SUSAN WHEELAN:

Fungerande grupper ger

EN BATTRE VARLD

Manniskor blir gladare och affarerna géar battre. Skolbarn far hdgre betyg
och fler Gverlever pa operationsbordet. Allt detta sker, bara arbetsgrupperna
fungerar optimalt, havdar Susan Wheelan, varldens ledande forskare inom
gruppdynamik kopplad till produktivitet.

usan Wheelan ar en klarogd

och charmig kvinna som under

interviun ofta kommenterar
sina forskningsresultat med “that’s
pretty cool stuff, isn’t it?”. Det som ar
sa coolt dar kopplingen mellan god
gruppdynamik och hég produktivitet,
tycker hon.

Pa forsommaren besokte Susan
Wheelan Sverige for atc bland annat
vara inledningstalare pa en forsknings-
konferens om gruppdynamik. Men

hon har ocksa andra band till Sverige.
Sedan linge har hon arbetat tillsam-
mans med svenska konsultforetag och
det ir hennes teorier som ligger bakom
Forsvarshogskolans omvandling av
den gruppdynamiska chefskursen
UGL, utveckling av grupp och ledare.
(se artikel i P&L nummer 4, 2008.

HON AR MYCKET TYDLIG i sina budskap, som
ar baserade pa 40 ars forskning, savil
helt egen som en rad metastudier. Forst

— Om datomn inte fungerar far man ofta snabb hjalp. Om teamet inte fungerar borde man ha rétt till lika
snabb hjalp, tycker Susan Wheelan, frontfigur inom den gruppdynamiska forskningen.
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och frimst slar hon fast att gruppdyna-
mik dr nagot evigr.

— Vi har det i vart dna. Vi maste an-
passa oss for att overleva och for att
inte bli utstotra.

P fragor om skillnader mellan forr
och nu, om skillnader mellan man och
kvinnor och om vad som skiljer olika
kulturer dr svaret det samma. Nej, nej
och nej, hon har inte funnit nagra skill-
nader vdrda att nimnas. Vi manniskor
fungerar likadant, nar vi hamnar i en
grupp. De faser gruppen gar igenom
ser alltid likadana ut, dven om de kan
ta sig olika starka uttryck.

Under manga ar har hon sysslat
med grundforskning; studier av grup-
per med hjalp av videokamera. Nir
hon borjade sina studier fanns inte sa
mycket av teori inom det gruppdyna-
miska omrader och Susan Wheelan an-
ser att det beror pa att det da inte fanns
tekniska hjdlpmedel.

For att studera vad som hinder i en
grupp krévs ldtthanterade filmkameror
samt datorer som kan bearbeta infor-
mation.

— Det dr nodvandigt for art fanga vad
som hinder 1 gruppen, poangterar hon.

Sambanden mellan produktivitet



och val fungerande team finns saval i
Susan Wheelans som 1 andras forsk-
ning. Exempel: om kirurgteamer fun-
gerar vdl minskar dodligheten pa ope-
rationsbordet, om ldrarteamet inte

stors av konflikter presterar skolbar-
nen béttre och om ledningsteamet 4r
sammansvetsat hojs produktiviteten.

Susan Wheelan ar irriterad éver den
bristande forstaelsen for att det tar tid att
bygga team. Ofta far hon forfragningar
om att snabbr fixa teamet och skicka
rakningen.

— Men det tar minst tre till fyra mana-
der for att en grupp ska hinna ga igenom
de faser som kravs for atc bli ett hogpre-
sterande team.

Gort om tid och ett medvetande om

grunderna i gruppdynamisk teori, plus
mojligher ate kalla pa professionell hjalp
om det kor ihop sig, dr receptet for at
forvandla en ny grupp till etr val funge-
rande team, anser Susan Wheelan.

— I stallet for att forsoka skapa ett
fungerande team pd tvd veckor — ge
uppgiften till ett redan sammansversat,
hogpresterande team sa loser de den pa
tre dagar.

HON TYCKER ATT DET ar alldeles for stort
fokus pa ledarskap och alldeles for lite
fokus pa medarbetarskap och grupput-
veckling. Susan Wheelan har ibland er-
bjudit foretag att ge gratis utbildning
till medarbetarna, men nej, de har bara
velat ha ledarutbildning.

FYRAFASERPA
VAGEN TILL DET HOG-

1. Tillhrighet och trygghet.
Ledaren behover ge struktur och fatta
beslut. Du vet att gruppen &r i fas ett
ndr ledaren stéller en fraga och ingen
svarar — allt ledaren sager tycks for-
svinna in i Bermudatriangeln.

2. Opposition och konflikt

Ledarens utmaning ar att inte ta mot-
stand och attacker personligt. Du vet
att gruppen ar i fas tva nar du hellre
skulle dra ut alla dina tander utan be-
ddvning an att ga pa nasta gruppmote.

3. Tillit och struktur

Ledarens roll ar att vara konsultativ och
delegerande; utmaningen ar att lyssna

och coacha. Du vet att gruppen ar i fas
tre nar du marker att du vill le glatt mot

kollegan som gjorde dig vansinnig férra
manaden.

