SUBJECT:
Small Group Facilitating 

CONDITION:
Classroom environment

STANDARD:
1.  Describe the role of the small-group facilitator





2.  Describe intervention techniques





3.  Apply small-group facilitating skills

TYPE OF INSTRUCTION:
Instruction and Small Group Discussion

TIME OF INSTRUCTION:
4 Hours

NOTE:  Instructor should obtain practical exercise(s) and have middle leaders conduct small-group facilitating proceeding this block of instruction.  During small-group facilitating students should act out the dysfunctional behaviors to practice identifying the behaviors.

PART I.

ROLE OF THE SMALL GROUP LEADER (SGL)

SHOW SLIDE #1

ROLE OF THE SMALL-GROUP LEADER

· Preparation

· Introduction

· Activity

· Publish and process

· Generalization

· Subject matter expert

· Observer

· Facilitator of group process



LEAD IN:  Conducting Consideration of Others training in small groups is the most effective method.  With small group training, students get new insights into problems by hearing different viewpoints and by having their own ideas critiqued.  Furthermore, they learn new ways of behaving to which they are committed, because of group discussions and decisions.

1.  Role of the small-group leader (SGL).  The SGL has a central role in small-group facilitating, but in many ways the duties and responsibilities are much different from what they would be in other teaching techniques.  The following five steps describe these responsibilities in terms of process and content:


a.  Step 1 - Preparation.  A major portion of the SGL’s responsibilities rests in the work prior to the event.  The SGL must diagnose the learning needs of the group and set some objectives for the planned activity.  Accurate diagnosis of the learning objective is critical.  The activity not only should cover the appropriate content issues but must be compatible with the readiness and sophistication of the group. The  SGL must identify and prepare all materials needed for the experience and ensure that the physical facilities are adequate.  The SGL should spend time reviewing the material and the sequence of events for the experience.  The SGL must anticipate any consequences and develop contingency plans and should complete all preparation before the session begins.


b.  Step 2 - Introduction.  At the beginning of the session, the SGL has several critical process tasks that effect the quality of the entire experience.  First, the SGL must introduce the activity and give clear instructions to the group members.  Since group members have a tendency to question and evaluate the proposed activity, the primary objective at this stage must be involvement.  The SGL should not allow the group to discuss the activity fully or the group will never get to the activity itself.  He or she should ask the group to suspend judgment, to become involved in the activity, and to be ready to evaluate it later.  A group’s rejection of these requests could indicate a lack of trust, suggesting that the SGL invest further effort in diagnosing the learning readiness of the group.


c.  Step 3 - Activity.  During this step of the process the SGL has both content and process tasks.  In terms of content, he or she is responsible for conducting the experience, giving instructions, distributing material and performing any other function the activity requires.  While the groups are working, the SGL notes the actions of the members and compiles a list of issues or relevant points about the focus of the activity that specific behavior can illustrate (process).  The process responsibility of the SGL seems quite simple on the surface.  He or she must not become involved, either unconsciously or deliberately.  However, group members often make many attempts to draw the SGL into their process and these invitations are sometimes difficult to refuse.  The SGL should be able to accept the basic principle of this approach that learning can take place without expert intervention.


d.  Step 4 - Publish and process.  The observations that the SGL made during the activity step can form the basis of the publish and process step.  If some of the group members were also observers, the SGL solicits their comments.  During this step, the SGL attempts to help group members relate their experiences to existing knowledge.


e.  Step 5 - Generalization.  During this step the SGL has several content tasks and some critical process responsibilities.  He or she links observations of the activity to theory, making connections and generalizations helpful to the group members.  As an integral part of this generalizing activity, questions will arise about both the content of the activity and the process that occurred, including the SGL’s behavior.  Whatever happened during the activity can provide data for learning.

2.  In order to maximize the learning that occurs and the chances that it will transfer, the time spent in the publish and process steps and the generalization step should at least equal the time for the introduction and activity steps.  Inadequate time for these steps is perhaps the most common design error that SGL’s make.

3.  Small-group learning techniques offer great benefits for both group members and the SGL.  Some hazards do exist in the implementation.  If the SGL is careful in choosing the activities and consider the rationale and uses, he or she will have an extremely practical technique to use with their groups.

4.  Processing questions for each stage of small-group learning.  Usually in stage one, the experiencing phase, group members participate in an activity to generate data.  Processing the data does not actually begin until the second (publishing) stage.  However, since group members sometimes resist beginning and or completing an activity, the SGL may find the following questions helpful in stage one.  They are usually “no fail” questions because (1) they tend to break down the group members’ resistance by encouraging involvement in the activity; (2) if they do not break down resistance, then processing this resistance becomes the learning; and (3) they can be used at any stage of the experimental cycle.  They are key questions that the SGL can use along with summarizing and reflecting to help the group move either more deeply into the stage at hand or on to another stage.

NOTE:  Refer students to Student Handout #1.


a.  What is going on?


b.  How do you feel about that?


c.  What do you need to know to______?


d.  Would you be willing to try?


e.  Could you be more specific?


f.  Could you offer a suggestion?


g.  What would you prefer?


h.  What are your suspicions?


i.  What is your objection?


j.  If you could guess at the answer, what would it be?


k.  Can you say that in another way?


l.  What is the worst/best that could happen?


m.  What else?


n.  Would you say more about that?

5.  In stage two, the publishing phase, group members have completed the experience.  The following questions focus on generating data.


a.  What would you volunteer to share?  Who else?


b.  What happened?


c.  How did you feel about that?


d.  Who else had the same experience?


e.  Who reacted differently?


f.  Were there any surprises?


g.  How many felt the same?


h.  How many felt differently?


i.  What did you observe?

j. What were you aware of?

6.  In stage three, the processing phase, group members now have data.  These questions focus on making sense of that data for the individual and group.


a.  How did you account for that?


b.  What does that mean to you?


c.  How was that significant?


d.  How was that good/bad?


e.  What struck you about that?


f.  How do those fit together?


g.  How might it have been different?


h.  Do you see something operating there?


i.  What does that suggest to you about yourself/your group?


j.  What do you understand better about yourself/your group?

7.  In stage four, the generalizing phase, group member’s work toward forming principles which they derived from the specific knowledge they have gained about themselves and their group.  The following questions focus on promoting generalizations.


a.  What might we draw/pull from that?


b.  Is that plugging into anything?


c.  What did you learn/relearn?


d.  What does that suggest to you about______in general?


e.  Does that remind you of anything?


f.  What principle/law do you see operating?


g.  What does that help explain?



h.  How does this relate to other experiences?



i.  What do you associate with that?


j.  So what?

8.  In stage five, the applying phase, group members discuss using what they learned in their real-world situations.  The following questions focus on applying the general knowledge they have gained to their personal and professional lives.


a.  How could you apply/transfer that?


b.  What would you like to do with that?


c.  How could you repeat this again?


d.  What could you do to hold on to that?


e.  What are the options?


f.  What might you do to help/hinder yourself?


g.  How could you make it better?


h.  What would be the consequences of doing/not doing that?


i.  What modifications can you make work for you?


j.  What could you imagine/fantasize about that?

9.  A final stage can be added which is that of processing the entire experience as a learning experience.  The following questions focus on soliciting feedback.


a.  How was this for you?


b.  What were the pluses/minuses?


c.  How might it have been more meaningful?


d.  What’s the good/bad news?


e.  What changes would you make?


f.  What would you continue?


g.  What are the costs/benefits?


h.  If you had it to do over again, what would you do?


i.  Any suggestions?

10.  Many of these questions may elicit similar responses, thereby offering the SGL several avenues to achieve the same goal.

11.  Questioning disadvantages.  One disadvantage in using processing questions is that the SGL may come to rely solely on these questions without becoming knowledgeable about the concept, issue, or theory the experience is illustrating.  A second disadvantage is a more philosophical one:  the questions are actually indirect statements that hide one’s own reactions to the experience.  The SGL can do one or both of the following to overcome this disadvantage:  (1) turn each of the questions into statements such as, “I’d like to know what you’re feeling,” and (2)  share his or her own experiences during the processing of the learning cycle (“What happened for me was...”; “What I learned was...:”)   Both of these disadvantages emphasize the fact that questions in themselves are neither good nor bad; it is how the SGL uses them that is the object of evaluation.

12.  Questioning advantages.  The advantages in using processing questions are several.  If the experience is going as planned, the SGL has a tool for guiding the group at the pace, depth, breadth, and intensity that he or she deems appropriate.  If the experience is not going as planned the SGL has a tool for deriving the learning from what is occurring, so that group members gain something beneficial regardless of their attitudes and reactions.  The greatest advantage is that we can use these questions with virtually any experience in nearly any situation with the vast majority of group members.  They are generalized and transferable, and they are guaranteed to evoke learning.  A SGL’s nature and skills of sharing, empathizing, and listening are most important to the appropriate use of this technique.  However, armed with these questions, the consciously competent group can be sure and make sure that something always happens in the small-group learning process.

13.  The SGL and the small group.  Small-group instruction (8-12 persons) should differ in many ways from traditional instruction in a class of 20 or more students.  Note the use of the word “should”.  An instructor can teach a small group in the same way as a large class, but he or she would lose the small-group learning value.

