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GENERAL OBJECTIVE 

The participant will appreciate the factors influencin g th e 

development o f voluntee r group s int o effectiv e projec t 

teams. 

SPECIFIC OBJECTIVES 

The participant will:-

(a) Describ e the characteristics of effective teamwork. 

(b) Analys e the implication s of factors like collaboratio n 

group size, group homogeneity, group creativity o n team 

performance. 

(c) Give n th e descriptio n o f th e performanc e o f a  team , 

diagnose gaps in teamwork and suggest remedies. 



TRAINER'S NOTE S 
AND 

GUIDELINES 
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WORKING IN GROUPS 

THEME OF THE CHAPTER: 

Closely relate d t o Chapter- 8 -  Organizin g fo r 

Implementation -  thi s Chapte r explore s furthe r int o th e 

manner o f working o f projec t team s an d th e factor s tha t 

influence it. Whil e Chapter-8 dwelved int o the function s 

and role s of project teams and their link s with externa l 

agencies, Chapter 9 will deliberate on how and why members 

within the team cooperate with each other, and the effects 

of certain factor s lik e group siz e on cooperation . Als o 

discussed are concepts like group creativity and its utility 

to project teams. 

The work of project teams is crucial to both planning 

and implementatio n o f projects . Tha t projec t team s ar e 

preferred t o othe r form s o f infrastructure s fo r managin g 

projects is well known. Bu t the requirements that lead to 

team wor k ar e neve r ver y clear . Thes e requirement s ge t 

dismissed a s 'cohesiv e working', 'tea m spirit1, 'effectiv e 

group working' and other such abstractions. Thi s Chapter 

probes int o these requirements profoundly an d attempt s to 

provide some concrete meaning to them. 
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PREREQUISITES 

It can be said that none of the preceding chapters , 

except Chapte r 8  on Organizing fo r Implementation , i s an 

essential prerequisite for 'Working in Groups'. A t the same 

time, since this Chapter is one in a long sequence, it can 

be said that to understand the context of the presentation 

and illustrations , Plannin g (Chapte r 2) mus t hav e bee n 

completed. Sinc e Networ k Analysi s (Chapte r 3 ) , Decision 

Analysis (Chapte r 4 ) , Cost Benefi t Analysi s (Chapte r 5 ) , 

Potential Proble m Analysis (Chapte r 6 ) and Organizing fo r 

Implementation (Chapter 8) are all linked to Planning, this 

Chapter shoul d b e take n u p onl y afte r thei r completion . 

Moreover this Chapter will provide the firs t peep int o 

Implementation an d henc e i t herald s th e transitio n fro m 

planning to implementation in the package. 

It is anticipated that both Tutor and participant would 

have a wide experience of working in groups and teams. Th e 

Tutor, of course, must have lead teams, and attended training 

programmes in related spheres. 
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PREPARATORY ACTIVITIES FOR TUTOR 

Apart from a thorough study of this Chapter (includin g 

completing th e Assignments) , th e Tuto r ma y stud y abou t 

Groups - their working and their dynamics, from References 3 

and 4. 

The Tuto r mus t als o b e prepare d t o offe r 

clarifications, additiona l illustrations , an d ma y b e eve n 

narrate his own experience on certain topics i n the Chapter 

since it is anticipated that the participant (i n some cases) 

may hav e difficult y wit h concept s lik e Grou p Norms , 

Superordination, interpreting the influence of Group Size on 

certain factors. 

INSTRUCTIONAL GUIDELINES 

(a) Th e contents of the Chapter are conceptual. Effectiv e 

Working o f Group s ha s bee n linke d wit h si x factor s -

Collaboration, Homogeneity , Structure , Leadership , 

Creativity an d Size . O f thes e Grou p Structur e ha s bee n 

extensively analyse d i n th e Chapte r -  8 . Leadershi p an d 

Creativity hav e onl y bee n 'fleetingl y mentioned ' i n thi s 

Chapter since an elaboration would mean adding new chapters 

to th e Package . Collaboratio n ha s bee n deal t a t lengt h 

because of its significance for youth groups in general. 
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This Chapter has a strong dependence on the Chapter on 

'Organising fo r Implementation ' (Chapte r 8 ) and ca n be 

considered to be a logical extension of that Chapter. I t is 

preferable i f the previous Chapter i s available t o the 

participant fo r reference whil e he i s learnin g fro m thi s 

Chapter. 

(b) A  proposed schedul e for 4 1/2 hours for this Chapter 

would be as follows:-

S1.No. Activit y Tim e in hours 

1. Introductio n to Chapter by Tutor 1/ 4 hours 

2. Learnin g th e Chapte r unti l 3  3/ 4 hour s 

Assignment Fiv e wit h Tutor' s 

guidance an d us e o f OH P 

Transparencies 1 and 2 

3. Assignmen t Five 1/ 2 hours 

(c) Fo r introducing the Chapter the Tutor may stress two or 

three issue s lik e importanc e o f th e topic , link s wit h 

previous Chapter, and the fact that this Chapter will have 

implications on both planning and implementation . Ma y be 

some Tuto r instruction s ma y hav e t o b e give n o n th e 

assignments too. 
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(d) Mos t o f the Chapter is in th e self-learnin g mode . 

Some assistanc e ma y b e neede d fro m th e Tuto r b y som e 

participants fo r understanding certai n concept s (mentione d 

earlier). Th e Tuto r coul d mov e aroun d th e clas s 

assisting individua l students , while the y ar e learnin g i n 

the self learning mode at their own pace. 

