittings were indeed found to be related to the
explosion, bur a large part of the blame for the disaster w
don failures within NASA. Engineers |

: conflict fosters healthy de-
nity and cohesion
gro

are important for
an extreme—that

ace shuttle Challenger in 1986.
concern among many engineers that

as laid on communica-
ater testified that the climate ac NASA
made them reluctant to voice their concerns if they couldn’t back them up with
2 full set of dara (McConnell, 1987). Indeed, the Rogers Commission (1986),
which investigated the disaster, noted that had safety concerns been more clearly
articulated—and had NASA management been more receptive to concerns

raised by engineers from various departments—it is unlikely that Challenger
would have launched that day.

The Challenger explosion is often pointed to as a classic example of group-
think—a situation in which group members strive to maintain cohesiveness
and minimize conflict by refusing to critically examine ideas, analyze proposals,

or test solutions (Janis, 1982). In a more receptive group climate, a productive
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® SOMETIMES VOICING
dissent is more important
than group unity. If the
engineers at NASA had
shared their concerns, the
Challenger disaster might
not have happened.
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4 way to prevent groupthink is to encourage dissent among
e = :: E&:Qr.a? (Klocke, 2007). In fact, some of the

a anage 3 . .
members and manag al conflict discussed in Chaprer 8 can

c ing 1 erson
same practices for _d,.ﬂﬂn._,._ﬂ_%_.m_hr”“m_._.“.q&mumaun_:a:a in a group. For example,
help you am‘_ 8_%”“.3%_:%,:3 over issues or ideas, not as evidence of a wegk
frame conflicts M o_ﬁ._:m.q personal shortcoming in E:R:r:. members. To illys.
M.M.._Hmn,”ﬂnﬂm_ﬂnc:m in the group expresses a %mmm:a:m WSHWOEM mo:_ﬁ say,
,.:.m.n_ﬂ: that you aren’t as dedicated to our cause as { ha .%vn - ;mzw&.
P moan}_zm._:a “It looks like we have some &:.,n_.a.:ﬁ ideas circulating
about how to handle this new problem. Let’s rm._m these ideas mMa talk about
the possible benefits and risks om Snv. of :RB.‘ A recent stu w.vw >»rr.&
and Rumsey (2010) supports this ﬁc_sﬁ.vw.:ocsm that productive 8::.5
can generate more Supportive communication for members of an o:__.:_n
cancer support community than simply expecting members to keep dissenting
opinions private.

Norms

As you saw earlier in the chaprer, over time a group will develop norms. Norms
are determined by the group itself and are imposed by members on themselves
and each other; they direct the behavior of the group as a whole and affect the
conduct of individual members. In a business environment, norms mer... dictate
the kinds of topics that can be expressed in a meeting (Should non-task-related
conversation be interjected? Are jokes appropriate?). In an online group,
norms might evolve to govern the use of foul language, negative comments, or
criticism. For example, a recent study showed that established members of an
online anorexia support group allow new members to share pro-anorexic state-
ments in order to establish that they are ill. In time, however, these members are

initiated into the group norm that prohibits such unhealthy and negative state-
ments (Stommel & Koole, 2010)

Some norms have a negative impact on communication. For Q.E:%_n. sup-
momn a m:.uc_u.vﬁam.a one member to dominate the conversation or allows mem-
T e e i o o i
decisions. If you find Y mmw e anocm.r ek _&nm..m WIE .:._mo_‘a

V\ocan_:mmqo:v‘z:r::E.c&:ncézo::m__rn ﬁrama.

der modifying them—this ig possible :
”N__m (Brilhart & Galanes, 1992). The ﬁozms_\m

|, Express your loyalty and dedicatiyy, 10 the
group s best interests at heart. For inst &roup,