14.  The strength of small group learning environment is to allow the students to interact with one another during the learning process.  This interaction results in a cooperative payoff in learning and retention that comes from student interaction.  The problem solving power of the group is much greater than of its individual members.  As students help develop one another’s ideas, they reach insights that otherwise would not have been possible.  The SGL helps create an environment where learning and cooperation can take place for the benefit of the student.  The SGL facilitates the process as it occurs to help the group function smoothly and achieve its goals.

15.  To accomplish this, the SGL must be able to perform a variety of roles.  These roles include being an astute analyst of group process and an adept contributor when the situation calls for action.

16.  Roles of the SGL.  The SGL must be the subject matter expert, observer, and facilitator.


a.  Subject matter expert.  Just as in the traditional classroom, the SGL is a subject matter expert.  As such, the SGL should have knowledge of the subject matter and experience as an instructor.  In this sense, the SGL is a special resource person who contributes to the total learning environment.


b.  Observer.  The constant role of the SGL is observer.  The SGL must be aware of nonverbal communication and be able to observe it, interpret it, and take action based on it.  One of the key abilities of a SGL is that of accurate observation.


c.  Facilitator of group process.  The success of a small group depends upon the ability of the SGL to help the small group function effectively.  The SGL can do this by applying knowledge of group behavior to the small group he or she is working with.  The SGL assists the group with this process to ensure the training objective is met.

17.  The process and the content.  In a small group there are always two things happening at the same time - something is being talked about (the content), and it is being talked about in a certain way (process).  For instance, the students may be discussing the subject of racism - this is the content of the discussion.  During the discussion, perhaps one student is dominating the conversation; another student is leaning far back in his or her chair; most of the comments being made are addressed directly to the instructor rather than to the group as a whole. These are all elements of the process, that is, the way the group is operating as it discusses the content - racism.

18.  The SGL can influence both the content and the process dimensions of small group learning.  Based on observations, the SGL may decide to influence the content dimension by adopting the subject matter expert role and interjecting some content knowledge.  The SGL can adopt the facilitator-of-group process role to influence the process by drawing attention to the inefficient or ineffective methods the students are using in their discussion.  The SGL could also decide not to intervene in either dimension and adopt a low-profile, observer role.

19.  The SGL can assume one of the three possible courses of action available to influence the events taking place in the small group:  (1)  influence the content, (2)  influence the process, or (3)  choose to not directly influence either.  Remember, the SGL must have a reason for choosing which course of action to take.

20.  Stages of small group development.  When individuals get together to form a small group, the behavior of the group has some predictable aspects or stages of development.  All small groups go through these stages.  The first stage is dependent, the second stage is independent and the third stage is interdependent.


a.  During the dependent stage the group is characterized as polite and looking for approval and guidance from the SGL.  A rough parallel to a group in the dependent stage is the dependency children have on their parents.


b.  During the independent stage the group is characterized as openly argumentative.  One or two individuals force decisions on the group, and some members challenge the authority of the SGL.


c.  During the interdependent stage the group has processed through the dependent and independent stages to a stage of cooperation, problem solving, and high productivity.

21.  Some general principles to keep in mind about the stages of group development are listed below:


a.  The time a group spends in each stage of development varies with the particular group.


b.  The job of the SGL is two-fold - to move the group to the highly productive interdependent stage and to positively influence the group’s learning regardless of its stage of development.


c.  The time a group spends in any stage can be influenced by the actions of the SGL in the facilitator-of-group process role, but it is dependent on other facts such as previous group experience by the students, their familiarity with each other and the time they have been together as a group.


d.  A group in the independent or interdependent stage can return to an earlier stage if a change in membership in the group or a change in the SGL.


e.  For a group to get to the interdependent stage it must go through the dependent and independent stages.  There are no short cuts in stage development.

PART II.
DIAGNOSING GROUP DEVELOPMENT 
SHOW SLIDE #2
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1.  These points are extremely important for the SGL to keep in mind for they clearly indicate what the job as facilitator is, which is to get the group to the interdependent stage.  The stages of small group development give the foundation for the SGL’s diagnosis.  The SGL must diagnose the group and determine what stage the group has reached.  The SGL can then accurately decide which course of action would be most effective.  As stated earlier, the SGL can decide to influence the content, influence the process, or not to intervene at all.  Certain behavioral dimensions can be used to make the diagnosis of stage development.  The following are some behavioral dimensions the SGL should look for in a group:


a.  Norms.  Norms are the rules of behavior that groups operate by.  For the most part, they develop without being formally instituted, but are usually based on custom, observed behavior, and /or assumption.  Operating norms that the SGL can identify are valuable clues in determining the group’s stage of development.



(1)  In the dependent stage the most prominent norm is that of politeness.  Students will take special care not to do or say things they think may hurt another student’s feelings.  This over-politeness is an indication that the small group is in the dependent stage.  Often that over-politeness shows itself in the avoidance of certain issues.  The SGL can discover these issues when students nonverbally demonstrate that something in the group’s discussion has effected them by not saying anything.  They have chosen to avoid the issue.



(2)  In the independent stage of development, the norms of the dependent stage are broken.  Politeness is forgotten and disagreement becomes the order of the day.  The norm of respect for authority is likely to fall.  This may create difficulties for the SGL.



(3)  In the interdependent stage of development the norm is openness and a willingness to examine the norms the group is developing.  The norms the group operates by are more overtly developed and are generated by an interest in getting the job done effectively rather than generated by custom, observed behavior and assumption.



(4)  Norms are not easy to isolate and identify, but they are a powerful indicator of the stage of group development.  This is an important area for the SGL to influence as a facilitator of group process to move the group from one stage of development to another.



(5)  The SGL can formally establish some norms when the group initially starts.  However, the SGL must carefully observe if these norms are being followed.  If these norms are not followed the SGL must bring it to the group’s attention.

Stages of Development

Norm
STAGE
ACTION

Dependent


Norms develop covertly

Independent


Norms broken

Interdependent
Norms examined openly by group


b.  Structure.  Structure in a group is direction or a procedure to follow to get the job done.  This is usually provided by stating the objectives for the students and provident a plan on how to proceed to accomplish those objectives.  All groups need this type of guidance.  The key for the SGL in determining the group’s stage of development is knowing where the students look for that structure.  The dependent stage of development the students look to the SGL for guidance.  In the independent stage of development another student unilaterally imposes a structure on the group.  In the interdependent stage of development, structure comes from the group’s consensus that a particular procedure is the best one to get the job done.  The students will look to themselves in a constructive way for structure.

Stages of Development

Structure
STAGE
ACTION

Dependent


Group looks to SGL

Independent


Imposed by another student

Interdependent
Group looks to themselves


c.  Decision making.  There are several ways to make decisions.  The way the group makes decisions can be a valuable tool for the SGL to use in making the diagnosis.  The following are group decision making behaviors:



(1)  Plop.  A student makes a suggestion, and the rest of the group ignores it and considers something else.  The group actually made the decision to not consider the first student’s idea.



(2)  Autocratic.  One student alone forces a decision on the group.  For instance, you may hear “Let’s talk about Articles 15.  I think that...”  Without waiting for any consensus about the topic, the suggestor launches into the discussion.  If the group silently goes along, the suggestor has successfully forced an autocratic decision.



(3)  Minority.  Although more than one person makes this type of decision, they are still a minority of the group.  For example, you might hear:  “Let’s talk about Articles 15.  John, what do you think about them?”  If John gives an opinion without considering what the rest of the group thinks about the subject being discussed, he has become a vocal part of a minority decision.



(4)  Consensus.  This is a type of decision where there is substantial, but not necessarily, total agreement.  Unique to this type of decision is the idea that everyone is given a chance to voice thoughts on the subject at hand and have those ideas listened to and explored; thus, there is no chance for a “plop” decision.  If, after starting the case, most of the group decides otherwise, the differing student(s) go along with the group.  This happens only after given a chance to influence the group.



(5)  Majority.  This is a decision decided by a vote.  This differs from a consensus decision in that minority students do not get to individually state their views and by virtue of the vote, end up losers.



(6)  Unanimous.  A unanimous decision is when all group members agree.  This is a very time-consuming process and is usually unrealistic to achieve.



(7)  In the dependent stage of development the “plop” decision is frequent and students are ignored.  Some evidence of autocratic and minority decisions is also present.



(8)  Plop, autocratic and minority decisions are also present in the independent stage with emphasis on the autocratic and minority decision.  Majority decision are also present in the independent stage.



(9)  Decisions by consensus are present in the interdependent stage, and this sometimes mistakenly turns into useless attempts at unanimous decisions.  Autocratic decisions are also made in this stage, but only when the group determines the situation calls for it.  This is usually when time is short and when one student has all the necessary expertise to make a decision.

Stages of Development

Decision Making
STAGE
ACTION

Dependent


Plop, autocratic, minority

Independent


Autocratic, minority

Interdependent


Consensus, attempts at unanimous


d.  Influence.  Influence is a valued commodity in a group.  Everyone wants it and believes there is only so much to go around and then it runs out.  The SGL must recognize who has influence in the group, how it was gained and how it is used, because influence also indicates the group’s stage of development.  Group members gain influence in many ways.  Influence is often the same as controlling what goes on in the group.  A student having influence can have a positive effect on a group until it is used to excess.  For example, having a special knowledge the group needs is valuable up to the point where the group accepts what that person has to say without discussing it or questioning it.  The special knowledge at that point dominates all new thought and independent thinking in the group.  The following are effects an individual with influence can have on a group:



(1)  Talking a lot and controlling what is talked about.



(2)  Asking a lot of questions, which controls what is talked about and who does the talking.



