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psychodynamic circles. However, they certainly occur with great:
regularity, even in groups supposedly run along nondirective lines. Th
therapist needs to be alert to their presence to ensure that they a
being used in a constructive fashion.

CHAPTER 4
How Groups Develop

Psychological Work Factors

Self-understanding and interpersonal learning are two therapeu-
tic factors concerned with the acquisition of insight into one’s beha
ior or reactions and learning from interactional events. These tw
processes are difficult to separate because they represent the internal.
and external components of the same process. Insight focuses o
internal states of mind that are revealed in interpersonal action. Inte
personal learning results in enduring internal alterations concerning’
how the individual views the interpersonal world. Interpersonal lear
ing has been divided into input and output categories. Input refers to
the effects of receiving feedback from others. Output concerns a
tempts to try out new behaviors with others. Self-understanding can’
be:viewed as the resulting *‘corrective emotional experience.” Com-
pared-with-individual therapy, the tempo of interpersonal learning is
generally;more vigorous, multifaceted, and unpredictable in groups. In
Chapter .10, the discussion of critical incidents centers around the
process.of psychological learning. These psychological work factors
will: be discussed:in detail there. :

This chapter provides an overview of group developmental
stages. In Chapter 5, social roles will be described that identify the
- contribution made by different types of members to the development
.. of the group system. Developmental stages and social roles together
constitute a theoretical infrastructure for organizing group phenom-
ena. These two chapters outline the principal ideas in a condensed
= fashion so that the full range of the material can be surveyed at one
Summary ' time. The material will be applied to clinical work in greater detail in

- @ Chapters 8-11.

This chapter has introduced the language of General Systems
Theory. The idea of the therapy group as a complex set of interacting
members that can be understood at several levels is fundamental to
clinical work. The importance of identifying boundaries and using
these as a therapeutic focus will be developed in later chapters. Thera-
peutic factors provide a considerable portion of the help attributed to
group therapy. They are understood as mechanisms residing in the
very nature of group interaction and are not dependent solely on
therapist interventions. A simple clustering of the therapeutic factors
described in the literature is provided.

The Concept of Development

The idea of social systems maturing over time grows out of the
general systems orientation introduced in Chapter 3 and the impor-
tance of boundaries for defining a system. Development is reflected in
the emergence of boundary issues that, if successfully addressed,
result in a gradual deepening of the group experience. An appreciation
of the group task being addressed in each stage may help the therapist
to understand the significance of some types of member behavior.

The phenomenon of developmental stages in groups is found in
both the social psychology literature and in studies of clinical groups.
Some authors limit their lists of stages to four, whereas others prefer
* expanded lists of up to nine stages. In this book, six stages are
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presented: engagement, differentiation, individuation, intimacy, and

mutuality, plus termination.

The notion that groups go through a series of predictable devel-
opmental stages is somewhat surprising. It is easy to understand the ¢
importance of developmental stages in infants because their develop- :
ment is tied to physiological maturation processes. Group develop-
ment, on the other hand, is dependent on the individual contributions
of mature adults. Yet consistently, in psychotherapy groups, adminis-
trative committees, community organizations, or athletic teams, the
same patterns emerge. Stage concepts may also be applied to the
process by which the relationship between two people deepens over
time, as in a marriage or in individual psychotherapy. An understand-
ing of the developmental context gives the clinician a useful perspec-

tive on the meaning of social behavior.

The concept of group development is another way of addressing
group-as-a-whole phenomena. In Chapter 1, reference was made to
Bion's ideas about “basic assumption” states and Whitaker's descrip-
tion of psychological conflict held in common by the group members.
These same events can be interpreted in terms of group developmen-
tal:tasks. As.in the indiyidual psychotherapy literature, different theo-

ret;i,_c:‘al_-.-st_r;adi_tions.;use,diﬁ’erent metaphors to describe similar events,

anding:the group as a whole.

thatthe:group 'members must address in each stage. This expanded:
view provides the therapist with pragmatic guidelines regarding the

sorts of interventions that might be most useful. In the stage model,
group development is conceptualized as an epigenetic process in
which adequate resolution of any one stage is in part dependent on
satisfactory mastery of the preceding stage or stages. At the same
time, the tasks of all stages are continually before the group. For

example, the engagement task of stage 1 may come into focus again "

whenever group membership changes, or whenever the group be-
comes disillusioned with its progress. As a group develops over time,
the members interact with increasing complexity.

