Balancing Task and Process (Adair’s Circles)

Allied to task and time management is the recognition of how this applies in a group context.  In any group situation, there are issues of what is to be done (the task) and how it is done (the process). The primary task of most of the courses you will run is to cover the content, ie develop in learners the relevant knowledge, understanding, skills, attitudes and behaviour.  However, this task may not be achieved if the process is “not right”. The group may not be working effectively.

John Adair illustrated the relationship between the task (or the content), the team and individuals (the process) in the following way:

[image: image1.jpg]



This illustrates the three needs present in any group.  (Although Adair was talking about a working group, the same applies to a learning group).

In training:

· The task is the lesson

· The group is the class

· The individual is a student or a trainer

The three needs are:

· The need to achieve the task

· The need for the group to work well together

· The needs of individuals

If you think of these needs as an iceberg, the part above the water is the task, clear to everyone. The part below the water is less obvious, and this is where there are potential fractures; social cracks that can widen under pressure.  So every group needs to be held together to work well.

If you have an effective group, you are more likely to achieve the task. If the individuals concerned are fully involved and motivated, then they will give more to the task and to the team.  Failure in any one area will affect the other two.