4. Arbete och produktivitet

Ledaren behdver underlatta, stodja och
utveckla; utmaningen ar att sta tillbaka
och slappa kontrollen. Du vet att grup-
pen ar i fas fyra nar du inte kan tanka
dig nagot béttre an att vara en del av
just:denna grupp.

(KALLA/SVENSK OVERSATTNING: SANDAHL
PARTNERS)



Namn: Susan Wheelan.

Alder: 61.

Rétter: Skottland.

Bostad: | Cape Cod utanfér Boston.
Karridr: Larare, forskare och professor
i psykologi vid Temple university, Penn-
sylvania. Skrivit en lang rad bocker
samt otaliga vetenskapliga artiklar om
gruppdynamik. Jobbar nu som konsult.
Fritid: Galen | tennis. "Jag borjade spela
nér jag var 40 och varje gang blir jag
som en elva-aring som ska ivag och ha
skoj med kompisarna.”

Drém: Att fa leva tills vi moter utom-
jordingarna.”Forst da kemmer mannis-
korna pa jorden att sluta kriga"

Nir problem uppstar i gruppen ar
det ocksa oftast ledaren som lyfts bort.

— Behall ledaren och hjilp teamet i
stallet, rader Susan Wheelan. Antingen
far man jobba med gruppdynamiken
eller samtidigt byta ut minst sex av tio i
gruppen. Byter man ut en och en foran-
dras inte dynamiken. Jag kom i kon-
takt med etr team, som hade varit lag-
presterande 1 19 ar. Alla medlemmar
var utbytra, men en i taget...

Att vara ett vil fungerande team
innebar inte friher fran konflikter.

— Sakkonflikter 4r bra, men inter-
personella konflikter dédar gruppen.

Gruppdynamik ér evig och ofordnderiig, anser Susan Wheelan. Hon ser inte nagra stora foréndringar

over tid och inte heller nagra skillnader mellan mén och kvinnor eller mellan manniskor fran olika kulturer.

Bort fran varandra, men pa uppgiften,
uppmanar Susan Wheelan.

ENLIGT SUSAN WHEELAN fiNNS der fyra faser
pa vdgen till det val fungerande teamet.

Den forsta fasen kinnetecknas av
tillhorighet och tryggher. Darefter
kommer fas nummer tva med opposi-
tion, konflikt och ifrigasirrande av le-
darskapet.

— Da tycker alla arc ledaren dr en
idior, summerar Susan Wheelan.

Fas tre innebar tillic och strukrur, en
bit pa vigen till fas fyra som ger plats
atarbete och produkrivitet.

® Gruppdynamiken ar densamma, oavsett historisk tid, kén eller kultur.

® Det &r mycket mer effektivt att satsa pa grupputveckiing 2n pa ledarutveckiing.
® Det tar mellan tre och fyra manader for ett team att ga igenom de faser som ar
nodvandiga for att kunna fungera optimalt.

® Att lagga pengar pa ytliga teambyggaraktiviteter ar lika med att kasta demii sjon.
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Men hur sdtter man da ihop det op-
timala teamet som snabbr och elegant
glider igenom de fyra faserna?

— Sok efter personer som vet hur
man gor det jobb som ska goras, som
kan innehallet 1 uppgiften, siger Susan
Wheelan som tycker att allt for mycket
krut laggs pa att leta efter personlig-
hetsfakrorer.

— Jag har sett team som har satts
ihop efter Myers-Briggs personlighets-
test, men dir ingen visste hur man
skulle gora jobbet. ®
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CREATING EFFEC-
TIVE TEAMS

— a guide for mem-
bers and leaders,
Susan A Wheelan
Sage publications

ISBN: 141 29 1376 4
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SUSAN WHEELAN:

Functioning groups offer
ABETTER WORLD

People are happier and business goes better. Schoolchildren receive
better grades and more people survive the operating theater. All this
happens only if work groups function optimally, maintains Susan
Wheelan, one of the world’s leading researchers in the field of group
dynamics in connection to productivity.

Susan Wheelan is a bright-eyed and charming woman who throughout the

duration of the interview often comments on her own research results with “that's
pretty cool stuff, isn't it?” What is cool, she believes, is the connection between
group dynamics and high productivity.

Last summer Susan Wheelan visited Sweden in order to, among other things,
be the keynote speaker at a research conference about group dynamics. But she
has other ties to Sweden as well. For a long time she has been working together
with Swedish consulting firms and it is her theories which are behind The Swedish
National Defense College’s transformation of the dynamical group leadership
course UGL, Development the of Group and Leader (see article in P&L [Personnel
& Leadership] number 4, 2008).

Her message is very clear-cut and is based on 40 years of research, much of
which is her own as well as a line up of meta-studies. First and foremost she
determines that group dynamics is something eternal. “We have this in our DNA. We
have to adapt in order to survive and to not be expelled from our groups and
communities”. Questioned about whether any differences have emerged between
then and now, differences between men and women, or between cultures, the
answer remains the same. No, no, no, she has not found any differences worth
mentioning. We people function similarly when we end up in a group. The phases
that the group goes through always look the same even though they may take on
different strengths of expression.