The ideas of group development are particularly appropriate for
time-limited groups. Because such groups generally have consistent
membership, there is an opportunity to observe developmental fea-
tures more acutely than in groups in which members change. When

geof:stage development is a particularly useful metaphor

wwlngvusua _p.pr’oé'ch-‘to stages is descriptive in nature. In this
c;hagpter,-‘;’st_ggej descriptions are augmented with ideas about the tasks -
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there are time constraints, groups must move as rapidly as possible
Into more advanced working stages. By accurately attending to the
-~ tasks of stages 1 and 2, the therapist can achieve more time for such
work. The more the group experience is packaged into a time-limited
format with consistent membership, the more evident will be the
progression through stage tasks.

Each group developmental stage is characterized by its own style

of internal organization. This may be understood as a task that in-
volves a particular set of interpersonal issues that come into focus
during that stage. The task polarizes the members 'along its particular
dimension and implicitly demands that each memberreveal a position
on the relevant issues. A dialectical tension thus.is set up within the
. group membership that creates a pressure to resolve' the extreme
positions. ‘ Ui

The group task is mirrored within ‘the: individual ‘member in

whom it will be addressed with more or less ease according to
characterologic structure. Each member must participate in attempts
to master the task of each stage. Only in this fashion can the members
benefit maximally from the group process. Conversely, the process of
addressing a sequence of common tasks contributes to a sense of
""groupness.” Members seriously out of step with the main body of the
group are liable to feel alienated. If they are ahead of the majority, they
may feel that they are getting little out of the experience. If they are
behind, they may experience a drop in self-esteem because of their
fallure to participate with the other members. In time-limited groups,

I8 is a strong argument for a certain degree of homogeneity in group

Jomposition.

A period of developmental change tends to be followed by a
onsolidation phase during which the members work out their reac-

tion to the new set of role expectations. Thus, the group structure

Indergoes a series of transformations, with periods of change alter-
idting with times of consistency. Within each stage, the individual
Nember is forced to confront the issues “in focus” during that stage.
he stage tasks encompass the major themes of human development.
ey form a predictable sequence by which human relationships are
eepened and enriched. In relationships, as in individual growth and
‘ velopment, one must learn to walk before learning to run. The times
f transition between stages are critical points of change during which
éw and more complex interactional behaviors are attempted by
' up members (25).
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group room for the first session. The members do not yet repre-
@nt real identities; they form an undifferentiated membership cluster.
The task for individual members is to allow themselves to be-
ime part of the group. Almost everyone experiences anxiety when
ed with the task of entering a new social system. Often this fear is
pclated with the idea that one will not fit in, will be found different,
fid perhaps will be asked to leave. The task of “getting in" the group
jysually handled by self-disclosure. The tentative and partial nature
ese self-disclosures is paralleled by the tendency for the other
up members to accept them in an uncritical fashion. Members will
itlvely seek positive identifications and similarities rather than make
itltical or negative critical comparisons. - :
- The process of self-disclosure and the resulting sense of accep-
iince is of far greater importance during the early stages of a group
h the actual content discussed. When individuals put irito words
}16 . concerns they hold about themselves, they are implicitly acknowl-
ging the need to work on these issues; that is, they are accepting
mselves as objects of concern. This process of acknowledgment is
first major step toward successful therapy. The identification of
als with some commonality to other members enhances the univer-
Ity experience. All of these experiences serve to differentiate the
up experience from outside circumstances. They create a sense of
at this particular group is going to be about.

- The tasks of the engagement stage can be considered accom-
lished when all members have actively participated in the group and
Bre is a rising sense of satisfaction and commitment to participa-
There is a conviction that the group is going to survive and a
fortable sense of cohesion. This is very similar to descriptions
the individual psychotherapy literature of a positive working alli-
ge. Groups may become stuck in the relatlvely pleasant: but non-
enging atmosphere of the first stage, and ‘the- le \
ared to assist the group in moving on oncé the stage fasks have
accomplished.

Developmental Stages
Stage 1: Engagement

The first task of the group is to ensure that all members:
engaged in its activities. If the group does not coalesce, then *
therapy’' cannot occur. This process entails a commitment frome
member to participate. The lnterpersonal dimension that beco
polarized in stage 1 is along an axis from trusting and relying oni
group at one end, to keeping separate and distant on the other.
task is addressed through two major mechanisms. The first is
comparison of similarities between the members that prom
universality. The second focuses on the identification of -differen
between experiences in the group and outside circumstances.
assmts in developing the €xternal ‘boundary of the group.