(3)  Using humor, which controls attention.



(4)  Not giving in, which controls attention.



(5)  Intimidating other students or verbally overpowering other students.



(6)  Making reference to his or her authority.



(7)  Always disagreeing with what is being said.



(8)  In the dependent stage of development, a group member’s attempts to influence are usually subtle and expressed in nonverbal behavior.  The member does not listen to others and tries to get the group to buy into his or her ideas by referring to his or her authority.  However, influence is usually controlled by the SGL.



(9)  In the independent stage, the attempts to influence are more obvious.  Students challenge the authority of the SGL.  Verbal disagreements become more frequent and heated.  Students are getting answers to questions, “Who will influence them and who will I let influence me?”  This is an unspoken belief in this stage that there is only so much influence to go around, and if they don’t get some now they never will.



(10)  In the interdependent stage the questions in the preceding paragraph have been answered.  Members no longer see influence as a fixed quantity and, therefore, will share it.  The influence goes to the student who can best help the group achieve its goal at that time.

Stages of Development

Influence

STAGE
ACTION

Dependent
Covert and reference to authority

Independent


Overt argument

Interdependent


Shared - goes to most appropriate student for the task at hand


e.  Feedback.  Feedback is information offered either to the group about what it is doing and how effective it is or to a student about what he or she is doing and how others react to that behavior.  Feedback can occur in both the content and the process dimension; however, the concern here will be with feedback on process.



(1)  In the dependent stage there is little feedback.  This goes along with the developing norm of politeness, “I can’t tell John how his constant talking affects me, because I may hurt his feelings.”



(2)  In the independent stage there is likely to be feedback, but not the type that conforms to the rules of effective feedback.  Some rules of effective feedback are listed below:




(a)  It is not imposed.




(b)  It is timely rather than significantly after the fact.




(c)  It is specific rather than general.




(d)  It is objective and focuses on changeable behavior rather than being judgmental.



(3)  In the interdependent stage the students are willing to give and receive feedback about how they are accomplishing the task.  Through this feedback to each other, they make changes in the way they operate as individuals and how the group operates to become more effective and efficient at learning.

Stages of Development

Feedback
STAGE
ACTION

Dependent
Little or none

Independent


Some, but does not conform to rules

Interdependent
Conforms to rules, students give and receive


f.  Competition.  The attitude a student has about winning points in a discussion varies through the three stages of development.  The attitude in the dependent stage can be expressed as “can’t win.”  Individuals see most of their competitive attempts as futile.  The over-politeness discussed earlier is in part a result of this can’t win attitude as it shows an avoidance to competition.



(1)  The second stage is characterized by a “must win” competitive attitude.  The argumentative attitude in the group is a result of students individually rebelling against a “can’t win” environment.  The product of that rebellion is a “must win” attitude and the behaviors associated with it, such as, not giving in or not conceding a point.



(2)  The competitive attitude characteristic of the interdependent stage of development is “all win.”  As differences are resolved, as influence is shared, and as constructive norms develop, the student realizes that all students can win, and that not to win is not the same as to lose.

Stages of Development

Competition
STAGE
ACTION

Dependent


Can’t win, avoidance and competition

Independent


Must win

Interdependent
All win, cooperation

NOTE:  Refer students to Student Handout #2.
Stages of Group Development


DEPENDENT
INDEPENDENT
INTERDEPENDENT

NORMS
norms developed
norms broken
norms overtly examined as a group

STRUCTURE
group looks to SGL
imposed on group by another student
group looks to themselves

DECISION MAKING
plop, autocratic and minority
autocratic, minority 
consensus, other types of agreement

INFLUENCE
covert and reference to authority
overt arguments, trying to get as much as possible
shared - goes to student for appropriate task at hand

FEEDBACK
little of none
some, but does not conform to rules
conforms to rules, students willing to give and receive

COMPETITION
can’t win, avoidance of competition
must win
all win, cooperation

2.  Group diagnosis.  The SGL must look at what the group is doing in the process dimension and look for a particular behavior or two that could support the stage of development discussed earlier.  This diagnosis, like any diagnosis for a human system, is seldom sharply defined.  Various students may be exhibiting behavior that would indicate different stages of development.  Therefore, the SGL must diagnose the group’s stage of development based upon the weight of the available evidence, since every single piece of data may not point to the same conclusion.  It is a good idea to gather several pieces of evidence about the stage of development of the before deciding on a course of action.

3.  After the SGL has diagnosed the group he or she must take one of the three courses of action discussed earlier.  The SGL is always an observer during all phases of the training.  Since the job of the group is to learn, the content dimension must receive heavy emphasis.  This dimension contains the product of the group.  The SGL must influence the process dimension when progress is slow, resistance seems too high or for some reasons things aren’t going smoothly.  The following are some relevant decision criteria for deciding to influence the content and process dimensions:

NOTE:  Refer students to Student Handout #3.

Influencing the Content Dimension

When to influence
When NOT to influence

When the class design calls for the SGL to give information to the group

When the SGL is asked a legitimate question by a student that another student cannot answer
When the SGL is asked a legitimate question by a student that another student can answer

When the intent is to influence the process dimension

Influencing the Process Dimension

When to influence
When NOT to influence

When group will not take its share of responsibility for learning

When resistance or arguments occur

When inefficient decision making takes place

When feedback does not conform to the rules of effective feedback

When ineffective norms seem to be developing

When attempts to gain influence in the group become destructive to effective learning

When the SGL determines that he or she wants to more the group to a higher stage of development
When smooth, efficient, effective learning is taking place

When group itself intervenes in its own process (looks at how it is operating)

When the intent is to intervene in the content dimension

4.  There are times when the SGL can do best by not doing anything.  In one sense, the decision criteria for not influencing the process or content dimension are the criteria of importance.  However, there are three instances listed below when the SGL should observe and not actively participate:


a.  When things are going smoothly and the group is accomplishing its task.


b.  When the group is struggling, but still making progress in the learning task.  It is in this case the most effective learning usually takes place.


c.  When the SGL does not have enough data to make a decision on what to do.  At no time should the SGL do something without reason.

5.  Not acting may sound like the easiest course of action to put into effect, because it implies no work or effort.  However, while the SGL seemingly does nothing, he or she is in the critical, ever-present role of observer.  During these passive periods the SGL must be especially observant, for the students’ actions continually lead to new diagnoses that may require participation from the SGL.

6.  The key to small group facilitation is to keep the group from stagnating.  The SGL should not lecture in the small-group environment.  Instead, the SGL should provide items of content that serve to stimulate discussion and productivity in the group.  The following are some suggestions how the SGL may begin a content intervention:

To Influence Content

· Stand and write on the board or chart paper.

· Say, “Let me add some ideas here....”

· Say, “Before you start a discussion on the topic, I have some thoughts I want to get out.”



7.  When the SGL decides to influence group process, he or she can use any of the dimensions of behavior e.g., norms, decision making, influence, competition, or feedback.  When something in the process dimension is hindering the group’s progress or learning, the SGL should look for the most obvious behavior and start with that.  The SGL should mention what he or she observed and let the group respond to the SGL’s comments.  The effect of your comment will be to focus the group’s attention on its process.  Below are some suggested comments:

To Influence Process

· Say, “Why is it that (then describe the behavior).....”

· Say, “What seems to be holding up progress at this point?”

· Say, “A rule appears to be developing here that says: (then state the developing norm).  Is that going to be effective?”

· Say, “You have just decided (then state the decision you observed).  How was that decision made?”

· (Use after a task has been completed or at the end of a session)

      Say, “What did you do that helped get the job done?”

· (Address a student directly).  Say, “(State name of student), you seemed to have an idea about what was going on.  Would you tell us?”

8.  When students make process-oriented comments, ensure that they do not lead to destructive arguments.  Ensure that the rules of effective feedback are followed.  Maintain a problem-solving approach.  Focus on what is happening and how it can be improved instead of whose fault it is.

PART III.
DYSFUNCTIONAL BEHAVIOR
SHOW SLIDE #3

DYSFUNCTIONAL BEHAVIOR 

· The rescuer

· The projector

· The passive aggressor

· The apologizer

· The fighter

· The flighter

· The questioner



NOTE:  Refer to Handout #4.

1.  CONFRONTING DYSFUNCTIONAL BEHAVIOR.  Confrontation of dysfunctional behavior should be considered and evaluated in terms of effect on the group.  Is the behavior dysfunctional to group activity or functioning or to yourself?  Are these behaviors singular instances or have they become a  recurring pattern?  Single instances can generally be ignored, unless the breech is of extreme importance to group role or welfare of its members ( threats, disparaging of member or values, statements out of social norm).  In this rare instances confrontation should be immediate to maintain group trust and balance.  Normally intervention or confrontation will be used when behaviors present a pattern.  Any confrontation will have an effect on the group.  It may be perceived as positive (productive-nurturing) or as negative (disruptive-threatening).  When intervening, the response selected to stop or defuse the dysfunctional behavior should be graduated.  Starting with pressure or force, could escalate given the response of the individual.


a.  CARING CONTEXT.  The purpose of the confrontation is to allow the member to examine  their behavior and its consequences.  Care and concern for a member is one of the main concerns in addressing dysfunctional behavior, not punishment.  The other is to ensure the group is able to function at it’s maximum capability.


b.  FOCUS ON BEHAVIOR.  Attention is focused on the behavior itself, the individual is not evaluated or labeled.  Feedback on behavior is descriptive, immediate, and is directed at changeable behavior.


c.  IDENTIFY EFFECT OF BEHAVIOR.  Point out the effect the behavior is having on group performance.  Ensure the individual is aware of this negative impact and allow them the opportunity to change their behavior.


d.  ALTERNATIVE BEHAVIOR.  When the individual is unsure of how to change the behavior or what other behaviors to assume they should be assisted.  Be prepared to offer or suggest other forms of behavior that would be conducive to group functioning.

