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Group dynamics and teamwork

An unknown author wrote that the church is busy raising mules.  On the first reading hereof a person could be offended as no one would like to be compared to an animal.  On reading further, one understands the author’s comment.  What he was trying to say was that there are a lot of people working very hard in the church.  They are involved in all the activities of the church.  They are the ones the Pastor always relies on to assist on specific tasks.  But, the author claims that just like the mule, these people never reproduce.  Once they leave the Church their work falls flat as they have not found someone to take over their task, or to fill the void that they have left.

Jesus gave the perfect example of not doing it alone.  He found 12 disciples who were actively trained over a period of three years to take His message to the entire world.  

In Matthew 28 He again stressed His calling when He told His remaining 11 disciples to: 
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“19: Therefore, as you go, disciple all the nations, baptizing them in the name of the Father, and of the Son, and of the Holy Spirit,

20: teaching them to obey all that I have commanded you. And remember, I am with you each and every day until the end of the age."  ISV
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In 2 Timothy 2:2 Paul wrote the following to Timothy:
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“What you have heard from me through many witnesses entrust to faithful people who will be able to teach others as well.”  ISV
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In both of these cases the final destiny of Christianity rests.  The willingness of people to multiply and to work in a group to achieve the specific call that they have been called to. 

In today’s world of “less time” and more commitments the responsibility to achieve growth in the church is more and more seen as the task of the Pastor alone.  Normal congregants are more and more telling Pastors that they are not remunerated for working in the church, he is, therefore the success of the church rests solely on the pastor, unless he realizes that he needs to implement other measures to achieve success and commitment. 

Group dynamics and teamwork is called for:

What is a group?

Sheriff says:


A group is a social unit which consists of a number of individuals who stand in (more or less) definite status and role relationship to one another and which possesses a set of values or norms of its own regulating the behaviour of individual members, at least in matters of consequence to the group.​[1]



Burgess describes it as:

“A unity of interacting personalities”​[2]

Groups are placed under the following headings:

Psychological groups:


“Consisting of two or more persons having an inter-dependent relationship where each member’s behaviour affects the group.  These members share an ideology.  Examples include families, friendship groups and political parties”.​[3]



A Social Organization:


“It refers to an integrated system of an integrated system of interrelated psychological groups formed to accomplish a stated objective.  Examples include a specific political party, or a factory, each with its own structure, ideology and role relationships.”​[4]



Influences on the cohesiveness of the Group:

	Group size

	Structural integration

	Consensus

	Sharing

	Normativeness







When will we start using Groups?

Hancock says that the leader should start implementing small groups “..when the demand for help exceeds the number, the time, or availability of those that can help...”​[5]  The Apostle Paul wrote to the congregation in Ephesians that the church should be mutually building itself up in a context of love.

What is Group Dynamics?

It developed out of the Gestalt (mainly through Max Wertheimer, Kurt Kofka, Wolfgang Kohler and Fritz Perls) psychology, with Group dynamics being formed mainly through the work of Lewin. 

Normally Gestalt psychology would be approached like psychodrama, where one of two methods is formed.  The one would be by working with an individual in front of the group, while the second will be to involve all the participants interacting in the group.​[6]  Feelings and sensations play a major role in the overall success of the task or challenge at hand.​[7]

Members break down the initial task in manageable and presentable tasks that can be addressed individually.​[8] 

Sikora states that group dynamics will lead to members of a group always taking out of the group more than what they brought in.​[9] 

Dynamics is seen as 

(1) the conflicting forces which are at work in all groups at all times, 

(2) others a field of study, or 

(3) a body of basic knowledge of group behaviour.​[10]

When a new member of a group attends for the first time a lot of questions are going through his or her mind.  The following questions can be asked:

	Will I be accepted or rejected? 

	How will this group differ from my daily interactions? 

	What exactly will these sessions be like? 

	What risks will I have to take in here? 

	How am I like other people here? Different? 

	Will I feel pressured and pushed to perform in a specific way? 

	How important will I be to others? 

	Who will be the real leaders? What can be achieved? 


	I am afraid I will look stupid. 

	Will I tell too much about myself? 

	Will others like me for who I am? 

	What if I find out what I'm really like? 

	What if everyone rejects me? 

	What if the group attacks me? 

	I'm afraid I will be withdrawn and passive. 

	What will happen if I really open up my feelings? 

	Will I embarrass myself? 

	What if I am asked to do something I don't want to do? 

	What if others can tell I am afraid and nervous? 

	What if I find out things about myself that I can't cope with? 


It is therefore very important to have someone present that will be able to lead the group.  Various dynamics have been researched, amongst others the 12 category system of Bales​[11] and that of Tuckman.  One should, as a Christian believer, also acknowledge that spiritual gifts and the personal ministry of the Holy Spirit play an immense role in the ability of a person or group’s dynamics.