. The structure of the group is portrayed in Figure 4-1. The bo
ary: focus is on: thie external boundary of the group. This underscof:
the: need for groupridentity and definition. The designated leader is
only /person:about whorn the group members have some knowled;
_vﬁc ‘expectations. The leader created the group, 8
meinbers; and signals the beginning by closing the door

§tage 2: Differentiation

The central tasks of the second stage of group development are
cognize that differences exist among members and to develop
hods for conflict resolution. The term differentiation identifies the
ks of the stage more accurately than the usual descriptive title of
nflict stage. The work of this stage contrasts with the focus on

Figure 4-1. Group structure in the engagement stage.
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similarities in the first stage, and the emergence of this themati
is inherently more difficult and anxiety inducing. However, a
confrontational style addresses the tendency in stage 1 to sho
critical acceptance. A cooperative style of addressing differet

must be developed.

The interpersonal axis being examined in this stage lies betw
the active initiating pole of confronting and asserting, and the av;
ance of conflict through passive acceptance. This is a shift from s
1, in which most of the behaviors lay in the positive and re

spectrum.

The new group structure is portrayed in Figure 4-2. The foc
now on the individual boundary of each member. This produces: fi
tion at the interface with others, but the task of the group is focuseg
on recognizing the individual. “‘Real” identifiable people are begin
to emerge, though they are still seen in rather general and somew
stereotypic terms. The designated leader still plays a predominant x;

in the group. -

The process of interpersonal challenge that is going on at:
group-level will be échoed at an internal level for each member. T
need : to justify .one's position through assertive statements forg
increased self—diselosure The process of defending oneself, taki
s,tapds, and:criticizing others will often bring to the surface aspects

OO0
O O

Figure 4-2. Group structure in the differentiation stage.

pw QGroups Develop 53

lie self that are viewed ambivalently or negatively. These self-per-
@pts may be as polarized as those within the group generally. Often
hey are seen as autonomous urges or mysterious reactions beyond
nscious control: “The Devil made me do it."” Indeed, the exagger-
d and stereotypic aspects of the group process in stage 2 often
htall the use of projective defenses through which rejected aspects of
BIf are reacted to in others. The group process helps the individual to
icknowledge personal issues that need to be addressed. By putting
heae into words for the group, the member is at the same time
larlfylng them for self. The individual must become able to tolerate
ctions of anger and conflict in self and-others. These may be
ipsociated with the fear of destructive loss of control.
. The individual is also challenged by the group to conform to
yxplicitly stated group expectations. This entails a greater commit-
nent to groupness, which may be interpreted as a loss of individuality.
e process of working through these issues serves to consolidate
roup cohesion and engenders a deeper commitment to the group by
t8' members. The stage reaches its closure when all members have
participated to some extent in the assertive work of self-expression
d when the group is able to tolerate challenges and confrontations
constructive events. The members realize that they are acceptable
lo the group even when they seem to be at their worst. There is a
acognition that everyone does not need to have the same viewpoint
order to get along. Stage 2 often ends unexpectedly. The leader may
me out of one session fearing that the group is going to self-destruct
Ind enter the next session to find a happily interacting working group.
" The group moves on from the first two stages with two important
alities: a sense of universality regarding common problems and
als and an ability to tolerate differences and challenge them. Impor-
nt work has been done on two major aspects of interpersonal func-
tioning—affiliation tasks in stage 1 and self-definition tasks in stage 2.
5§ *us, the first two stages of the group equip the system for more
mplex interpersonal work. The interactional milieu is becoming
ore complicated as the system continues its process of maturation.

age 3: Individuation

The task of the third stage is to promote an exploration of the
dlversity within each member. In stage 2, we saw the beginning of the
imergence of self-definition. In stage 3, this process continues with
orts to understand the complexity of the individual. Although this
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process is conducted through interpersonal dialogue, the content em-
phasis is on the individual more than on the interaction between
individuals (26).

The internal focus calls for an attitude of openness to psychologi-
cal issues and the relinquishment of a defensive posture. This work °
polarizes for each member an introspective attitude toward self that :
has self-blaming and self-oppressing qualities at one end, and self
accepting and self-exploring qualities at the other. ‘

The schematic diagram of the group now undergoes a major shift
(Figure 4-3). The designated leader is no longer the center of group
attention. The individual members have emerged as fully identifiable
individuals. The boundary area in focus has to do with internal issues
for each member. This stage is characterized by a marked increase in »
knowledge about how one functions psychologically. Hidden or unac
knowledged material is brought under greater scrutiny.