Some of the illustrations may need to be elaborated to 

establish, wit h clarity , th e applicatio n o f a  relate d 

concept. Given the somewhat abstract nature of some of the 

concepts i t will not be surprising i f such demands arise. 

The Tutor may fulfill these participant needs. H e may also 

add a few narrations from his own experiences of a similar 

nature. 

There are five assignments in the Chapter. Al l of them 

are individual assignments. Al l of them require that the 

Tutor check the responses of the participants on completion. 

In case the Tutor feels this would be time consuming he may 

collect participants who have completed the assignment in a 

small group and validate their response s i n a discussion. 

The Tutor will announce this strategy after introducing the 

Chapter t o th e whol e clas s s o tha t eac h participan t 

understands what is expected of him. 
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(e) Tw o OHP transparencies accompany the Chapter. 

9.1 -  Differences betwee n collaborative , competitiv e 

and individualistic actions. 

9.2 -  Factor s influencing collaboration. 

These transparencie s lin k u p wit h th e appropriat e 

content components o f the Chapter and thei r us e i s quite 

simple. OH P Transparency 9.1 can be used as an introduction 

to the concept of Collaboration. Transparenc y 9. 2 ca n be 

used afte r Assignmen t Thre e ha s bee n complete d b y 

participants and checked by Tutor. Thi s will help prepare 

participants t o understan d th e 'graphs ' provided i n thi s 

component. 
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SUGGESTED RESPONSES TO ASSIGNMENTS 

ASSIGNMENT ON E (YOUT H TEA M FO R PROVIDIN G TEXTILE/DRES S 

MATERIAL DESIGNS) 

A. REASON S FOR LOW EXTENSION MOTIVATION. 

- No sensitivity, respect towards each other. 

- Excessively tight controls. 

- Leadership not responsive to members, and vice-versa. 

B. SUGGESTE D REMEDIES . 

The tea m mus t si t dow n an d ente r int o a n 

introspection abou t wh y the y ar e no t behavin g a s a  team . 

Assurances to support each other have to be given and taken. 

ASSIGNMENT TWO (PROJEC T TEAM FOR SLUM COMMUNITY HEALTH CARE) 

(a) PROBLEM S I N THE TEAM -  No Superordination , poor Grou p 

Norms an d rewards , Extensio n Motivatio n lo w i n some , 

Leadership lacking; in fact no Collaboration. 

(b) ACTION S FO R IMPROVIN G SITUATIO N -  Tea m development , 

Team reformation , ensurin g tha t al l essential s fo r 

Collaboration gradually sprout. 

ASSIGNMENT THREE 

(a) (CONFLICTS ) CAUSE S O F CONFLIC T -  Disagreement s amon g 

members due to different perceptions, different knowledge of 

facts, different goals. 
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(b) WH Y COLLABORATIO N REDUCE S CONFLICT S ?  -  I n fac t 

Collaboration will tend to reduce more serious conflicts due 

to affiliation to group norms, superordination, trust. 

B. (HELPIN G RELATIONSHIP) 

Column I 

Column II 

1 

(ii),(iv) 

2 

(i) 

3 

(v),(iii),(i) 

4 

(v),(iv) 

5 

(v),(i) 

ASSIGNMENT FOUR (INOCULATIO N CAMPAIGN) 

ALTERNATIVE ON E -  Throug h som e stree t play s (o r simila r 

effort) highlight the great benefits o f inoculation ; also 

reduce the fea r of inoculatio n b y showin g liv e examples o f 

people who have 'survived' it. 

ALTERNATIVE TW O -  Get peopl e fro m othe r village s wh o hav e 

been successfull y inoculated , an d ge t the m t o narrat e 

experiences, benefits. 

ALTERNATIVE THRE E -  Selec t on e o f th e peopl e fro m th e 

village. Trai n her/him . Mak e her/hi m atten d campaign s 

elsewhere. The n us e hi m t o convinc e th e peopl e i n th e 

village. 



9-ix 

ASSIGNMENT FIVE:-

SITUATION-1 (NATURE CAMP) 

1. WH Y COULD THIS HAVE HAPPENED ? - Each faction has its 

own hidde n agenda ' Ther e i s n o trus t betwee n 

leaders. The y also appear to have no Superordination. 

No Grou p Norm s exist . I n shor t ther e i s n o 

Collaboration. 

2. REMEDIE S -  Strong leadershi p a t meeting. Appea l t o 

them. Poin t out that they appear to be engaged i n a 

Zero sum Game. 
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SITUATION-2 -  RURA L HEALT H PROGRAMM E 

FACTOR 

EXTENSION 
MOTIVATION 

TRUST 

SUPERORDINATION 

CREATIVE THINKING 

GROUP NORMS 

PRESENCE 
OR 

ABSENCE 

ABSENT 

ABSENT 

PRESENT 

PRESENT 

ABSENT 

JUSTIFICATION 

Disagreement 

Nobody respects another 

They all believe in the 

primary objective. 

They are suggesting 

alternatives 

A variety of alternat-

ives suggested 

Very little order and 

structure in meeting 

REFERENCES 
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WORKING IN GROUPS 

As Elton Mayo (1945 ) and many peopl e afte r hi m hav e 

emphasized, t o understan d a  substantia l portio n o f huma n 

behaviour on e mus t loo k beyon d th e individua l an d th e 

organization an d focu s o n groups o f people . On e mus t 

sharpen one' s appreciatio n o f group s a s a  facto r tha t 

contributes to high or low performance. Thi s is more than 

true in the field of youth services and youth programmes. 