For a great many years she has been working on basic research; studying
groups with the aid of a video camera. When she began her studies there was not
much research surrounding the area of group dynamics and Susan Wheelan
believes that this was due to the lack of technical resources at that time.

In order to study what is happening in a group you require cameras that are



easy to manage as well as computers to process the data. This is necessary in
order to find out what happens in the group, she points out. The connection
between productivity and an efficient team is to be found as much in Susan
Wheelan’s research as it is to be found in the research of others. For example — if
the surgical team functions well, mortality is reduced in the operating theater. If the
teaching team is not disrupted by conflicts, then schoolchildren perform better. And
if the management team is welded together, productivity is increased accordingly.

Susan Wheelan is irritated about the lack of understanding concerning the
time it takes to build a team. She often is asked to quickly fix teams and send the bill.
“But it takes three to four months, at least, for a group to manage to go through the
phases that are required in order to become a high performance team”. Plenty of
time and an understanding of the basics of the theory of group dynamics, as well as
the possibility of calling in professional help if things get stuck - this is the recipe for
turning a new group into a high functioning team, Susan Wheelan believes.

“Instead of trying to create a functioning team in two weeks, hand the task
over to an already tightly welded high-performance group and they will solve it in
three days”. She believes that there is already far too much focus on leadership and
far too little focus on collaboration and group development. Susan Wheelan has
sometimes offered companies the service of free employee training. But no, they
only want to have management training.

When problems arise within the group it is often the leader that is fired or
removed. “Keep the leader and help the team instead”, says Susan Wheelan. You
can either work with the group dynamic or similarly change at least six out of ten of
the group. If you change them one by one the dynamic will not change. | came into
contact with a group that had been performing poorly for 19 years. All the members
were changed, but one at a time...”

To be a well functioning team does not imply freedom from conflicts. "Conflict
of issues is good but interpersonal conflicts kill the group”. “Get away from each and
on to the task”, encourages Susan Wheelan

According to Susan Wheelan there are four phases on the road to the well
functioning team.

The first phase is characterized by belonging and security. After that comes
phase two, with opposition, conflict and questioning of the leadership. “Everybody
then thinks that the leader is an idiot” summarizes Susan Wheelan. Phase three
implies trust and structure, a little bit along the road to phase four, which leads to
work and productivity.

But how do you piece together the optimal team who will quickly and elegantly sail
through the four phases? “Seek out people who know how to do the job that is to be
done, who know the content of the task”, says Susan Wheelan who believes that all
too much prominence is given over to finding personality factors. “| have seen teams
fitted together according to Myers-Briggs personality tests, but who didn’t know how
to do the job. «
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[Caption under the portrait p. 18]

“If the computer is not functioning you can often get immediate help, if the team is
not functioning you should have the right to similar immediate help”, is the opinion
of Susan Wheelan, a leading figure in the research surrounding group dynamics.

[Caption box on p. 19 right side of page]
Four phases on the road to high-performance>>

1. Belonging and security

The leader needs to provide structure and make decisions. You know that the group
is at phase one when the leader asks a question and nobody answers — everything
the leaders says seems to disappear into the Bermuda triangle.

2.0pposition and Conflict

The challenge that a leader faces is not to oppose and attack on a personal level.
You know that the group is at phase two when you would rather pull out all your
teeth without an anesthetic than to go along to the next group meeting.

3. Trust and structure

The role of the leader is to be consultative and delegating; the challenge is to listen
and coach. You know that the group is at phase three when you notice that you
want to smile broadly at the colleague who drove you crazy last month.

4. Work and productivity

The leader needs to facilitate, support and develop; the challenge is to stand back
and let go of the control. You know that the group is at phase four when you can’t
imagine anything better than being part of this particular group.

(SOURCE SWEDISH TRANSLATION: SANDAHL PARTNERS)

[Caption under the portrait p. 20]

Group dynamics is eternal and unalterable, Susan Wheelan believes. She does not
see any great changes over time; neither does she see any difference between men
and women or between people from different cultural backgrounds.



[Caption box upper left p. 20]
Personally>>

Name: Susan Wheelan.

Age: 61.

Roots: Scotland.

Residence: Cape Cod outside Boston.

Career: Teacher, researcher and professor of psychology at Temple University,
Pennsylvania. Has written a long series of books, as well as innumerable scientific
articles on group dynamics. Working presently as a consultant.

Leisure: Crazy about tennis. “l began playing when | was 40 and each time I'm like
an eleven year old who is going off to have fun with pals”

Dream: To get to live to see aliens “Only then will people stop fighting on the earth”.

[Caption Box p. 20, lower right]
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[Caption Box p. 20, lower left]
SUSAN WHEELAN’'S MESSAGE

+ The group dynamic is the same, regardless of historical epoch, sex or culture.

+ It is much more effective to invest in group development than managerial
development.

+ It takes between three to four months for team to go through the phases that are

necessary if it is to function optimally.

+ Putting money down on superficial team-building activities is the same as

throwing



it into the sea.
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