The central task for the individual member is to challenge
characteristic defensive mechanisms. This attention to personal moti- -
vations and the consequent interpersonal implications of them allows
the individual to view private issues more objectively. In this process, -
the individual may face a serious threat to self-esteem as previously
unacknowledged parts- of self are explored. In the longer term, it :
usually. stimulates an.expanded view that reinforces self-image.

SESICS
SPRRNSY

Figure 4-3. Group structure in the individuation stage.
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The work of the third stage produces a great deal of personalized
information about each member. Participation in this process draws
the members closer together, and group cohesion and morale are
generally high. The shift to stage 4 is often heralded by the introduc-
tion of topics related to close personal relationships. This is a natural
progression that uses the knowledge and closeness gained in stage 3.

From this point on in the life of the group, the transition between
stages becomes less obvious. Some authors have been content with
describing only three stages of development before termination, leav-
ing everything after the conflict stage in one large working category.
However, even though the transition zones may be less precise, there
Is value in considering two further working stages that entail consider-
ation of two basic axes of social life, intimacy, and autonomy. In a
sense, this sequence represents a reworking of issues that were first
addressed in stages 1 and 2. Engagement is deepened by addressing
intimacy issues, and the differentiation task moves into issues of
autonomy in relationships. This idea of a deepening spiral of recurring
work themes captures an important aspect of group development.

Stage 4: Intimacy

The central task in this stage is to come to terms with the
Increasing closeness that develops among the members as the group
matures. In a technical sense, the increased information that the
members now have about each other draws them into closer here-
and-now interaction. As greater familiarity develops, the individual
members have greater influence on each other and may experience
levels of intimacy sometimes greater than any they have found else-

- where in their adult lives. This. entails acknowledgment that the
-~ acquaintanceships of stage 1 have developed into real relationships.
. Relationships between members have now begun to replace the rela-
tlonship with the leader as the principal concern of the members. This
- task will polarize the members along an “affiliation”” dimension. At the

ositive end, this reflects warmth and closeness toward others. At the
ther end, rejecting or isolating reactions indicate problems with the
fiiliation process.

The boundary focus is now primarily at the interface between
ndividual members (Figure 4-4). Special relationship subgroups may

- develop. The boundary for these is shown as extending outside the

xternal group boundary because there is greater likelihood  of
xtragroup socializing during this stage.
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p therapy;thé opportunity to explore these reactions provides a
POWEr tll experience. This entails an acceptance of self as capable and
worthy.of closeness and a dimension of trust that the other will
tolerate this and reciprocate. This work addresses the universal hu-
man need for closeness and acceptance. :

The work of stage 4 is generally conducted in a positive atmo-
sphere, sometimes reminiscent of the euphoria of stage 1. There is an
excitement in the air. Consistent attention to the task will lead to :
sobering second thoughts concerning the responsibility of intimacy.
This gradual shift leads into the work of stage 5.

Stage 5: Mutuality

The task in the fifth stage is to explore the responsibilities of
close relationships. This concerns an appreciation of the fundamental
uniqueness of each member and the balance between individual au-
tonomy and interpersonal involvement. The members become aware
that mature relationships cannot be determined unilaterally by one

ow Groups Develop

Figure 4-5. Group structure in the mutuality stage.
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grson but must be based on an interactive process of mutual agree-
1ent and consent.

The work of this stage is polarized along the independence/
terdependence axis. At one end, this entails a consideration of unb?l-
need relationships based on dependency or control that are .qmte
hmeshed. The other extreme goes beyond the recognition of inde-
Bndence from the other to a degree of separateness that leads to

The schematic group diagram now achieves its most complex
tructure with strengthened interactions among all members (Figure
»B), The focus remains on interpersonal relationships, but the bou1:1d-
ry of the individual member is now highlighted. The subgrqupmg
plcal of stage 4 is less evident. :
The mutuality stage addresses questions of irresponsible:
ess that were raised in the preceding intimacy stade. Questions of
ominance or submission in relationships are explored. The task of
ccepting responsibility for one’s interactions with others as equals
‘Involves working at a high level of personal maturity. Issues of trust
often come into focus during this process.
Members report significantly - greater ease in addressing interper-
‘gonal issues in the group, and there is more evidence of suf:cessful
pplication to outside relationships and circumstances. Questions be-

close-
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gin to be raised about how much more therapy is required. O
personal projects and ambitions begin to intrude on the insulari
the room. Attention is again being directed to the external gro

~particular problem at the end is that some members may attempt to
“avold this task by terminating early or missing final sessions. The
therapist needs to participate in this stage as much as the members.

border The natural sense that more could have been accomplished can be
_ offset with the realization that outcome studies indicate that improve-
Termination - ment continues to increase for some time after the actual termination.