Youth club s an d communitie s organis e peopl e int o 

groups, which are generally large in size and may be loosely 

held together. O n the other hand one can think of project 

teams consistin g o f yout h undertakin g th e managemen t o f 

programmes, schemes and services. Thes e project teams are 

usually small groups with a specific ethos and purpose. I t 

is the smal l team s an d group s tha t thi s chapte r wil l b e 

concerned with, particularly those which manage projects. 

Most project s i n th e yout h service s ar e manage d b y 

project groups' or projec t teams'. Thes e groups consist 

of volunteers or workers. I t is in the belief that a  team 

can accomplish much more than could be accomplished b y an 

individual workin g alone 1 tha t th e tea m approac h i s 

preferred. Anothe r assumption underlying th e selection of 

the tea m approach' (as opposed to individual operation) is 
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that tea m wor k ca n b e mor e satisfying , excitin g an d 

enjoyable. Bu t the n i t must b e realise d tha t th e 'tea m 

approach' coul d onl y succee d i n the yout h programme s an d 

services, o r fo r tha t matte r i n an y spher e o f huma n 

endeavour, if the team work is for real and not merely a set 

of individuals working together in a setting as individuals. 

There ar e severa l reason s fo r th e increasin g us e of 

teams in youth service and youth programmes. 

(i) Yout h services and programmes need infrastructures for 

ensuring tha t 'thing s ge t done ' an d 'result s ar e 

accomplished'. Unlik e th e traditiona l bureaucrati c 

structures which suit the regimentation o f government 

and industria l work (o n occasions) , the nee d her e i s 

for a  mor e democrati c an d informa l type s o f 

infrastructures. Th e tea m o r grou p i s a  highl y 

preferred infrastructur e i n yout h service s sinc e i t 

offers a democratic way of functioning, without much of 

status difference s amon g members , and whic h promote s 

high involvement. 

(ii) The very nature of youth services is full of ambiguity 

and uncertainty . Ther e ar e n o define d norm s o r 

specifications abou t 'wha t t o do ' an d 'ho w t o do' . 

Under the circumstances groups are more appropriate in 

formulating, modifying and refining project strategies 
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and plans, and in resolving problems that arise during 

the cours e o f implementation . Participativ e an d 

consensus approaches emerge out of groups. I t is such 

approaches tha t ar e neede d t o cop e wit h highl y 

ambiguous situations. 

(iii)In th e yout h service s ther e i s a  nee d to  poo l menta l 

faculties o f differen t kind s i n decisio n making , 

problem solving , desig n o f strategies , makin g 

selections, innovatin g an d experimenting , an d i n 

general, during plannin g an d implementation . A  grou p 

can provide scope for this. Henc e a youth project team 

which include s peopl e fro m differen t fields , wit h 

varied experiences , an d wit h divers e expertis e an d 

skills, ca n perfor m highl y effectively . I n bot h 

creative an d analytica l thinkin g yout h team s ca n mak e 

significant contributions. 

The presence of team work and group operation manifests 

itself in many ways. Wha t is aimed fo r is 'goo d teamwork'. 

This aim emerges from the knowledge that 'ba d team work' is 

also possible . Th e presenc e o f goo d o r ba d teamwor k i s 

specifically noticed (o r looked out for) in meetings, in the 

expressions o f member s o f tea m whe n engage d i n work , i n 

their relationships , i n th e manne r o f accomplishmen t o f 

activities, an d finall y i n th e result s produce d i n th e 

project. 
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SYMPTOMS OF POOR TEAMWORK 

(a) Whe n tea m member s (som e or many) ge t frustrated , los e 

their inspiration , an d see m t o lac k commitmen t an d 

motivation toward s projec t objective s o r thei r 

responsibilities. 

(b) Whe n the team members appear to be unhappy o r carryin g 

burdens on their shoulders. 

Similar occurrences are withholding information , idea s 

and opinions; too much is hidden from others; and there 

is low openness between members . 

(c) Whe n tea m member s appea r to  lac k cohesio n an d mutua l 

respect and indulge in unhealthy competition. 

Indications her e ar e backbiting' , interna l politics , 

and the forming of cliques, and the whole lot of dirt y 

tricks' that are frequen t i n intensive rivalry betwee n 

adversaries. Conflict s are common in such situations. 

(d) Whe n lac k o f trus t an d shallo w relationship s ar e 

observable. 

Members d o no t confid e i n th e leader . Th e 

conversations betwee n member s an d leader s ar e o n 

trivial topics. Sometime s the leade r o r a  member ma y 

appear totally isolated from other members. 
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(e) Whe n job s ar e don e twice , functionin g i s counter -

productive, creativity is poor, and delays, errors, and 

incomplete accomplishmen t ar e noticeable i n activitie s 

and results. 

These are the performance outcomes of poor teamwork and 

are i n fact the best symptoms of the nee d fo r improvement . 

It can be concluded tha t these are but th e consequence s o f 

the symptom s describe d i n (a ) , (b ) , (c ) an d (d ) o n th e 

actual wor k o r job s undertake n b y group s whic h lac k 

teamwork. 

CHARACTERISTICS OF EFFECTIVE TEAMWORK 

An effective team, i n general achieve s three importan t 

goals. 

Meets th e purpos e fo r which i t ha s bee n se t up , lik e 

completing activities and project without much of deviations 

from plan, 

Maintains harmon y amon g member s an d sustain s a  happ y 

and fruitful relationship, 

Becomes increasingl y effectiv e (a s a  team ) wit h th e 

progress of time. 

Assists i n th e developmen t an a growt h o f individua l 

team members. 
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What, then , ar e th e characteristic s o f effectiv e 

teams? The y could be summarized int o six blocks. 