4 { ance, “P've 10 show that you have the
committee for two years now and |, S

: ave hung in rn: a an.BTQ of this school
as well as the good times. T wang (o 1} there during the tough times

| see us be the besg we can be.”
2. Cite specific examples of the behavior

ness. To illustrate, “When we &a:.%“ﬂ% ma. bermfid 1o she group’s effective-
of the special-ed funding strategy ¢ i

hat came & _Q_u_o:N the pros and cons
s s u
making a decision that we regretted later.” P 1ast month, we ended up

YOU approach the (ak

ng three. plomari-

Step process can help:

3. Ask other members for their opinigns

1f others feel that the norm is gl warranted, th You've identified.
(“Well, there are some situations where i %wn, aw may maégﬂ keeping it
like to consider the merits of an ides. “—_ Ave as much time as we'd
able to move ahead with a decision qQ € momengs, we need to be

about the problem norm

Ocl:m

z._nr_%._v.

With respectful, productive discyssi ;

r.w: i :_wan i ozmm_.o.:_ the group may decide to maintain

the norm, chang r specitic conditions (“We'll haye someone play devil’
2 = : vi

advocate when time allows™), or abandon i¢ entirely Py :

Clarity of Goals

Think of the worst group meeting you've ever attended.

i Ho Id
describe that meeting? w would you

. : &S.wm the conversation disorganized? Unproductive?
Confusing? Did all the talking seem like just a lot of hot air and a huge waste

of time? Did you leave the meeting with a bad feeling about working with
the group again in the future? When people have these kinds of reactions to
a group’s communication, the culpric is very likely the lack of a clear goal. To
communicate productively in any group, members need goal clarity: that is,
they must understand what the group’s purpose is, what goals will help the
group achieve its purpose, how close the group is to achieving its goals, and
whether the activities members are engaging in are helping the group move
toward its goals.

Goals vary considerably from one group to another. For example, a team
in one of your classes may have the simple goal of completing a fifteen-minute
in-class exercise and reporting the results to the rest of the class. An urban beau-
tification fundraising committee may have the goal of collecting $4,000 for new
landscaping at a neighborhood park.

How can you make sure your group has clear goals? You might suggest the
goals yourself. However, you'll get even betrer results by gno:Bm._:m. the rest
of the members to define the group’s goals. When members take part in estab-
lishing goals, they feel more committed to and excited about achieving those
objectives. Research shows that a group is more likely to reach its goals when
those goals are communicated in terms that are specific (“Raise .ﬁ.ooo by the
end of March”), inspiring (“Imagine our :&mrvonw-oomm becoming a 855%.
mty of choice for young families”), and prioritized ("We = heed S,mon:m =il
80al first and then this other one next”) (O’Hair, Friedrich, & Dixon, oL

Chapler 4 Communicating in Groups O

As you learn in Chapter 1,
goal achievement is an
important function of
communication in all
contexts. Just remember
that while it's impor-

tant for a group to keep

the end goal in sight,
competent communicators
are flexible—they try to
maintain interdependence
while being open to various
ideas on achieving goalis.
They also recognize that
the goal itself may change
as group members share
ideas and present solutions
tc problems.
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. encouraging cnon_m to come up with way
al. By enc ires m_ﬂ_m members produce a wide rap.
15U ,m_o?,m, the more likely its mem
¢ how to move forward.

S to
range of
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Here are some

effectively (O'Hair,

Define goals in terms of problems 10 FA, solved (for example, ,.O:ﬂ.mc»_ 1S to

.N.\N.:N\hwmc ) vn»:m? Dixon Park”), :oﬂ..s__w_nm to be embodied (“Our
E_M 5 be good citizens of this community’). V w_.ca-rmmnn_ goals are vague,
B s %m,_nnm: to know if and when you've achieved them. (What does
s0 ir’s

. . )
itizen” actice, anyway:
“being a good citizen” mean I Pra )

v

Establish clear performance standards. How will youk group know when it hg

succeeded in reaching its goal? For example, “We will have $4,000 in oy,
= »

checking account by the last day of March.