For our purposes we will concentrate on the latter.  Tuckman​[12] states that group always follows a certain pattern of development.  The first can be explained as follows:

Forming:

In the onset personal relations are characterized by dependence. Group members rely on safe, patterned behavior and look to the group leader for guidance and direction. (Therefore strong facilitator is necessary in the initial forming of the Group.)

Group members have a desire for acceptance by the group and need to be know that the group is safe and that they can trust those associating with them. They set about gathering impressions and data about the similarities and differences among them and forming preferences for future sub grouping. Rules of behavior seem to be to keep things simple and to avoid controversy. Serious topics and feelings are avoided.  Members develop a “feel” for each other.  A process of forming opinions of fellow members and linking up with other members who share a view that is mutual.  This linking is not always done practically but can also be done in their thoughts. 

The other major function concerns orientation. Members attempt to become oriented to the tasks as well as to one another.  Members are reminded to take sole responsibility for his or own behaviour.  Blockages in terms of self-awareness such as intellectualizing can therefore be removed.​[13]

Discussion centers around defining the scope of the task, how to approach it, as well as other similar concerns. To successfully grow from this stage to the next, each member must relinquish the comfort of non-threatening topics and risk the possibility of conflict.

The next step according to Tuckman is:

Storming:

This phase is characterized by competition and conflict in the personal-relations dimension and organization in the task-functions dimension. As the group members attempt to organize for the task, conflict inevitably results in their personal relations. Individuals will have to bend and mold their feelings, their ideas, their attitudes, and beliefs to suit the group’s organization. As a natural “fear of exposure" or "fear of failure," exists there will be an increased desire for structural clarification and commitment. Group members want to know what they are going to do and why.  Although conflicts may or may not surface as group issues, they do exist and should be remembered when the leader prepares for the meetings.

Questions will arise about who is going to be responsible for what, what the rules are, what the reward system is, and what the criteria for evaluation are. These reflect conflicts over leadership, structure, power, and authority. Members could start to challenge one another to achieve a hierarchy within the group.  There may be wide swings in members’ behavior based on emerging issues of competition and hostilities. Timid members could become aggressive and like wise aggressive people could get timid. As discomfort is generated during this stage, some members may remain completely silent while others attempt to dominate.  The good leader should be prepared to handle both the situations.

In order to progress to the next stage, group members must move from a "testing and proving" mentality to a problem-solving mentality. The most important trait in helping groups to move on to the next stage seems to be the ability to listen.  Members will have to be able to listen to one another, give one another the chance to voice their opinion.  This is especially true when Brainstorming takes place and one member wants to take control of a meeting.  A good way to manage this would be to give all the members time to voice their opinion.

Norming:

During this stage, interpersonal relations are characterized by cohesion. Members are working together on their common goal. Group members are engaged in active acknowledgment of all members’ contributions, community building and maintenance, and solving of group issues. Jesus also prays for His disciples before His death that they will be one.​[14]

Recognition is given to those members who do something to uplift









































































































	In all of the different models that were discussed, the employees, or those doing a task did so because of the fact that they have the expectancy that they will be compensated in some way.


	The Church does not have the ability to compensate all who works in the Church, and therefore need to address the issue differently.







	A comment often made by those in Ministry is that it is sometimes easy to find people with a serving spirit, the challenge facing the Pastor is however to keep those people fired-up to complete the task that they have chosen.







	If a Pastor wants successful and motivated people in the Church, it is important that he learns how to build lasting relationships with his Church members. 







	Jesus Christ Himself used personal relationships with those around Him to motivate them to work in God’s Kingdom. 








	Motivation is emotional process that is psychological and not logical of nature.







	The process is motivation is fundamentally an unconscious process.  What is normally seen by those around the human being does not always make sense, but makes perfect sense to the person himself.







	The key to a person’s motivation lies within him and is therefore an individual manner.







	The motivating needs in people not only differ, but also change from time to time.  The same person will in some cases be motivated enough to do a certain task, but will lack the motivation to do it later.







	The process of motivation is a social process depending upon others for satisfaction of many of the person’s needs.







	A vast majority a human being’s actions are motivational processes that were initiated many years ago.​[19]




	Jesus was more interested in building relationships with those around Him than in the results that were to be achieved.







	Jesus built on the needs and aspirations of those around Him first.​[20]  This He could do by knowing their circumstances.  He never forced anyone to do anything that they did not want to do.







	He saw the potential​[21]  that was rooted in those around Him instead of looking at the way that they performed a certain task.







	He helped those around Him to see and to realize their own potential.​[22]  This He did by encouraging them as well as by sharing His vision with them.







	Jesus lead by example, He never told those around Him to do certain tasks if He has not personally done so Himself. 







	Jesus did not seek the credit of task done, but rather worked through those around Him, urging them to be successful.