A. 
COLLABORATION 

B. 
GROUP 
HOMOGENEITY 

C. 
GROUP 
STRUCTURE 

D. 
LEADERSHIP 

E. 
GROUP 
CREATIVITY 

F. 
GROUP 
SIZE 

Each of these blocks needs elaboration . 
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A. COLLABORATIO N 

Functional Collaboratio n (o r Cooperatio n plus ) ca n b e 

looked upo n a s th e tendenc y to  contribut e t o join t effor t 

for faster and more effective goal attainment . This result s 

in mutual trust , mutual respect , an d mutua l concer n amon g 

group members . Suc h Collaboratio n increase s self-wort h o f 

the group and its members. 

FIRST 
DEGREE OUTCOMES 
(SHORT-TERM) 

SECOND 
DEGREE OUTCOMES 

(LONG-TERM) 
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One ca n distinguis h betwee n thre e differen t motive s 

that ca n exis t withi n th e members o f a  grou p o r betwee n 

groups. 

What are the factors that contribute to the development 

of Collaboration between individuals ? 

(1) EXTENSIO N MOTIVATION -  There exist s a basic nee d i n 

human beings to care for, help and become useful to others. 

In this need, which is sometimes to referred to as Extension 

Motivation, the basic urge is to extend oneself to others, 

and be of service to others. Ther e is concern for the other 

individual, and for the society itself. Herei n is the basis 

of Collaboration. 



9-9 

Extension Motivation is not something one is born with. 

It emerges or gets impeded because of many forces, some of 

which are explained later in the chapter. 

The presence of Extension Motivation in a person can be 

noticed b y th e concer n h e expresse s fo r others , an d hi s 

desire to forego or postpone his gains fo r the benefit of 

others in the group. 

If suc h a  motivatio n exist s an d i s matche d b y 

reciprocal motivatio n fro m other s i n th e group , the n 

extension motivatio n wil l increase . O n th e contrar y i f 

other members do not respond with a corresponding measure of 

extension motivation then the individual is likely to reduce 

his concern for others. 
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ILLUSTRATION -  ONE: 

In th e boo k 'Futur e Shock' , Alvi n Toffler , th e author , 

quotes among his strategies fo r surviva l a  ne w approac h t o 

adaptation as suggested by Dr. Gerjuey a psychologist. Dr . 

Gerjuey advocate s th e formin g o f 'situationa l groups ' an d 

adds -

Membership i n the group woul d o f cours e b e temporary , 

just enoug h t o hel p a  perso n wit h transactiona l 

difficulties. B y bringing togethe r peopl e wh o ar e sharin g 

or are about to share a common adaptive experience, we help 

equip the m to  cop e wit h it . A  perso n wh o i s require d t o 

adapt rapidl y t o chang e lose s som e self-estee m an d coul d 

start doubting his own abilities. I f this person joins some 

others wh o ar e goin g throug h a  simila r experienc e the n w e 

have a group i n which members can identif y wit h eac h othe r 

and wh o ca n shar e troubles . The y coul d begi n t o se e 

problems mor e objectively . The y coul d trad e usefu l idea s 

and insights and suggest futur e alternatives to each other. 

They must help each other. 

The very reaso n that the y woul d ris e to  mutually hel p 

each other would be 'extensio n motivation' . I f within th e 

group ther e i s n o mutua l respec t an d concer n the n thi s 

situational group may not succeed at all. 
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ASSIGNMENT ONE 

A grou p o f gir l yout h forme d a  tea m t o provid e 

innovative 'textil e and dress material' designs to a large 

community of handloom weavers. Thes e girls were trained and 

were in employment elsewhere. Helpin g this community was a 

side job for them where payment was not the main criterion. 

It was being done for mere satisfaction. 

There were si x designer s i n th e team , an d on e gir l 

acted as supervisor. Withi n three months of establishment, 

this team wa s i n utter chaos . Argument s wer e a  regula r 

feature. Thre e designers were unhappy since the supervising 

girl always insisted on tight scheduling, and they believe d 

that schedule s wer e unnecessar y i n designing. Th e othe r 

two designer s wer e upse t because the superviso r ha d a 

habit of frequently (i ) reviewing and changing the schedule 

and (ii ) changing priorities o f designs. Tensio n i n the 

team was growing day by day. 
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Given thi s descriptio n o f events , participant s wil l 

judge and comment briefly upon -

A REASON S FO R LO W EXTENSIO N MOTIVATIO N AMON G TEA M 

MEMBERS 

B SUGGESTE D REMEDIES FOR ENHANCING MOTIVATION 
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(2) GROUP NORMS - These are the informal rules that groups 

adopt to regulate and regularize group member behaviour and 

to channelis e grou p effort s toward s goa l accomplishment . 

Norms are not meant to cover every conceivable situation. 

Groups develop norms gradually, when members learn that 

certain rule s becom e necessar y fo r th e grou p t o wor k 

effectively. 
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Group norm s hav e a  strong influenc e o n 'extensio n 

motivation' and tend to increase or lower it among members. 

If a member has a low level of 'extensio n motivation' (the 

member prefers to compete) then group norm s can gradually 

help increase levels. O n the contrary norms could prevent 

members fro m receivin g positiv e response s t o thei r 

'extension motivation ' an d resul t i n a  reductio n i n th e 

motivation. 

(3) HIGHE R RETURN S FO R COLLABORATIO N -  Generall y a n 

individual behaves in accordance with the perception he has 

on the returns or rewards he will get fo r the behaviour. 