2.  Non-productive behaviors.  The SGL should be familiar with the non-productive behavioral characteristics, in order to diagnose what is going on in the group and be able to apply intervention forms that will appropriately address the dysfunctional behavior.  The intervention the SGL takes should be aimed at reducing or eliminating the behavior in such a manner as not to alienate the offender or other group members.  The manner and severity of your intervention can effect further participation of all group members.  

3.  After becoming comfortable with diagnosing the specific situation and individual motivations, the SGL may develop his or her own key phrases or clues.  The important thing to remember is that disruptive or dysfunctional behaviors can occur anytime and in many different settings.  It is when these becomes an individual’s consistent pattern of interacting within the group, that the behavior must be dealt with appropriately.  If the behavior is not confronted it can disrupt group stability, harmony and cooperation among members, resulting in loss of group focus and energy.  Unbalanced and increased stress can result in failure to accomplish the assigned task.

4.  Below are some common non-productive behaviors causing difficulty for SGL’s.  These behaviors are labeled and provide clues and examples that will help the SGL recognize people who may be difficult to deal with.  Finally, there are some suggestions about ways the SGL might respond to minimize negative behavior.  Some of the suggestions are more direct than others.  The SGL must choose the one that seems most comfortable.  Even better, the SGL can develop their own responses that will help reduce the negative behavior.  Keep in mind that patterns of behavior are described.  One or two exhibitions of negative behavior do not constitute a pattern.  In other words, it is not necessary or appropriate to intervene each time a group member manifests a disruptive behavior.  Only when this behavior becomes repetitive, has a negative effect on the group, or becomes irritating, to you, does it become a pattern.  At that point it is desirable to intervene to eliminate the behavior.  Also, remember that people can and do change.  If you must label someone's behavior, remember that the behavior is not the person.  It is only one aspect of the person.  When an individual is primarily showing a negative side, it is difficult to see the positive.  The SGL, as a leader, needs to reinforce any positive behaviors and attempt to minimize the negative ones.


a.  THE RESCUER.  People who exhibit this behavior tend to "make nice."  They apologize, defend, interpret for others, and explain away their own and other people's feelings.  They tend to get frustrated or frightened by conflict, and they protect others as a way of avoiding the conflict situation.  They are easy to recognize because they preface statements with phrases like, "I think what she really meant was......” or "You shouldn't feel that way because......” or "You shouldn't say that to Sam because he may take it the wrong way."



(1)  Intervention Strategies:  The Rescuer.  When the rescuer is attempting to interpret for someone else, say "I'm aware that you are speaking for Alice.  What I suggest is that you let Alice speak for herself," or "I would prefer that people speak for themselves.  Communication breaks down when people interpret for others."



(2)  When the rescuer is trying to avoid conflict, you can say, "You seemed uncomfortable when Joe got angry.  Is it true?"


b.  THE PROJECTOR.  The projector attributes his or her own thoughts and feelings to other people.  Often projectors are unaware that it is they who are experiencing the feeling, probably because it is so uncomfortable for them.  Different feelings can be unpleasant for different individuals.  Some people are afraid of anger, others are afraid of sadness, and still others are afraid of fear.  The feelings we tend to project onto others are the ones with which we are most uncomfortable.  Projectors, although they appear to be speaking for other people, are actually speaking for themselves.  You can recognize them because they either talk in generalities or talk about other people.  They rarely make statements for themselves.



(1)  Intervention Strategies:  The Protector.  "You've just made a statement for the group.  Is that statement true for you?"



(2)  "I'm wondering if that is really the way you feel.  Let's check out whether other people are really experiencing the feelings you are attributing to them.


c.  THE PASSIVE AGGRESSOR.  This kind of behavior can be difficult to notice at first, as it is indirect rather than direct.  Passive-aggressive people are hostile or angry, but they express their hostility in subtle and indirect ways.  Often they attempt to mobilize group members to express the negative feelings they are experiencing.  What usually occurs is that everyone begins to feel uncomfortable.  Generally, passive-aggressive people project their anger or uncertainty onto the leader, and the leader may begin to feel defensive.  Participants exhibiting passive-aggressive behavior tend to do the following:  come a little late to meetings and be mildly disruptive when they arrive; initiate occasional side conversations when someone else (generally the leader) is speaking; and maintain a somewhat unpleasant or disinterested facial expression.  They often make mildly hurtful statements to people in the group, particularly the leader.  If someone confronts them about their intentions, they retreat and claim they did not mean anything negative by their remarks.  They seem to have a knack for sensing the leader's "Achilles heel."  The SGL often feels defensive around passive-aggressive people.  These people tend to bait the leader, but they back off, act naive, and play victim when the leader attempts to deal with them directly.  The leader is often left feeling foolish, and the behavior gets reinstated at a later point.  In attempting to eliminate this kind of behavior, it is important that the leader does not get into an argument with the passive-aggressive person and does not make an attempt to confront the behavior directly.



(1)  Intervention Strategies:  The Passive Aggressor.  Take time for general evaluation.  You can say, "Let's take a minute to see how people are feeling about the class now.”  If the passive aggressor responds negatively, thank him or her for the feedback.  If he or she responds positively or says nothing, say "I'm glad you seem to be responding well to the class so far."



(2)  If the individual makes a negative statement about the group and seems to be speaking for others, re-phrase the statement so that it pertains only to the speaker.  If John says, "That last exercise was a waste of time," say "You feel, John, that the last exercise was a waste of time?"



(3)  If you feel a need to confront the person directly about his/her anger, and he/she is able to express it, then you have succeeded in cutting off the indirect passive​ aggressive behavior.  If the individual denies any angry or negative feelings, then simply say, "I'm sorry.  I must have misread you.  I'm glad everything is fine."


d.  THE APOLOGIZER.  Apologizers tend to preface their questions or statements with an apology.  They often begin with the words, "Maybe I should not say this but...," or "Maybe you have already answered this question but......” or "I'm sorry for taking up so much time, but......”  Apologizers are not negative or unpleasant people.  They can be draining, however, and they generally use up a lot of air time in a group.  Although they tend to speak a good deal, their apology often reflects a deep level of insecurity.



(1)  Intervention Strategies:  The Apologizer.  It is best to be direct with apologizers.  You can say, "I feel badly that you apologize each time you speak.  Your concerns are legitimate.  There is no need to apologize for yourself."



(2)  "You have made some interesting points.  You do not need to apologize for speaking."



(3)  "Would you please ask your question again?  This time experiment with omitting the apology."


e.  THE FIGHTER.  Fighters are people who exhibit fighting behavior in a group, arguing or disagreeing with most things that are said.  They give the impression they want to pick a fight by asking questions or making comments in a provocative way.  Their questions are really statements.  They often begin by saying, "Don't you think that..."  They are easy to recognize as their tone of voice is often belligerent.  They seem to be continually looking for an argument.  Usually fighters are struggling for power or control.  Their questions or disagreements with the leader are the means by which they attempt to assume control.



(1)  Intervention Strategies:  The Fighter.  If the fighter continually picks apart your statements or finds fault with the material, say, "It sounds like you have some interesting ideas.  I'd really like to hear you elaborate on them."



(2)  If the fighter says, "Don't you think that...," say "It sounds like you have a statement to make.  You are not really asking a question."



(3)  You can confront the negativity by saying, "You sound irritated to me.  Is there something bothering you?"  If the fighter expresses some negative feelings, it is important to thank him or her for telling you and not argue about what was said.


f.  THE FLIGHTER.  This person seems to be in another world.  He or she often “tunes out”, misses directions, or just does not seem to grasp the material.  Often flighters play dumb, rather than admit their attention is elsewhere.  They are annoying in groups because they ask leaders to repeat directions or points everyone else understood.  Their investment in the group seems low.  When asked for an opinion, they often respond by saying, “I don’t care,” or “Whatever you want,” or "It makes no difference to me."  During the class, they often have blank expressions on their faces.



(1)  Intervention Strategies:  The Flighter.  If a flighter asks you to repeat material that you believe was quite clear, ask him or her to repeat first what he or she did hear.  You can then ask other group members to fill in the rest.



(2)  If you notice the flighter getting distracted, you can say, "You seem to be distracted right now.  Is there something on your mind?"



(3)  If flighters seem reluctant to give their opinion or to make a choice, force them to make a choice.  Say "Even though you don't have much of a preference, please make a choice anyway."


g.  THE QUESTIONER.  The questioner can cause you difficulty because he or she is repeatedly stopping the flow of the discussion by asking questions.  These questions may be about the content, the procedure, or about your style of leading the group.  Questioners often ask a lot of "why" questions that you may begin to find difficult to answer and which can make you feel defensive.  You will probably feel irritated by these persistent interruptions.  Often questioners have trouble thinking by themselves.  Rather than finding their own answer to a thought or question, they will ask you to figure out the answer for them.



(1)  Intervention Strategies: The Questioner.  "I appreciate your interest in the material.  I think it would be helpful for you to experiment with answering that question yourself."