	In achieving success He had to trust those around Him to do the tasks that He willed them to do.







	Jesus listened to those around Him, while still sharing His views with them.







	He has set us an example of building bridges by communicating clearly with those around Him.



	By understanding what is requested of him as a leader.  Solomon​[23] defined the following four qualities of a leader who wishes to motivate people around him.  These are:







	Honesty

	Loyalty

	Generosity

	Humility







	Instead of trying to motivate his congregation, a Pastor needs to build meaningful relationships with his Church goers.  In doing so he is following the example set by Jesus as described above.







	The Apostle Paul also set an example in his education of Timothy.  







	2Ti 1:8 therefore, never be ashamed of the testimony about our Lord or of me, his prisoner. Instead, by God's power, join me in suffering for the sake of the gospel. (ISV)

	2Ti 2:2  What you have heard from me through many witnesses entrust to faithful people who will be able to teach others as well (ISV)







	A Church needs to have a specific mission and vision statement.  The Church goers will be willing to support something that they know, rather than something that has not been defined. 







	The Pastor should ask the question whether the task at hand is in line with the mission and vision statement of the Church.

	He also needs to determine whether the task will be supported by the Church in whole.

	The Pastor should also be a person of vision.  It is important to communicate an exciting task so that the members’ lives can be influenced significantly.​[24] 

	To increase motivation, the Pastor will need to stimulate the Members’ dissatisfaction with the current status quo.​[25]







	The Pastor will need to have personal discussion with those people that he feels can be utilized in the task at hand.  In doing so he will determine:







	Whether those identified are willing to serve.

	Whether those identified feel competent in doing the task at hand.

	Whether those identified have enough time at hand to successfully complete the task at hand.  

	It is important that all these discussions take place without any undue pressure on those identified.

	It is also important that he is available to the members so that communication can be more effectively done.​[26]







	Each member of the Congregation needs to determine where he or she can assist.  Should they not be in a position to determine where they fit in the Pastor can assist by presenting a course where their specific Spiritual Gifts can be determined.  (Numerous such courses are available in the market.)







	The Pastor will need to hand each member of the task group a sheet containing various facets, for instance:







	The members need to know the goal of the task.

	The description of the demarcated task at hand.

	A name list and contact particulars of all those involved with the task.

	A monitoring and evaluation measure need to be supplied so that the members can constantly track their successes and adjust their path where necessary.







	The team should also be trained in the task that is at hand.  This should be done by the Pastor himself. 







	The members should also be made aware of what is expected from them by living the example to them.







	Church members must be encouraged to take charge of the Ministry.  This in itself will lead to Church members experiencing the church as their church, and not the Pastor’s church.  A sense of belonging and ownership is harvested.  The Pastor will however need to consider the following:







	He will have to consult with the members before implementing changes.  Participative management is one of the best tools of motivation that can be implemented by the Pastor.​[27]

	He will have to remain open-minded by listening to the inputs of the members.

	The Pastor must be a good listener and should not pre-impose his own ideas on the members.  

	Communication is also a very important building block in motivating the members of the congregation.  By proper and regular communication the following results can be achieved:


	The Congregation’s Mission and Vision will be known to all its members.

	Prayer requests will be communicating the needs in the Church.

	Testimonies will motivate others to part-take in the various facets of the church’s activities.  When the members are made aware of the activities they will be motivated to support it.

	By communicating the positive feedbacks with the congregation they will be motivated to continue with their support of the ministry.  Positive feedbacks convey the message that progress is made in the Church.

	Trotman​[28] identified the following five-step programme to achieve maximum communication effectiveness:











	Help him keep going.







	Telling is not teaching, meaning that to show a person through personally doing a task is better than to tell people to do it.  




	Listening is not learning.  The person/s with which the Pastor communicate(s) should be actively involved in the communication process.

	The motivator should take the member by the hand and lead him through the task.







	Encouraging the members of the church is also a very important point in the achievement of a positive and motivated outcome.  The encouragement can be conveyed through:







	Praising the individuals and the group for the successes achieved.

	By listening to the members.

	By praying with and also importantly WITH the members.

	By recognition and compliments.

	By fellowship.  

	By follow-up.

	Being a committed Pastor to influence the members of the church to grow and develop.







	Time management is also a very important facet in motivating the members.  This can be done the following way:







	Minimizing the demands of time spent in meeting.

	Minimizing the frequency of meetings.  Meetings should rather be longer and conclusively than short and extending the meeting over a period of days.

	The Pastor must also respect the demands on the “free time” of the members.







	Accountability should be brought about by:







	Keeping the members responsible for the tasks that they undertake.

	By giving the members clear instructions and deadlines.

	By demanding regular progress reports.

	It is however important to note that the Pastor should not keep any negative responses against the member personally, but adjust the negative actions of the member.​[31]
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