Thus if the rewards he expects are high then he is likely to 

repeat the behaviour. Motivatio n then depends to a large 

extent on perceived returns. 

If Collaboratio n i s rewarde d o r produce s highe r 

returns, people will tend to collaborate more. Fo r example, 

if Collaboration leads to better results in a project than 

competition, o r t o a  successfu l completio n o f som e 

activities, the n 'extensio n motivation ' will increase. 
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(4) SUPERORDINATIO N -  There are many situations in which 

the individual, by himself, cannot achieve much. Bu t if he 

shares the goal with others, the degree o f achievemen t 

increases considerably. Thi s goal which gets shared can be 

referred to as a 'SUPERORDINATE GOAL'. 
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The Zer o su m Gam e o r outcom e ensure s tha t th e 

individual win s a t th e expens e o f others . ( A WIN-LOS E 

COMBINATION) . O n the contrar y a  Non-Zero su m Gam e o r 

outcome lead s t o bot h individua l an d othe r collaborator s 

gaining fro m event s ( A WIN-WI N COMBINATIO N O R 

SUPERORDINATION). 

Superordinate Goals arise out of joint goal setting , 

and designing work and goals with high member participation. 
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ILLUSTRATION -  TWO: 

When the members of a project team for SLUM CLEARANCE 

visited the slum for the first time they were avoided by the 

slum dwellers. Nobod y even bothered t o acknowledge their 

'Helios' properly. Thi s initial disappointment only spurred 

the team to try harder, to try other approaches to win the 

confidence o f the dwellers. Within the team th e singl e 

purpose of 'getting the villagers to clean the slum and its 

surroundings b y voluntar y effort ' almos t becam e a n 

obsession. Th e adherenc e t o thi s goa l appeare d t o ge t 

stronger day by day. 

They knew they had to get an agreement fro m the slum 

dwellers on the purpose, the goal. T o do it they had to get 

themselves accepte d first , and the n get th e villagers to 

start thinking on the whole issue. Wha t the team did was to 

start the cleaning effort on their own. The y got hold of a 

number of 'sweeping, gathering, and transporting implements' 

and started shiftin g garbage. Afte r a few days, some slum 

dwellers started watching. Withi n a month a few slum youth 

joined the 'cleaning brigade'. 

But the youth team knew that till the project objective 

got accepted, an d till slu m dwellers got committe d t o it, 

progress woul d b e marginal . Wha t wa s neede d wa s 

'superordination'. 
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ASSIGNMENT - TWO 

A Case Description-

A project team has been set up to manage a health care 

project i n a slu m community . I t consists o f si x youth. 

They are all voluntary workers. Th e project coordinator is 

a senior health worker who oversees the project, provides 

resources and guides the team when it is in trouble. Sh e 

does not interfere or influence unreasonably. Considerabl e 

freedom has been vested in the team to decide what they want 

to do. 

Miss M'  wa s a young lady who has recently completed a 

Diploma in Home Science. Sh e was interested i n doing some 

voluntary healthcare work and had received some training in 

that are a durin g he r Diplom a programme . Sh e joine d th e 

project team. Incidentall y she was readily accepted by the 

team. 

There was no training or indoctrination ' carrie d out 

by the team fo r her benefit. Afte r a few weeks Miss 'M' 

began to regret her decision to join this team. Eac h member 

of the project team had his/her own perspective as to what 

needed t o b e don e i n th e project . Som e member s wer e 

frustrated and pessimistic about accomplishment of the job. 

Nobody respected the senior health worker. Everybod y an d 

nobody was the leader in the team, it appeared. 
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Now that you have read the Case Description, pleas e 

answer the two questions given below briefly, in the space 

provided. 

(a) Diagnos e the problems in the project team. 

(b) Wha t can be done to improve the situation ? 



9-20 

(5) POWE R AND TRUST - Ever y person i n a group has some 

kind of power. Throug h the use of this power, persons could 

help others in the group, or anno y others . Fo r example, 

sharing a valuable piece of information is a positive use of 

power. O n the other hand delaying a  decision or activity 

beyond normal periods is a negative use of power. Wha t is 

important is that in a group, power should be accepted as a 

means by which mutual benefit and support can occur. 

Mutual trust arises out of the perception tha t power 

will not be used against someone. Thu s if one party feels 

that the other will use its power to support it, trust will 

increase between them. 

Trust and power combine together to lead to a stage of 

cooperation. Thi s means that trust arises when coercion and 

exploitation of some members by others is virtually absent. 

In th e matrix (two-dimensiona l diagram ) give n below, 

the implications of power and trust between two persons are 

indicated. 
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LOW 

HIGH 

ONLY WITH 
ME 

COERCION, 
EXPLOIT-
ATION 
OF THE OTHER 

NURTURANCE 
OF THE 
OTHER 

ONLY WITH 
THE OTHER 
MEMBER 

SUBMISSION 
OR COMPLI-
ANCE TO THE 
OTHER 

DEPENDENCE 
ON THE 
OTHER 

WITH 
NEITHER 

INDIFFERE-
NCE TO EACH 
OTHER 

MUTUAL 
SYMPATHY 

WITH 
BOTH 

COMPETITION 
WITH THE 
OTHER 

COOPERATION 
WITH THE 
OTHER 

(6) Collaboration also get s enhanced due to: 

- Prope r communication between members 

Members staying together, working together 

Demonstration o f th e willingnes s o f member s t o 

sacrifice personal gain for the sake of others. 