Tdentify the resources your group will need to accomplish its Nﬁ&. Include
such L..:my as members’ time, office space, mE.:_m, .u:n_ equipment. By
anticipating resources, you avoid gerting into a situation s.\rnﬂn your wor-
thy goal shrivels and dies because it never received sufficient m::n__:m or
attention.

. : ; « ;
> Recognize contingencies that may arise. For instance, “Our goal is to have
$4,000 in our account by the end of March, on the assumption that we have

good weather for the fundraising campaign we're planning to hold on the
town common.”

Determine how you will monitor and report progress toward your group’s goals.

Will the group hold a weekly status meeting? Will members circulate daily
e-mails to update one another?

Once your group begins working toward its goals, encourage yourself
and your fellow members to talk regularly about the decisions you're making

and the actions you're taking to ensure that these all SUPPOLT Progress toward
the goals.

Individual Differences

Members of a particular group may share goals and an identity, but they
cach bring personal differences to the group as well. And these differences
can strongly affect communication, Let's examine how cultural factors and

communication apprehension—which vary by individual—affect our ability ©
communicate in groups.

AN Chapler q Communicating in Groups @
| Factors
cultura

As you've learned throughour g book

we communicate. When a group ha nc_, culture

have benefits ( turally diy, % a big impact on how  AND YOU? !
sity €an ,w:\nv e m: such ag n:ua::m the o erse members, thar diyer- Have you ever misunder-
i ) as a y u ;
of viewpoints well as nru:n:ms (includiy, P 10 produce a wide array stood another member of a _.
abers). & Misunderstand; group you were Involved in~
men oted earli | ndings between because of cultural differ-
s we n carli . ;
. ?, we e er, n_z ::.&.5 Nationg such ag the Un ences? If so, how did you
Briputh;, anC.SANACE Al mﬂm.m_< individualjs. The: ¢ United States, Great and the other person deal
accomplishment and compecition ang stri r members value personal with the misunderstanding?

one usoﬁrﬁ..; an individualist culture, people p|. ; s from
their own opinions heard and appreciated, E.MM p ﬂnn a high value on getting
s % gin” ‘within the - e .cﬂ €y may strive to have their
eration and group harmony. They alloy mqoc_vﬁ:%::—m. people value coop-
p m:o:a. mo&.wv o have the largest influence o Snﬂm%ﬂﬂr.ﬁ than their own
(Triandis, Brislin, & Hul, 1988). No¢ surprisingly. thi. &ﬂm_oa and thoughts
el ilerige é.rn:. ﬂ.sn_‘:vn; ofitliase culbiikes <,.SHE: erence Q.S present
People ?05.5&2&:»_:” cultures will likely more o a_m no,\mnqrmq in groups.
agreement 2._.} the oﬂrmz and try o persuade each omrﬂwi_“ﬂp _w._m Hrn_wn m.a-
ists may feel “bulldozed” as they stifle their own objectio e SRR
others save face. ns in order to help the
Gender m:@ sex differences can also affect group communication largel
due to the social expectations of masculine and feminine ._:&sw__”»_w HmMQM
n.xu_.zv_n. Rm.nmnnr.mroi.m H_..:: women are socially encouraged to focus on n.zur-
lishing relationships within a group, while men

; . —who are socialized to focus “..mﬂmwwwhwmﬂ wﬂmﬁwﬁoﬁ_m
on mcﬂo:oB.w and success—tend to pay Ewa attention to nosv_ﬁim the task  at school, but she wants mo
at hand (Baird, 1986). Moreover, masculine individuals seck to di

i z N e mv_»< mmm:m learn how to do math, not
of their power while communicating in groups (for example,

; : . i pointing out feel it!
their credentials or their achievements), whereas those with a more feminine
style are likely to show signs of affection toward each other (Helgesen, 1990).

