                                                 4
4 

PROCESS GUIDELINES 

FOR GROUP MEETINGS* 

1.  It is almost always inappropriate and disrespectful to interrupt a person who has not finished speaking.  We agree to be especially careful not to begin speaking until the previous speaker has finished.  Conversely, we agree to remember when we are speaking that others in the group are waiting, and not to extend our comments unnecessarily.

2.  Care should be taken that all members of the group have an equal opportunity to be heard.  While it is inevitable that some people will speak more than others, the group should be alert to efforts to speak by anyone who has not done so.  In the event that several members wish to address an issue, those who have previously spoken less should be recognized before those who have spoken more.  Members who are naturally “talkative” should not feel apologetic about this, but should monitor their own speaking behavior during meetings in order to give others an opportunity.

3.  We agree that constructive criticism is an essential part of the process of discussion.  Restrained politeness is as oppressive as unrestrained criticism.

4.  We agree to criticize the act or idea, and not the person.  Personal attacks are worse than useless; they devalue others and are unfair.

5.  We agree to freely give, and to accept, positive appreciations.  This is important in breaking competitiveness and in building trust.  We agree to listen fully to appreciations, refusing them if they don't feel right, but letting them in and enjoying them if they feel appropriate.

6.  We agree to avoid criticisms that use generalities without referring to specifics.  Criticisms should be as concrete and specific as possible.

7.  We agree to avoid criticism that says only what not to do, rather than saying what to start doing.  Criticism should point to specific ways the person or group could change, if they agree that the criticism is valid.

8.  We agree to try to hear criticisms as statements about the criticizer's experience, not as the whole truth.  It is as important for people not to devalue themselves when hearing criticism as it is for them not to devalue someone else when giving a criticism.

9.  People are encouraged to ask for appreciation and support when they want it.  Rather than being stoic, people should try to take care of each other, and also of themselves.

10. People are encouraged to check out assumptions or hunches that they may have made about other people.  For example: “I have a hunch that you're hurt and angry because I spoke against your point, am I right about that?”  Private processing thus becomes public, so people can respond to real issues and real feelings.  We agree to recognize and validate “grains of truth,” when someone checks out their hunches with us.

11. If we have played any part in a problem we are criticizing, we agree to give self-criticism along with criticism.

ROLES FOR SUPPORTING A GROUP* 

In order for a group to function effectively, these group task roles need to be fulfilled. Sometimes, people can take on more than one role.

Initiator: makes ideas and suggestions about solutions and decisions; proposes goals and objectives.

Information Seeker: asks for clarification.

Information Giver: offers facts or personal explanations that relate to topic.

Opinion Seeker: asks for expression of feelings; seeks opinions.

Opinion Giver: states belief about a matter.

Coordinator: clarifies the relationships among information, opinions, and ideas.

Diagnostician: figures out what the problems are.

Summarizer: pulls together related ideas and suggestions.

Energizer: prods group into action.

Procedure Developer: handles routine tasks.

Secretary: keeps notes.

Evaluator: critically analyzes according to set of standards; checks on consensus.

Supporter: encourages others to speak.

Harmonizer: works to mediate tense situations.

Tension Reliever: gives others a break from constricting emotions.

Compromiser: looks for ways to bridge differences.

Gatekeeper: makes sure everyone is heard.

ROLES FOR SABOTAGING A GROUP*
Blocker: interferes with progress by rejecting ideas or taking a negative stand on any and all issues; refuses to cooperate.

Aggressor: struggles for status by deflating the status of others; boasts; criticizes.

Deserter: withdraws; remains indifferent; engages in irrelevant side conversations.

Dominator: interrupts and embarks on long monologues; authoritative; monopolizes the group’s time.

Historian: refuses to consider changing the way things are done; what was good enough before is good enough now.

Recognition Seeker: attempts to gain attention in an exaggerated manner; boasts about past accomplishments; relates irrelevant personal experiences.

Confessor: irrelevant personal catharsis; uses group to work out own mistakes and feelings.

Playboy: lack of involvement through sense of humor.

Special Interest Player: representative of another group/philosophy; different, sometimes hidden agenda.

Distractor: attempts to divert attention from the group’s real task by making inflammatory statements or bringing up side issues.

Frog: a type of distractor who provokes the group to immediately jump into a debate on the conclusions of an issue, bypassing any analysis of the data that might lead to informed debate and subsequent conclusions.

Pontificator: refuses to believe that anyone else’s experience could have meaning for him or herself.

Good saboteurs will often take on more than one of these roles in order to get their self-centered needs met.  But even those of us without a drive to gain attention by destroying group functioning find ourselves occasionally engaging in some of these roles.  It is therefore helpful to have a name to apply to the behavior so that you can recognize it, shut it down, and eventually come back to seek the motivation for the behavior.  A good way to counter to this tendency is to ask “Is what I want to say important for me to say, or important for the group to hear?”  The answer is sometimes “both.”  It is OK to if the answer is sometimes “for me,” but if it is most often that answer, there is a need to examine why.

* The guidelines are derived from those of the National Organization for Men Against Sexism (NOMAS) <https://nomas.org/nomas-process-guidelines/>.


* From Tess Wiseheart (personal communication, 1994).


* From Tess Wiseheart (personal communication, 1994), with the last three roles added by the author.
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