T 
R 
U 
S 
T 

RELATIONSHIP 
ME 

THE 
OTHER 
MEMBER 
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ASSIGNMENT - THREE 

Though youth groups members may not be in conflict with 

each other every day, i t does not mean conflict s betwee n 

them do not occur. 

Whenever yout h interact , the y ca n cooperat e an d b e 

friendly with each other and may be even have fun together. 

However, even though familiarit y doe s no t alway s bree d 

contempt, it does provide a  basis fo r people t o disagre e 

with each other. 

Disagreements amon g yout h grou p member s ca n occu r o n 

issues like -

What is the best project that can be devised ? 

Who should do what ? 

When should the project start ? 

What coul d b e th e strategie s adopte d t o resolv e som e 

difficult problems in the project ? 

Fortunately no t al l disagreement s becom e seriou s 

conflicts. Eithe r the conflict gets resolved amicably or is 

avoided. 

Each participant will answe r the following , given th e 

above narration in the space provided. 
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(A) TW O CAUSES OF CONFLICT. 

(D 
(2) 

(b) ON E REASON WHY COLLABORATION BETWEEN MEMBERS CAN LEAD TO 

REDUCED CONFLICTS. 

(c) WH Y ARE DISAGREEMENTS HEALTHY ? 

B. Give n below are in Column I certain characteristics of 

a 'Helpin g Relationship ' as identified by Carl Rogers. 

Column I I contain s th e mai n factor s whic h lea d t o 

Collaboration between people. 
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COLUMN I 

1. Clea r communication (withou t 

any ambiguity) with others 

2. Feeling s of warmth, care, liking, 

interest towards others 

3. Acceptabilit y of the other 

person without losing respect for 

oneself 

4. Acceptin g the other person's 

freedom and identity 

5. Ensurin g that one's behaviour 

is not threatening to the other 

COLUMN-II 

i) Extensio n 

Motivation 

ii) Grou p Norms 

iii) Enhanced 

returns from 

Collaboration 

iv) Superordinatio n 

v) Powe r and Trust 

What i s require d i s a  relationshi p betwee n th e 

characteristics o f Column I  and the factor s o f Colum n II. 

Please remember a characteristic could match with more than 

one factor . Indicat e th e relationshi p i n th e tabl e give n 

below. 

CHARACTERISTICS 
OF COLUMN I 

FACTORS OF 
COLUMN II 

1 2 3 4 5 
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B. GROU P HOMOGENEITY 

The conclusion s on e can draw fro m th e characteristic s 

of a homogeneous group are -

a) I n a heterogeneous (non-homogeneous ) group, it would be 

difficult to build interpersonal relations. 

b) A  heterogeneous group is likely to be better in problem 

solving. I t coul d lea d t o a  bette r understandin g an d 

appreciation of the problem, and generate a wide rang e 

of alternatives . Furthe r i t coul d plac e check s an d 

counterchecks o n idea s an d dissuad e quic k agreemen t 

which results from , little thinking'. 

c) Bot h homogeneou s an d heterogeneou s group s ca n 

successfully complete tasks. I t depends on the nature 

and demands of the task. Bu t 'social performance' of a 

group is dependent on homogeneity. 

d) I n time s o f crisi s heterogeneit y ma y becom e a n 

impediment for action. 

e) Fo r creativ e thinking , heterogeneit y ma y prov e mor e 

advantageous. 



9-26 

In fact, it would be preferable if the group starts off 

with heterogeneou s membershi p particularl y a s regard s 

knowledge, skill s an d previou s experienc e an d the n 

Collaboration is gradually introduced into the group. 

C. GROU P STRUCTURE 

This factor relates to the manner i n which the project 

team o r smal l grou p organise s itsel f int o infrastructure s 

for various purposes and functions like Planning, Follow up, 

Problem Solvin g an d Decisio n Making . A n analysi s o f suc h 

infrastructures and the manner in which function allocations 

get don e i s describe d i n th e Chapte r o n '  Organising fo r 

Implementation' (Chapter-8) . 

The whole concep t o f rol e (whic h i s obligationary) i s 

significant t o grou p structure . Sinc e a  yout h worke r i s 

linked t o a set of othe r people -  colleagues, coordinator , 

beneficiaries, external agents/experts, etc., the role which 

he wil l adop t an d perfor m wil l depen d ver y muc h o n hi s 

'perceptions o f thei r expectation s fro m him' . Th e 

interlinking o f function s become s a n interdependenc e o f 

expectations. Clarit y t o this rol e concep t ca n onl y aris e 

from a  detaile d 'Analysi s o f Expectations' . Th e proces s 

involved i s cumbersome an d tim e consumin g (bu t important) . 

Under these circumstances, i t would b e beyond th e scop e o f 
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both thi s chapte r an d packag e t o elaborat e mor e o n th e 

concept and its applications. 

D. LEADERSHI P 

Leadership o f smal l group s an d team s i s a crucia l 

factor affecting their performance. I n youth service teams 

leadership is likely to emerge out of the circumstances and 

conditions that surround th e formation of the group and 

the introduction of the project or programme. 

Leadership a s a  socia l influencin g proces s i s ver y 

important to the working of groups (and teams) in projects, 

right fro m Plannin g t o th e very en d whic h i s Review and 

Evaluation. 

Leadership i s a n are a o r disciplin e whic h ha s bee n 

researched considerably . I t stil l remain s a n are a which 

'confounds'. Ther e exist s a  multiplicit y o f model s an d 

theories today, each carrying som e proof an d scop e fo r 

application. Choic e between them is difficult. Ye t choices 

have to be made. 