(2)  "We only have a limited amount of time.  Would you please save your question?  We may address it later on."



(3)  "Instead of answering that now, why don't you see me during the break if your question has not been answered by then?"



(4)  "What do you think the answer to that question is?"  If the questioner responds by saying he or she does not know, say "Take your time.  When you get an idea, let us know.”

SHOW SLIDE #4

DYSFUNCTIONAL BEHAVIOR 

· The withdrawer

· The monopolizer

· The know-it-all

· The complainer

· The distractor

· The pollyanna

· The intellectualizer




h.  THE WITHDRAWER.  The withdrawer sits quietly in the group but looks miserable.  He or she calls attention to himself or herself by looking pained, blank, or even disgusted.  The group is generally aware of this person's feelings even though he or she is quiet.  The withdrawer's facial expression clearly communicates displeasure, but the rest of the body gestures are quite still and withdrawn.  Other members of the group generally feel awkward when they notice this person's quiet, but obvious discomfort.



(1)  Intervention Strategies:  The Withdrawer.  ”Is there something about what we are doing that is not of interest to you?"



(2)  "Susan, why don't you take this opportunity, while we are evaluating this segment of the class, to express your feelings and thoughts; you seem to be displeased."



(3)  "I encourage you to express your point of view.  Perhaps you can influence what we are currently doing."


i.  THE MONOPOLIZER.  The monopolizer takes up a great amount of air time in a class.  As a result, sometimes other group members begin to withdraw rather than fight for the right to speak.  The monopolizer is generally a poor listener who usually manages to turn the conversation back to himself or herself.  People exhibiting this behavior are often long-winded and tend to interrupt others to state a personal opinion or relate an experience.  This person seems unaware that there are other people who might want to speak.  Almost always when there is a pause in the conversation, he or she jumps right in, attempting to relate personally to the topic.



(1)  Intervention Strategies:  The Monopolizer.  “We have been hearing primarily from one or two people.  I'm  interested in hearing from the rest of you."



(2)  "It might be helpful for those of you who have been doing a lot of talking to  listen more, and for those of you who have been doing a lot of listening, to  try speaking up more often."



(3)  "Notice your style of participation.  Have you been primarily a listener or a talker in this class?  Practice exhibiting the opposite behavior, and see what new things you can learn."



(4)  "You have made some interesting  comments.  Now I would like you  to give some other people an opportunity to speak."


j.  THE KNOW-IT-ALL.  The know-it-all is the person who is the expert on everything.  Regardless of what you say, he or she either adds something or corrects what you have said.  Know-it-alls have ideas about almost everything and are very quick to offer their opinions, whether someone solicits them or not.  They want to feel important and show they are knowledgeable.  Therefore, know-it-alls attempt to get recognition and power by taking the role of the resident expert.



(1)  Intervention Strategies:  The Know-It-All.  "It seems that you have opinions on many subjects that are very different from mine.  Would you like to come up to the front of the room and present an opposing point of view?"



(2)  "You seem to know a lot about the subject.  I'm wondering why you took this class.”



(3)  "Perhaps you would like to prepare a presentation and give it this afternoon since you seem to have so many opinions on the subject."



(4)  "Thank you for the information," or "Thank you for your point of view."



(5)  "You and I see the situation very differently.  Although you certainly don't have to change your mind, I suggest that you let yourself be open to these new ideas.  Let me know at the end of the class how you feel."


k.  THE COMPLAINER.  The complainer continually finds fault with all aspects of the class.  His or her criticism can include everything from dissatisfaction with the environment to dissatisfaction with the material being presented or with the structure.  Therefore, you are likely to hear complaints like the following, "this workshop is not what I expected," or "the seats are uncomfortable," or "I hate role-playing."  Complainers begrudgingly participate while letting you know and everyone else know how they feel.  They do not always express their feelings orally; rather they tend to moan and groan and make grimaces.



(1)  Intervention Strategies:  The Complainer.  "You seem quite dissatisfied with most of the material being presented.  What I hope is you will let yourself be open to it and reserve judgment until the end of the class.  Then I would appreciate your feedback."



(2)  "Even though I know you are not getting what you want right now, would you be willing to be receptive to what we are offering, and then decide later on how useful the material is to you?"



(3)  "If nothing pleases you, perhaps you really do not want to be here now."


l.  THE DISTRACTOR.  The distractor often asks questions or makes comments that have nothing to do with the material currently being discussed.  Distractors change the topic by bringing up extraneous material, but they are usually unaware they are doing so.  Their questions and comments divert attention from what is being discussed.  These irrelevant comments often cause discomfort, as well as annoyance to the leader and to the group members.  Responding to the comments and questions means getting sidetracked.  It is difficult not to respond, however, because distractors are usually enthusiastic participants who do not consciously intend to cause trouble.



(1)  Intervention Strategies:  The Distracter.  "That question does not seem to fit what we are discussing right now.  If it continues to seem important to you, why don't you talk to me during the break?"



(2)  "You seem to be asking a lot of questions that are only slightly related to the topic we are discussing.  Are you having difficulty understanding the material'?"



(3)  If people are raising their hands before speaking, you can avoid calling on the distracters.  If, however, participants are speaking without raising their hands, you can say, "Gee, Joe, we have heard from you a lot; let's hear from some other points of view now."


m.  THE POLLYANNA.  A Pollyanna can initially be a delight to have in a group.  The individual is always smiling, and his or her attitude is that everything is always wonderful and satisfying.  Pollyanna's rarely, if ever, express a preference or make a critical comment.  They almost always go along with what someone says or what the majority of the group wants.  Nothing is ever a problem for them.  A Pollyanna will avoid conflict or disharmony at any cost.  He or she refuses to engage in any activity that might cause discomfort.



(1)  Intervention Strategies: The Pollyanna.  If you are waiting for the Pollyanna to state a preference, and he or she is avoiding responsibility, you can say, "Choose.  Make a decision, any decision, as long as you decide."



(2)  In an evaluation, encourage him or her to give corrective feedback as well as positive feedback.  Say, "I really appreciate all your positive comments though I am sure the course is not 100% excellent.  Find something you would like to see improved.  It is important to give corrective as well as positive feedback."



(3)  "It is really nice to hear you give both positive and corrective feedback."


n.  THE INTELLECTUALIZER.  Intellectualizers tend to be quite talkative, and provide a lot of explanations for why they feel a certain way.  An intellectualizer attempts to make sense out of everything.  When speaking, he or she uses many rationalizations and justifications for his or her beliefs.  This person often becomes lost in his or her own Theory.  One way to recognize intellectualizers is by the way they often translate a very simple thought or idea into a complex Theory.  The more the intellectualizers talk, the more complicated the simple thought becomes.



(1)  Intervention Strategies:  The Intellectualizer.  "Try expressing that idea in one sentence."



(2)  "I am glad you are interested in that idea, but I am getting confused with how you are developing it."



(3)  "I'm getting lost in all your words; see if you can say what you mean more concisely."



(4)  "It appears to me you are making what has just been said more complicated than is necessary."

PART IV.
GENERAL ROLES OF THE SMALL-GROUP LEADER
SHOW SLIDE #5

GENERAL ROLES OF THE SGL 

· The facilitator

· Keep group moving

· Not part of the discussion

· Project enthusiasm

· Address dysfunctional behavior

· Listen

· Absent of personal bias

· Open-ended questions



1.  Facilitation.  The facilitator.  Webster defines Facilitate as:  to make easy or easier; to lighten the work of; assist; help.  Given the definition from Webster, the role of the facilitator is to make the group’s work easier.  They do this by assisting them in accomplishing group tasks and helping them deal with interpersonal interaction.

2.  The role of the facilitator is different from that of the boss or a leader in a group meeting.  With the group’s consent they direct the activity when needed, but are not in charge. The facilitator serves the group by remaining neutral on all positions and have no ownership in the outcome.  They serve to keep the group focused and on track toward accomplishing the task it was given or selected.

3.  The facilitator responsibilities are to keep the group working, ensure maximum participation and protect group members from personal attacks.

4.  The facilitator is not a part of the discussion and focuses on process and interpersonal interaction within the group.  They do not interject their views on meeting content except to clarify issues, unless specifically asked by the group.  The facilitator does not evaluate individual or group decisions.  If there is an indication that evaluation is needed it is reflected to the individual or group to accomplish.  The facilitator must be honest with the group and admit any mistakes made.  They must be observant of group processes and recognize when an intervention is needed to restart group activity, take a break, or to change the topic, and when to defuse conflict.  The facilitator must be aware of  what is going on in the group at all times.  

5.  The facilitator needs to project enthusiasm, energy, and provide positive motivation to the group.  They must be prepared to suggest alternative methods or procedures when the group bogs down.  The key here is to suggest rather that impose.  The facilitator must be able to get the group on track if they veer off on some tangent not related to group task or function. 

6.  The facilitator will address any patterns of dysfunctional behavior that disrupts group activity. The focus of intervention is to correct the disruptive behavior and to get the group member back into the group process.  Interventions should be considered when the behavior impedes group process, it takes the group of track, begins to undermine the group cohesiveness and energy, or poses physical danger to other group members.  The facilitator will actively protect group members from personal attacks.  When possible they will redirect the energy back to the group task issues.  

7.  The ability to listen, is the facilitators most valuable tool in working with groups.  They must be alert and have the awareness to hear, see, and feel what is and what is not being said.  Listening with all senses increases the ability to understand not only the meaning but also the feelings of what is said.  Listening increases the willingness of group members to present and discuss ideas.