These differences were cleverly mocked on The Simpsons, when Springfield

elementary is suddenly divided into two separate schools. Lisa enjoys the
camaraderie at her new, all girls” school, but is disappointed to find her math
class focused not on arithmetic or geometry, but on self-esteem, group sing-
alongs, and “feeling math.” She winds up dressing up as a boy in order to
attend the all boys’ school, where she can learn without anyone worrying about
hurting people’s feelings. Lisa rejected her gender socialization in order to find
a more appropriate group setting in which to further her study of her favorite
subject (Brooks & Groening, 2006).

v iff i
¢ 1o differentiage themselye

Communication Apprehension

The next time you're sitting in your communication classroom or logging on
0 a discussion forum in your online course, take a peek around. Is there
someone who never speaks up or raises a hand? Ts there someone who Bnn_x

posts thoughts on a discussion board? Perhaps <o_..~a assuming that %._m

Person has nothing to say or that he or she is a social loafer. Maybe you're
tight. But it's also possible that this individual feels :s.noamoznr_n vmﬂcﬂ_ﬂmzﬂm
in gr oup conversation even when his or her contribution would clearly help the

Nare BR0EN G
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How Well Do You Interact in a Group Setting?

: : . «etting, complete the followin
1sive you might be in a group setting, complet 4 m.,
y Personal Report of Communication Apprehension

ly agree; 2 = agree; 3 = undecided;

To test how appreher
six items, which are based on the
(PRCA-24). Use the following scale: 1 = strong
4 = disagree; and 5 = strongly disagree.

1. | do not like to participate in group discussions.
2. Generally, | feel comfortable participating in group discussions.

3. | am tense and nervous while participating in group discussions.
A.;xﬁoﬁséi&.._na%%ammﬁﬁ
m.
m.

| get tense and nervous when | engage in a group discussion with new people.
| am calm and relaxed while participating in group discussions.

Scoring: Use the following formula, in which the numbers in parentheses repre-
sent your answers to the six items. (For example, if you answered “4” for item 1,
then replace the “1” in the formula with a 4.)

18— (1) + (2) = (3) + (@) = (5) + (6)
~ Ascore of 24 or above indicates a high level of communication apprehension
for participation in group discussions; a score of 12 or below indicates a low level of
communication apprehension for this situation.

Source: McCroskey (1982). Adapted with permission.
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Y2 SV The “3-Day” Walks

At the beginning of this chaprer, we talked about the annual
Susan D Komen for the Cure’s 3-Day, sixty-mile walks to raise
funds .*OH breast cancer—and the initiation of individual partici-
pants into a community that shares their goals, drive, and (quite
often) life experiences. Consider the nature of the 3-Day walks in
light of what you've learned in this chapter.

It may seem unbelievable that thousands of men and women—most of
whom will not speak to each other in the process of the walk—could be
considered a group. And yet they develop a shared identity (fighters, survi-
vors, supporters), share common goals (to raise money in an effort to rid the
world of the scourge of breast cancer), and develop interdependent relation-
ships (supporting each other's fundraising and training efforts).

Participants in the 3-Day walks fall into several group types. They are cer-
winly examples of a support group: participants share and work through
similar struggles and life experiences. In addition, 3-Day walk groups can
also be considered problem-solving groups (because they attempt to raise
money for a cure) and even primary groups (many walkers go on to develop
committed friendships with each other).

As noted, Susan G. Komen for the Cure requires that ﬁar participant raise
at least $2,300 and commit to training for the sa_.w. ,.x\.r__a there are o_.*_qu-
tnities for group training and fundraising, asn.r :a_<a=_w_. ::%w“ ”:w M
group is still held personally accountable for his or rnm .nm t H” 3
social loafing—common in large w_d:vu.lacnr MOre UHICWL

& AS THE EQUITABLE
group leader of Andy's toys
in the Toy Story films, Woody
takes particular care to hear
the input of quieter and more
apprehensive members of
the group, such as Rex and
Slinky Dog.