Training yout h fo r leadershi p ha s becom e a  crucia l 

programme i n mos t countrie s i n recen t times . Suc h 

opportunities are increasingly availabl e and a constant 

refinement of the 'content and delivery' of programmes is in 

evidence. 
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Given the profoundity of skills required, and the time 

needed t o develo p them , an d th e fac t tha t independen t 

training i n leadershi p i s als o a  crucia l thrust , thi s 

Chapter (o r for that matter the total packag e o n Projec t 

Management) will no t pursue Leadershi p further . I t i s 

anticipated that 'Training in Leadership Skills' would have 

already been or would be undertaken by the participant. 

E. GROU P CREATIVITY 

The overriding influenc e in introducing this topic is 

to indicat e that groups can act creatively an d tha t this 

creativity wil l enhanc e th e effectivenes s o f thei r 

performance. Trainin g team s o r group s t o becom e highl y 

creative i s a prolonged sequenc e o f activitie s an d henc e 

cannot be accommodate d withi n th e scope o f thi s topi c o r 

Chapter. 

There i s little doubt tha t many yout h group s d o ac t 

creatively, probabl y unconsciousl y an d sometime s 

instinctively. Creativity is instrumental to the generation 

of new and origina l idea s related t o projects, project 

strategies, generatin g alternative s ,  an d obtainin g 

solutions to problems. Th e need for creativity i s high in 

good times when the team is operating well. Bu t when youth 

teams encounte r ba d periods , whe n thing s g o wrong , 

creativity and its use become imperative. 
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Creativity implie s shifting away fro m the traditional 

habits o f logica l thinkin g (incidentall y logica l thinkin g 

has its own utility i n different contexts ) . I t has been 

referred t o a s thinkin g whic h i s non-conformal , wild , 

lateral a s oppose d t o vertical, child-like a s oppose d t o 

mature, divergent instead of convergent. 

Plenty o f creativity technique s ar e available -  some 

suit individua l action , som e other s specificall y ar e fo r 

group actions. I n addition there are a few which combine 

both individual and group work. 

Among th e popula r grou p technique s ar e 'Brain -

storming', and 'Synectics'. Th e combined approaches include 

'The Nominal Group Technique', and 'Lateral Thinking'. 

What is important is that groups or individuals need to 

be trained to apply the creativity techniques purposefully 

to different situations. Thi s would help replace accidental 

or instinctiv e creativit y wit h a  planned approach , and 

enhance the utility and productivity of the whole exercise. 

Groups ar e potentia l forum s fo r creativ e actio n 

provided th e group ha s developed itsel f i n th e us e o f 

creativity techniques. Yout h teams which struggle with the 

planning an d implementatio n o f project s ca n deriv e grea t 

help fro m their own creativity potential  a t moments o f 
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difficulties. An d youth can demonstrate high capabilities 

in creativity . Anyon e an d everyon e i n th e tea m ca n b e 

creative. 

Youth teams or task forces demand practical creativity. 

Unless creativit y ha s a n application s orientatio n it s 

success as a useful process will be limited. Th e need to 

train th e rea m i n ensuring practica l creativit y i s hence 

important. Trainin g fo r usin g simpl e technique s withou t 

much of 'flourish ' can be accomplished throug h appropriate 

trainers, given the right 'instructional resources'. 
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ASSIGNMENT-FOUR 

Participants wil l rea d th e Cas e Descriptio n an d giv e 

answers t o th e question s indicate d a t th e en d o f th e Cas e 

Description. 

Case Description: 

A grou p o f youn g girl s (student s o f a  Medica l 

Institute) decided to initiat e an , Inoculation Campaign' in 

a cluster of villages near their institute. The y organise d 

themselves int o a group of 10 volunteers under a leader who 

was familia r wit h th e languag e spoke n i n th e cluster . 

During their first visit they discovered that there were at 

least 14 0 childre n wh o ha d no t bee n inoculate d earlie r 

against th e disease . The y collecte d th e mother s o f th e 

children in groups of 25 and talked to them for half an hour 

on th e merit s o f gettin g thei r childre n inoculated . Th e 

mothers appeare d t o liste n patientl y an d th e medica l -

student grou p wa s ver y happ y a t thi s apparen t positiv e 

attitude. 

A wee k late r th e girl s organise d a n inoculatio n cam p 

for the cluster of villages on a Sunday an d foun d tha t th e 

response to  th e cam p wa s disappointing . Onl y 4  mother s 

brought their children an d other s kep t awa y fro m th e camp. 

By th e evenin g whe n th e girl s woun d u p thei r cam p i t ha d 

become a fiasco. 
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However, the young ladies did not give up. The y sat 

down i n a  quie t plac e an d decide d t o 'stretc h thei r 

imagination'. Bu t ver y fe w ne w idea s emerge d fro m th e 

group. Th e only acceptable idea appeared to be to use the 

village headmen to convince the womenfolk of the villages to 

agree to get their children inoculated on a suitable date. 

When th e girl s approache d th e villag e headme n the y 

encountered stif f resistanc e fro m th e headmen . I t s o 

happened tha t non e o f th e headme n ha d bee n inoculate d 

themselves. I t also appeared that there was a general fear 

and distrust abou t the whole process of inoculation . A t 

this point our case ends. 

Questions: 

WHAT CREATIVE STRATEGIES WOULD YOU SUGGEST TO RESOLVE 

THE IMPASSE ? SUGGEST THREE DIFFERENT STRATEGIES. 