8.  The facilitator needs to be comfortable with themselves, the reasons they are performing the facilitation, and any baggage (personal biases) they may bring with them.  They must be able to understand the reasons for their own interactions with and that of others within the group.  The facilitator must be committed to the purpose of the group, not its outcome. 

9.  Facilitators will normally use open-ended questioning to gain fuller insight of members intent, motivation, and feelings on issues.  This technique also ensures that the group has the same understanding of the individuals position. 

10.  Group members are held responsible for personal actions and that of group.  The facilitator also ensure that members speak only for themselves, requiring group to affirm or disaffirm statements made on their behavior by others.

CLOSING:  Small-group facilitation is a challenging experience and can only be perfected through practice.  With the utilization of some of the strategies presented in the class, leaders may become professional, competent SGL’s.  Properly administered, small-group training is the most effective means of conducting Consideration of Others training.  It increases unit cohesiveness, morale, and esprit de corps through understanding.  Summarize lesson objectives

HANDOUT #1
QUESTIONING STRATEGIES

1.  There are key questions, which the SGL can use along with summarizing and reflecting to help the group move either more deeply into the stage at hand or on to another stage.

· What is going on?

· How do you feel about that?

· What do you need to know to______?

· Would you be willing to try?

· Could you be more specific?

· Could you offer a suggestion?

· What would you prefer?

· What are your suspicions?

· What is your objection?

· If you could guess at the answer, what would it be?

· Can you say that in another way?

· What is the worst/best that could happen?

· What else?

· Would you say more about that?

2.  In stage two, the publishing phase, group members have completed the experience.  The following questions focus on generating data.

· What would you volunteer to share?  Who else?

· What happened?

· How did you feel about that?

· Who else had the same experience?

· Who reacted differently?

· Were there any surprises?

· How many felt the same?

· How many felt differently?

· What did you observe?

· What were you aware of?

3.  In stage three, the processing phase, group members now have data.  These questions focus on making sense of that data for the individual and group.

· How did you account for that?

· What does that mean to you?

· How was that significant?

· How was that good/bad?

· What struck you about that?

· How do those fit together?

· How might it have been different?

· Do you see something operating there?

· What does that suggest to you about yourself/your group?

· What do you understand better about yourself/your group?

4.  In stage four, the generalizing phase, group members work toward forming principles which they derived from the specific knowledge they have gained about themselves and their group.  The following questions focus on promoting generalizations.

· What might we draw/pull from that?

· Is that plugging into anything?

· What did you learn/relearn?

· What does that suggest to you about______in general?

· Does that remind you of anything?

· What principle/law do you see operating?

· What does that help explain?

· How does this relate to other experiences?

· What do you associate with that?

· So what?

5.  In stage five, the applying phase, group members discuss using what they learned in their real-world situations.  The following questions focus on applying the general knowledge they have gained to their personal and professional lives.

· How could you apply/transfer that?

· What would you like to do with that?

· How could you repeat this again?

· What could you do to hold on to that?

· What are the options?

· What might you do to help/hinder yourself?

· How could you make it better?

· What would be the consequences of doing/not doing that?

· What modifications can you make work for you?

· What could you imagine/fantasize about that?

6.  A final stage can be added which is that of processing the entire experience as a learning experience.  The following questions focus on soliciting feedback.

· How was this for you?

· What were the pluses/minuses?

· How might it have been more meaningful?

· What’s the food/bad news?

· What changes would you make?

· What would you continue?

· What are the costs/benefits?

· If you had it to do over again, what would you do?

· Any suggestions?

HANDOUT #2

DIAGNOSING STAGES OF GROUP DEVELOPMENT


DEPENDENT
INDEPENDENT
INTERDEPENDENT

NORMS
norms developed
norms broken
norms overtly examined as a group

STRUCTURE
group looks to SGL
imposed on group by another student
group looks to themselves

DECISION MAKING
plop, autocratic and minority
autocratic, minority 
consensus, other types of agreement

INFLUENCE
covert and reference to authority
overt arguments, trying to get as much as possible
shared - goes to student for appropriate task at hand

FEEDBACK
little of none
some, but does not conform to rules
conforms to rules, students willing to give and receive

COMPETITION
can’t win, avoidance of competition
must win
all win, cooperation

HANDOUT #3
INFLUENCING STRATEGIES

Influencing the Content Dimension

When to influence
When NOT to influence

When the class design calls for the SGL to give information to the group

When the SGL is asked a legitimate question by a student that another student cannot answer
When the SGL is asked a legitimate question by a student that another student can answer

When the intent is to influence the process dimension

Influencing the Process Dimension

When to influence
When NOT to influence

When group will not take its share of responsibility for learning

When resistance or arguments occur

When inefficient decision making takes place

When feedback does not conform to the rules of effective feedback

When ineffective norms seem to be developing

When attempts to gain influence in the group become destructive to effective learning

When the SGL determines that he or she wants to more the group to a higher stage of development
When smooth, efficient, effective learning is taking place

When group itself intervenes in its own process (looks at how it is operating)

When the intent is to intervene in the content dimension

To Influence Content

· Stand and write on the board or chart paper.

· Say, “Let me add some ideas here....”

· Say, “Before you start a discussion on the topic, I have some thoughts I want to get out.”



To Influence Process

· Say, “Why is it that (then describe the behavior).....”

· Say, “What seems to be holding up progress at this point?”

· Say, “A rule appears to be developing here that says: (then state the developing norm).  Is that going to be effective?”

· Say, “You have just decided (then state the decision you observed).  How was that decision made?”

· (Use after a task has been completed or at the end of a session)

      Say, “What did you do that helped get the job done?”

· (Address a student directly).  Say, “(State name of student), you seemed to have an idea about what was going on.  Would you tell us?”

HANDOUT #4
DIAGNOSING DYSFUNCTIONAL BEHAVIORS

THE RESCUER

People who exhibit this behavior tend to "make nice."  They apologize, defend, interpret for others, and explain away their own and other people's feelings.  They tend to get frustrated or frightened by conflict, and they protect others as a way of avoiding the conflict situation.  They are easy to recognize because they preface statements with phrases like, "I think what she really meant was......” or "You shouldn't feel that way because......” or "You shouldn't say that to Sam because he may take it the wrong way."

Intervention Strategies: The Rescuer

When the rescuer is attempting to interpret for someone else, say "I'm aware that you are speaking for Alice.  What I suggest is that you let Alice speak for herself," or "I would prefer that people speak for themselves.  Communication breaks down when people interpret for others."


When the rescuer is trying to avoid conflict, you can say, "You seemed uncomfortable when Joe got angry.  Is it true?"

THE PROJECTOR

The projector attributes his or her own thoughts and feelings to other people.  Often projectors are unaware that it is they who are experiencing the feeling, probably because it is so uncomfortable for them.  Different feelings can be unpleasant for different individuals.  Some people are afraid of anger, others are afraid of sadness, and still others are afraid of fear.  The feelings we tend to project onto others are the ones with which we are most uncomfortable.  Projectors, although they appear to be speaking for other people, are actually speaking for themselves.  You can recognize them because they either talk in generalities or talk about other people.  They rarely make statements for themselves.

Intervention Strategies: The Protector


"You've just made a statement for the group.  Is that statement true for you?"


"I'm wondering if that is really the way you feel.  Let's check out whether other people are really experiencing the feelings you are attributing to them.

THE PASSIVE AGGRESSOR

This kind of behavior can be difficult to notice at first, as it is indirect rather than direct.  Passive-aggressive people are hostile or angry, but they express their hostility in subtle and indirect ways.  Often they attempt to mobilize group members to express the negative feelings they are experiencing.  What usually occurs is that everyone begins to feel uncomfortable.  Generally, passive-aggressive people project their anger or uncertainty onto the leader, and the leader may begin to feel defensive.  Participants exhibiting passive-aggressive behavior tend to do the following:  come a little late to meetings and be mildly disruptive when they arrive; initiate occasional side conversations when someone else (generally the leader) is speaking; and maintain a somewhat unpleasant or disinterested facial expression.  They often make mildly hurtful statements to people in the group, particularly the leader.  If someone confronts them about their intentions, they retreat and claim they did not mean anything negative by their remarks.  They seem to have a knack for sensing the leader's "Achilles heel."  The SGL often feels defensive around passive-aggressive people.  These people tend to bait the leader, but they back off, act naive, and play victim when the leader attempts to deal with them directly.  The leader is often left feeling foolish, and the behavior gets reinstated at a later point.  In attempting to eliminate this kind of behavior, it is important that the leader does not get into an argument with the passive-aggressive person and does not make an attempt to confront the behavior directly.

Intervention Strategies:  The Passive Aggressor

Take time for general evaluation.  You can say, "Let's take a minute to see how people are feeling about the class now.”  If the passive aggressor responds negatively, thank him or her for the feedback.  If he or she responds positively or says nothing, say "I'm glad you seem to be responding well to the class so far."


If the individual makes a negative statement about the group and seems to be speaking for others, re-phrase the statement so that it pertains only to the speaker.  If John says, "That last exercise was a waste of time," say "You feel, John, that the last exercise was a waste of time?"


If you feel a need to confront the person directly about his/her anger, and he/she is able to express it, then you have succeeded in cutting off the indirect passive​ aggressive behavior.  If the individual denies any angry or negative feelings, then simply say, "I'm sorry.  I must have misread you.  I'm glad everything is fine."