The final stage in the life of a group is its ending. No numbe Summary
given to this stage because termination may occur at any time ¢
pending on the duration of the group, the capacity of the membe
and the time available. Whenever it does occur, a’common s
issues must be addressed. The central task for the termination stage
to achieve a comfortable sense of disengagement from the gro
system while incorporating the group events as a positive and ¢
structive experience. »

The end of a group means the dissolution of group structu
features, We are left with individuals only (Figure 4-6). Within ea
individual is a memory of group experiences. ‘

The individual member must deal with themes related to loss

Components of sadness and grief are usually contained in these assg
ciations; along: with- disappointment -and perhaps anger. Worki
through:of .these:issues in terms of the group itself and its individua
members constitutes necessary termination work. The danger is t
the-end of the group will be interpreted as abandonment before ful
recovery has been achieved, which may result in a demoralized stat
that will lead to an enduring interpretation of the therapeutic experi

ence in negative terms.

As in all stages, the work must be done by each member.

O

This chapter has summarized a theory of group development.
' Each stage presents specific challenges and tasks to the group and to
. the individual member. Stage recognition is most useful as the grfnfp
\x |8 beginning. During stages 1 and 2, the leal.der’s princ.lp.al responsnb{l-
1 ity is to assist in the creation of a therapeutic group chfnate. Once this
; |s achieved, more attention can be paid to individual lsspes. .
The thematic shift between stages usually occurs graduglly. Early

hints of dissatisfaction with the current level of work may .surface, or
new behaviors may be briefly tried out in the group. Sometimes stag.e
ghifts are heralded by a change in the content focus as outside experi-
ences are described. For example, the onset of the intima-cy stage
often begins with attention to outside romantic relationshl;?s. The
therapist should be alert to these hints of change.. Through relnforc:.ef
ment of them, the stage transition can be facilitated. The therapfst
‘cannot, however, force the group through stages. Blo_cks or .re31s-
tances can be addressed so that the members may begin t.o thll"lk of
. new possibilities in their manner of relating. Stage mastery is assisted
.by encouraging discussion of the process of, and reactions to, ad-
dressing the tasks of each stage. . .

Therapists may also block group development by discouraging
_the emergence of behaviors or themes thatfwo.‘l‘,_.llyd;rlgta.c_l5@9.:;_be;i§_):gpl_ora-
lon of new material. This may be done purpo illy:: For 'eXamp.l‘gi a

- 1ssues. The therapist may assist in ho oup;1o,this fask )

mphasizing positive and constructive general dlscys ns.and de-

flecting themes of conflict or confrontation. An aware s:qfi.gr'qup

developmental stages prepares the therapist to make such decisions
ledgeably.

knowOnS warzing is in order: the idea of group stages, like t.hz.xt of

" Individual growth and development, is a general theory. Individual
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Figure 4-6. Group structure in the termination stage.




therapist may assist the group in mastering stage tasks. At any point

be most relevant to the members’ experience. For example, issue
an introspective nature may appear in an early session, but to purs

j
these with zeal may mean that essential group consolidation tasks g
avoided.

CHAPTER 5
Social Roles

The idea of social role connects the interactional style of the
tdlvidual with the functional needs of the group. The concepts of

membership change: «

clal role complement the theory of group de\{elopmental stages
ﬁcussed in the preceding chapter. Stages describe the group as an
olving system, whereas roles focus on the impact that types of
ember behavior have on that system. In Chapter 6, assessment
ethods will be presented that link the individual patient to these
Bas of group organization.

The Concept of Social Role

Social role refers to a group func.ti'on, not an individual quality.
e family literature provides a useful api:_}r‘qaél}_vt_‘g thlsd . F mily
le position describes some functional_requiremeijt ?f th fam}:ly For
ample, the family role. position of “father” is requn ;l. a ?ng]e_
parent family, this role may be filled by the mothe‘r, a alerelatlve, or
boyfriend. The critical point is that the organizational P‘Q.S,l‘thn be
flled. Similarly, families can be considered in terms of the parental
'ole system, the spousal roles, or the dependent chi!d role. These
toncepts may also be applied to group social roles. Thxs matcl}mg of
' roup need with individual predisposition makes th? idea of social role
particularly interesting from a theoretical perspective (27). '
One characteristic of patients with neurotic or characterologic