9-33 

F. GROU P SIZE 

The effects of group siz e are best explained through a 

set of diagrams which follow. 
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Ideal project team sizes vary between 5 and 10. Having 

an odd number is likely to reduce deadlocks. A  group size 

of les s tha n fiv e reduce s th e chance s o f havin g 

comprehensive discussion s an d creativ e solutions . Group s 

comprising of more than 10 members make consensus decisions 

more difficult to arrive at and encourages formation of sub-

groups. 

THE STAGES OF GROUP DEVELOPMENT 

Groups get formed normally on a voluntary basis. Fo r 

example a few youth may decide to form a club for youth in 

the expectation that many other youth will voluntarily join 

it. Bu t then 'forced groups' or 'groups formed at a price' 

are also known. 

The reason s wh y yout h ar e willin g t o for m o r joi n 

groups could be summarized as -

* T o interact with others who share their beliefs 

* T o cooperatively pursue common interests and goals 

* T o become an influencing force 

* T o mobilise a community for better living. 
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Once groups get formed they go through certain stages 

of development . Pattern s o f developmen t ar e lik e thos e 

shown below. 
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The stages of development are indicativ e o f the fac t 

that th e grou p ma y brea k u p a t intermediat e stage s and 

survival of the total group can only occur i f the passage 

continues through the four stages. 

Small youth teams also have to traverse a similar path. 

But their survival is mor e assured since they are smaller 

in membership an d sinc e thei r tas k i s cu t ou t fo r the m 

(superordination i s alread y created) . Bu t a  tea m ha s t o 

develop a  very broa d rang e o f skill s sinc e th e task s o r 

projects it would undertake independentl y o r on behalf of 

large groups would demand a spectrum of management skills. 

Effective wor k group s o r team s exhibi t a  se t o f 

characteristics. Thes e characteristic s (measures ) ar e 

normally related to end or performance results. A crude list 

is shown below. This can be developed into a detailed list. 
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ILLUSTRATION-THREE 

We fiv e wer e sor t o f catapulte d int o th e followin g 

situation. Th e yout h clu b wa s tottering . Tw o year s o f 

almost total inactivity . N o wonder members had fled . An d 

the 'managin g group ' in it s foll y thre w th e whol e clu b i n 

our la p an d withdre w sayin g the y ha d 'grow n out ' o f th e 

club. I t was grossl y unfair . w e thought . Bu t on e thin g 

kept u s together . W e respecte d thi s club . I f i t close d 

down ther e wa s nothin g fo r th e yout h excep t th e movies , 

street corne r gossi p an d som e backyar d games . W e ha d t o 

keep this club alive. 

So th e fiv e o f u s sa t down , though t i t over . W e 

concluded tha t clu b surviva l wa s synonymou s to  rebuildin g 

it. W e built up membership by attracting youth to join it. 

Attracting yout h t o joi n i t means a  balanc e betwee n doin g 

something which youth want and leading them to do somethin g 

which they had never done before. 

On a Saturday we went to the High school and requeste d 

the Principal to give us an hour each with the three senio r 

classes. H e was a kindly sou l and he assented. Th e young 

pupils sai d 'giv e u s games , music an d adventure' . Thes e 

were thei r choices , thei r interests . T o balanc e i t w e 

also gave them a career guidance cell . I t had take n 
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us two months, a ton of conflict and quarrel, a barrelful of 

concern and doubt, and bags of effort to reach this point. 

But we knew we had moved forward , ahead o f where we were 

when it all began for us. 
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ASSIGNMENT-FIVE 

This assignment has two situations. Pleas e go through 

them and answer the questions given. Chec k your answers for 

both situations with the Tutor. 

SITUATION-1 

For organising a  Nature Cam p you have invite d a  few 

leaders from neighbouring youth clubs to decide a suitable 

venue for the camp. Afte r initial discussion you notice two 

clearcut factions . Instea d o f attemptin g t o decid e th e 

venue they are now trying their best to dominate each other. 

Questions: 

1. Wh y could this have happened ? 

2. Wha t would you like to do to bring back the discussion 

to the objective of the meeting ? 
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SITUATION-2 

As a youth volunteer you wish to promote a rural health 

programme. Yo u hav e forme d a  yout h tea m to  manag e thi s 

programme. Th e firs t meetin g i s schedule d t o identif y 

several possible healt h area s fo r contributio n an d finall y 

to select on e healt h area , which ca n be pursued i n the 

initial period. Ther e are seven members - A, B , C, D, X, Y, 

Z - apart from you. 

The followin g interactio n take s plac e amongs t th e 

members of the youth team during the meeting. 

A: I  feel healthy eating habits are to be encouraged. 

B: No , th e firs t priorit y shoul d b e give n t o livin g 

conditions. 

A: Livin g condition s alon e ar e not . going t o promot e 

health. Moreove r you can't see or measure its impact. 

Y: Forge t about both, let us select vaccination clinics as 

the top priority programme. 

B: Oh ! Don't fight. Can' t we have all ? 

A: Don' t talk impossibly. B e practical ! 

X: Le t us decide without wasting time. Wha t are the needs 

of the community ? 

A: W e all know that. Don' t we ? 

At thi s junctur e yo u a s th e initiato r o f th e meetin g 

feel like intervening. 
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Questions 

1. Indicate , with respect to Situation-2 and with a brief 

justification, the probable presence or absence of the 

factors given in the following table. 

FACTOR 

EXTENSION MOTIVATION 

AMONG MEMBERS 

TRUST BETWEEN MEMBERS 

SUPERORDINATION 

CREATIVE THINKING IN 
THE GROUP 

GROUP NORMS 

PRESENCE OR 
ABSENCE 

JUSTIFICATION 



2. Wha t step s woul d yo u sugges t t o streamlin e th e 

discussion ? 
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