THE APOLOGIZER


Apologizers tend to preface their questions or statements with an apology.  They often begin with the words, "Maybe I should not say this but...," or "Maybe you have already answered this question but......” or "I'm sorry for taking up so much time, but......”  Apologizers are not negative or unpleasant people.  They can be draining, however, and they generally use up a lot of air time in a group.  Although they tend to speak a good deal, their apology often reflects a deep level of insecurity.

Intervention Strategies:  The Apologizer


It is best to be direct with apologizers.  You can say, "I feel badly that you apologize each time you speak.  Your concerns are legitimate.  There is no need to apologize for yourself."


"You have made some interesting points.  You do not need to apologize for speaking."


"Would you please ask your question again?  This time experiment with omitting the apology."

THE FIGHTER


Fighters are people who exhibit fighting behavior in a group, arguing or disagreeing with most things that are said.  They give the impression they want to pick a fight by asking questions or making comments in a provocative way.  Their questions are really statements.  They often begin by saying, "Don't you think that..."  They are easy to recognize as their tone of voice is often belligerent.  They seem to be continually looking for an argument.  Usually fighters are struggling for power or control.  Their questions or disagreements with the leader are the means by which they attempt to assume control.

Intervention Strategies:  The Fighter


If the fighter continually picks apart your statements or finds fault with the material, say, "It sounds like you have some interesting ideas.  I'd really like to hear you elaborate on them."


If the fighter says, "Don't you think that...," say "It sounds like you have a statement to make.  You are not really asking a question."


You can confront the negativity by saying, "You sound irritated to me.  Is there something bothering you?"  If the fighter expresses some negative feelings, it is important to thank him or her for telling you and not argue about what was said.

THE FLIGHTER


This person seems to be in another world.  He or she often “tunes out”, misses directions, or just does not seem to grasp the material.  Often flighters play dumb, rather than admit their attention is elsewhere.  They are annoying in groups because they ask leaders to repeat directions or points everyone else understood.  Their investment in the group seems low.  When asked for an opinion, they often respond by saying, “I don’t care,” or “Whatever you want,” or "It makes no difference to me."  During the class, they often have blank expressions on their faces.

Intervention Strategies:  The Flighter


If a flighter asks you to repeat material that you believe was quite clear, ask him or her to repeat first what he or she did hear.  You can then ask other group members to fill in the rest.


If you notice the flighter getting distracted, you can say, "You seem to be distracted right now.  Is there something on your mind?"


If flighters seem reluctant to give their opinion or to make a choice, force them to make a choice.  Say "Even though you don't have much of a preference, please make a choice anyway."

THE QUESTIONER

The questioner can cause you difficulty because he or she is repeatedly stopping the flow of the discussion by asking questions.  These questions may be about the content, the procedure, or about your style of leading the group.  Questioners often ask a lot of "why" questions that you may begin to find difficult to answer and which can make you feel defensive.  You will probably feel irritated by these persistent interruptions.  Often questioners have trouble thinking by themselves.  Rather than finding their own answer to a thought or question, they will ask you to figure out the answer for them.

Intervention Strategies: The Questioner


"I appreciate your interest in the material.  I think it would be helpful for you to experiment with answering that question yourself."



"We only have a limited amount of time.  Would you please save your question?  We may address it later on."


"Instead of answering that now, why don't you see me during the break if your question has not been answered by then?"


"What do you think the answer to that question is?"  If the questioner responds by saying he or she does not know, say "Take your time.  When you get an idea, let us know.”

THE WITHDRAWER

The withdrawer sits quietly in the group but looks miserable.  He or she calls attention to himself or herself by looking pained, blank, or even disgusted.  The group is generally aware of this person's feelings even though he or she is quiet.  The withdrawer's facial expression clearly communicates displeasure, but the rest of the body gestures are quite still and withdrawn.  Other members of the group generally feel awkward when they notice this person's quiet, but obvious discomfort.

Intervention Strategies:  The Withdrawer


"Is there something about what we are doing that is not of interest to you?"


"Susan, why don't you take this opportunity, while we are evaluating this segment of the class, to express your feelings and thoughts; you seem to be displeased."


"I encourage you to express your point of view.  Perhaps you can influence what we are currently doing."

THE MONOPOLIZER

The monopolizer takes up a great amount of air time in a class.  As a result, sometimes other group members begin to withdraw rather than fight for the right to speak.  The monopolizer is generally a poor listener who usually manages to turn the conversation back to himself or herself.  People exhibiting this behavior are often long-winded and tend to interrupt others to state a personal opinion or relate an experience.  This person seems unaware that there are other people who might want to speak.  Almost always when there is a pause in the conversation, he or she jumps right in, attempting to relate personally to the topic.

Intervention Strategies: The Monopolizer


“We have been hearing primarily from one or two people.  I'm  interested in hearing from the rest of you."


"It might be helpful for those of you who have been doing a lot of talking to  listen more, and for those of you who have been doing a lot of listening, to  try speaking up more often."


"Notice your style of participation.  Have you been primarily a listener or a talker in this class?  Practice exhibiting the opposite behavior, and see what new things you can learn."


"You have made some interesting  comments.  Now I would like you  to give some other people an opportunity to speak."

THE KNOW-IT-ALL

The know-it-all is the person who is the expert on everything.  Regardless of what you say, he or she either adds something or corrects what you have said.  Know-it-alls have ideas about almost everything and are very quick to offer their opinions, whether someone solicits them or not.  They want to feel important and show they are knowledgeable.  Therefore, know-it-alls attempt to get recognition and power by taking the role of the resident expert.

Intervention Strategies: The Know-It-All


"It seems that you have opinions on many subjects that are very different from mine.  Would you like to come up to the front of the room and present an opposing point of view?"


"You seem to know a lot about the subject.  I'm wondering why you took this class.”


"Perhaps you would like to prepare a presentation and give it this afternoon since you seem to have so many opinions on the subject."


"Thank you for the information," or "Thank you for your point of view."


"You and I see the situation very differently.  Although you certainly don't have to change your mind, I suggest that you let yourself be open to these new ideas.  Let me know at the end of the class how you feel."

THE COMPLAINER

The complainer continually finds fault with all aspects of the class.  His or her criticism can include everything from dissatisfaction with the environment to dissatisfaction with the material being presented or with the structure.  Therefore, you are likely to hear complaints like the following, "this workshop is not what I expected," or "the seats are uncomfortable," or "I hate role-playing."  Complainers begrudgingly participate while letting you know and everyone else know how they feel.  They do not always express their feelings orally; rather they tend to moan and groan and make grimaces.

Intervention Strategies:  The Complainer


"You seem quite dissatisfied with most of the material being presented.  What I hope is you will let yourself be open to it and reserve judgment until the end of the class.  Then I would appreciate your feedback."


"Even though I know you are not getting what you want right now, would you be willing to be receptive to what we are offering, and then decide later on how useful the material is to you?"


"If nothing pleases you, perhaps you really do not want to be here now."

THE DISTRACTOR

The distractor often asks questions or makes comments that have nothing to do with the material currently being discussed.  Distractors change the topic by bringing up extraneous material, but they are usually unaware they are doing so.  Their questions and comments divert attention from what is being discussed.  These irrelevant comments often cause discomfort, as well as annoyance to the leader and to the group members.  Responding to the comments and questions means getting sidetracked.  It is difficult not to respond, however, because distractors are usually enthusiastic participants who do not consciously intend to cause trouble.

Intervention Strategies:  The Distracter


"That question does not seem to fit what we are discussing right now.  If it continues to seem important to you, why don't you talk to me during the break?"


"You seem to be asking a lot of questions that are only slightly related to the topic we are discussing.  Are you having difficulty understanding the material'?"


If people are raising their hands before speaking, you can avoid calling on the distracters.  If, however, participants are speaking without raising their hands, you can say, "Gee, Joe, we have heard from you a lot; let's hear from some other points of view now."

THE POLLYANNA

A Pollyanna can initially be a delight to have in a group.  The individual is always smiling, and his or her attitude is that everything is always wonderful and satisfying.  Pollyanna's rarely, if ever, express a preference or make a critical comment.  They almost always go along with what someone says or what the majority of the group wants.  Nothing is ever a problem for them.  A Pollyanna will avoid conflict or disharmony at any cost.  He or she refuses to engage in any activity that might cause discomfort.

Intervention Strategies: The Pollyanna


If you are waiting for the Pollyanna to state a preference, and he or she is avoiding responsibility, you can say, "Choose.  Make a decision, any decision, as long as you decide."


In an evaluation, encourage him or her to give corrective feedback as well as positive feedback.  Say, "I really appreciate all your positive comments though I am sure the course is not 100% excellent.  Find something you would like to see improved.  It is important to give corrective as well as positive feedback."


"It is really nice to hear you give both positive and corrective feedback."

THE INTELLECTUALIZER

Intellectualizers tend to be quite talkative, and provide a lot of explanations for why they  feel a certain way.  An intellectualizer attempts to make sense out of everything.  When speaking, he or she uses many rationalizations and justifications for his or her beliefs.  This person often becomes lost in his or her own Theory.  One way to recognize intellectualizers is by the way they often translate a very simple thought or idea into a complex Theory.  The more the intellectualizers talk, the more complicated the simple thought becomes.

Intervention Strategies:  The Intellectualizer


"Try expressing that idea in one sentence."


"I am glad you are interested in that idea, but I am getting confused with how you are developing it."


"I'm getting lost in all your words; see if you can say what you mean more concisely."


"It appears to me you are making what has just been said more complicated than is necessary."

PRACTICAL EXERCISE #1

SMALL GROUP FACILITATING

INSTRUCTOR’S GUIDE

Objective:
To practice small-group facilitating and identifying dysfunctional individual/group behavior.  

Procedure:
1.  Select 8-12 people to comprise a small group.  Appoint one of the people as the small-group facilitator and the remaining students in the class will be the observers.

2.  Privately brief everyone in the group, except for the small group facilitator that they will be involved in a small group discussion and some of them will be provided a card indicating a dysfunctional behavior to display.  Do not let the small group leader know the behaviors they are going to display.  The cards should be randomly numbered by the EOA to prevent the observers and small group leader from establishing a pattern in the display of the dysfunctional behaviors.  Instruct them to not immediately display the dysfunctional behavior until once the group has discussed the topic at hand for a few minutes.  Stress to the group that although they are role players they still need to discuss the topic at hand.  The topic at hand will be the scenarios provided later on in these instructions.  Once the observers or small group leader has identified a behavior the small group leader will use the appropriate intervention strategy.  The group will resume discussing the topic at hand for a minute or so before the next person displays a dysfunctional behavior.

3.  The group should display the dysfunctional behavior in the order indicated by the number on the card provided indicating the behavior to display.  The participants should use their imagination when displaying the dysfunctional behavior.  Point out to them that there are examples of the behavior on their cards, but to not use the exact words on the card.  Furthermore, they must display the behavior until it has been identified.  If the behavior does not get identified they should continue displaying the behavior and the next person join in displaying a dysfunctional behavior.

4.  Provide the small group leader the discussion topics and allow him or her a few minutes to review the issue prior to the discussion..

5.  Instruct the students who are not part of the small group that they are observers and their task is to listen to the small group discussion and identify dysfunctional behaviors.  If they identify a dysfunctional behavior they should raise their hand and will be asked to identify the behavior.  Provide the observers a list of the dysfunctional behaviors.

6.  These procedures will be followed until all dysfunctional behaviors have been identified.

7.  All students should be provided an opportunity to participate as an observer, in small group and be a small group facilitator.

Materials Required:
Cards indicating the dysfunctional behavior for each small group participant, lists indicating dysfunctional behaviors and intervention strategies for each of the observers and small group leader.

Approximate Time Required:
4 hours.

DYSFUNCTIONAL BEHAVIOR CARDS
THE PASSIVE AGGRESSOR

Initiate occasional side conversations when the small group leader is speaking.  

Attempt to get other group members to express the negative feelings they may be experiencing.  

Attempt to start an argument with the SGL and if confronted back off, act naive and play victim.
THE APOLOGIZER

“Maybe I should not say this but....”

“I’m sorry for taking up so much time, but....”

“Maybe you have already answered this question, but...”

THE FIGHTER

Argue and disagree.  Be belligerent

Attempt to assume control

“Don’t you think that.....”


THE FLIGHTER

Tune out, miss directions, and act like you don’t seem to grasp the material.

Play dumb.

Ask the small group leader to repeat the directions.

“I don’t care.”

“Whatever”

“It makes no difference to me.”




THE KNOW-IT-ALL

Add something to whatever is already said or correct something that you have already said.

Act like the resident expert.

Be quick to offer an opinion.


THE COMPLAINER

“This exercise is not what I expected.”

“The seats are uncomfortable.”

“I hate role-playing.”

Moan and groan.

THE INTELLECTUALIZER

Be talkative and provide a lot of explanations for why people feel a certain way.

Attempt to make sense out of everything discussed.

Use many rationalizations and justifications for your beliefs.

Make something simple complicated,
THE PROJECTOR

Talk in generalities or talk about other people.  Do not speak for yourself.  Avoid using “I” statements.

THE DISTRACTOR

Make comments that have nothing to do with the material being discussed.

Bring up topics that have nothing to do with the material being discussed.

Act enthusiastic.
THE POLLYANNA

Always smile and act like everything is wonderful.

Go along with everything that is said.

Do not engage in any conflict or disharmony.




THE QUESTIONER

Ask a lot of “why?” questions.

Stop the flow of discussion by asking questions.
THE WITHDRAWER

Sit quietly and look miserable or displeased.

THE RESCUER

Make Nice

“I think what he/she really meant was.....”

“You shouldn’t feel that way because.....”

You shouldn’t say that Sam, because he/she may take it the wrong way.”
THE MONOPOLIZER

You are long-winded, a poor listener, and interrupt others to state a personal opinion or relate an experience 

If there is a pause in the conversation, jump in and relate personally to the topic.

SMALL GROUP DISCUSSION TOPICS

Situation One
The complainant is the only female in the motor pool. Her co-worker has constantly harassed her orally and physically.  He called her honey, sweetie and baby constantly and often tried to hug her and would intentionally rub against her and touch her breast.  The complainant worked the issue personally through the chain of command with no relief.  An investigation was conducted and determined evidence of sexual harassment.  However, the complainant withdrew the complaint.  Four months later, the complainant asked to reinstate the complaint, because the harassment did not stop.  The commander denied her request.

Group Discussion Questions:

1.  What inappropriate behaviors resulted in the complainant coming forward?

2.  What specific portion of the EO policy was violated?

3.  What impact did and could this situation have on the individual, unit, and mission?

4.  What action should be taken?

Situation Two

The complainant, a female SSG alleges that her supervisor, a civilian, always asks her to take notes, make coffee and provide refreshments during meetings.  Two other administrative personnel who are male SSGs usually attend the meetings.  The complainant is upset and feels that her supervisor is sexually harassing her.

Group Discussion Questions:

1.  What inappropriate behaviors resulted in the complainant coming forward?

2.  What specific portion of the EO policy was violated?

3.  What impact did and could this situation have on the individual, unit, and mission?

4.  What action should be taken?

Situation Three
The Battalion commander and CSM have update meetings twice a week.  During one of these meetings the commander is informed that through a reliable source the CSM has been told that the A Company commander and 1SG are discriminating with the awards and promotions.  It seems that several of the junior leaders are aware of this behavior.  However, the 1SG has put it out that they (commander and 1SG) will take care of anyone who is not a “team player.”

Group Discussion Questions:

1.  What inappropriate behaviors resulted in the complainant coming forward?

2.  What specific portion of the EO policy was violated?

3.  What impact did and could this situation have on the individual, unit, and mission?

4.  What action should be taken?

Situation Four

While walking through the unit area, you over hear a white NCO refer to an African-American NCO as “Homey.”

Group Discussion Questions:

1.  What do you think of the term “Homey” in this context?

2.  What impact did and could this situation have on the individual, unit, and mission?

3.  What action should be taken?

Situation Five

SGT Manual Torres and SSG Hector Martinez are talking about the upcoming Hispanic Heritage Month Banquet.  Their conversation, as usual, is in Spanish.  CSM Jones over hears the conversation and goes over and asks them to stop speaking Spanish.

Group Discussion Questions:

1.  Is this an example of prejudice or discrimination?

2.  What impact does CSM Jones’ behavior have on the individuals and the unit?

3.  Is there an EO violation?

Situation Six
A female soldier believes she and other women in her section are experiencing gender discrimination behavior by her male supervisor.  He criticizes females for every mistake they make, but not the males.  He stated that women did not have the required mental capacity.  When she attempted to discuss her perceptions with her supervisor, he told her she had a bad attitude.  She fears she will not be given a fair performance appraisal when the time comes.

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

4.  Do you think any one specific behavior by the supervisor was enough to substantiate the allegations?

Situation Seven

During a formation it was announced there would be a unit field trip to the Dachau concentration camp in celebration of “Days of Remembrance.”  The 1SG asked if anyone did not want to attend.  A soldier stated he did not want to go on the trip.  When the 1SG asked why he did not want to go on the trip the soldier replied “Because the Holocaust did not happen.”

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

Situation Eight
A female SPC wants to file a sexual harassment complaint against her commander, because he counseled her for reading sexually oriented material in full view of her co-workers.  She states that it is her first amendment right to read whatever she wants.

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

4.  What actions should be taken?

Situation Ten
There was a shooting in the city just outside the front gate of the base by a member of a predominantly African-American gang.  As a result, the post commander ordered all vehicles occupied by African-Americans to be searched for weapons upon entering the base.

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

4.  What actions should be taken?

Situation Eleven

An SPC of the Jewish faith filed a religious discrimination complaint against his supervisor.  He claims at work his supervisor is always discussing the Bible and Jesus Christ and states that those who do not believe in Jesus Christ are going to hell.  He attempted to resolve the situation himself, but his supervisor ignored his wishes. 

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

4.  What actions should be taken?

Situation Twelve

A soldier wants to file a complaint over the use of racial slurs.  While playing basketball he heard African-American soldiers addressing each other as “nigger.”  He informed them that he was socialized that “nigger” is a derogatory word and that he did not like the term and it bothered him to hear it.  The African-American soldiers told him it is a “cultural thing” and that it is not offensive when they say it amongst themselves, so they continued using the term.

Group Discussion Questions:

1.  What inappropriate behaviors occurred in this scenario?

2.  What EO policy violations occurred?

3.  What impact did and could this situation have on the individual, unit and mission?

4.  What actions should be taken?




