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A Course Guideline for Trainers/Facilitators

Based on the practice described in

“The Barefoot Guide to Working
with Organisations and Social Change”
The Purpose of this Facilitators Guide

This is a resource for facilitators. It describes a course process that can be adapted for a variety of needs.

The course process detailed below has been tested and developed with two sets of participants, one group from several NGOs in Cape Town at CDRA and one in Bangkok, Thailand with OD Advisors for the International Committee of the Red Cross – SE Asia.

Any facilitators who are looking to use this can seek advice from Doug Reeler (doug@cdra.org.za), Tracey Martin (Tracey.Martin@vsoint.org)  or Nomvula Dlamini (nomvula@cdra.org.za) 

For whom and why?
For practitioners who are not organisational specialists, but find themselves supporting the development of local organisations. 

The key purpose of the course is to understand what effective organisations are, how they work, change and can be supported in developing more effective approaches to their own development.

This is a 4 ½ day course working with the core concepts, frameworks and elements of an organisation development practice as described in “The Barefoot Guide to Working with Organisations and Social Change”. 

Key features and principles underlying the design of this course
· a humanistic orientation – seeing development in human centred terms, a belief in the power of consciousness, and cultivation of the will as a necessary requirement for true social change. A recognition that social development involves the facilitation of inherent forces of life, not simply the implementation of material projects.

· a systems approach – seeing people, and the forms and institutions they create as all integrally connected, in relationship with one another, and thus affecting each other, so that relationship becomes the central element which characterises the system.

· an organisational approach – humans are social beings and this is most expressed through the organisations and institutions we create. Irrespective of whether our specialisation and expertise is with organisations themselves (as in Organisation Development), almost all social initiatives are undertaken with the vehicle of "organisation". Thus, social intervention requires an understanding of social organisation.
· 
a developmental approach – implying that the process of change is towards enlargement, rather than reduction. Seeing it as unpredictable and open-ended, a process requiring a dynamic and living, rather than instrumental or mechanical, response. This is a process that must be prepared for through gathering a surplus of inner resourcefulness, rather than one that can be definitively and exhaustively planned for in advance.

· a commitment to, and methodology for, approaching development from the inside out. Unless agents and agencies of development are actively and consciously engaged in their own internal developmental change processes, there is little chance that they can play any significant role in facilitating meaningful change in the relationships of which they are a part. In practical terms, this requires that intervention into "another" must begin with understanding of, and intervention into "self". This is true for individual practitioners as well as for organisations and institutions.
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The Overall Design:

This is a 5-day short course format. Each day covered an aspect or theme in the book as follows:

4DAY ONE - Opening up, surfacing questions and key ideas


41.
Welcome and introductions:


42.
Purpose, Programme and Logistics:


43.
Surfacing and deepening your question  (see BFG pages 24-25)


54.
Creative practice with colour crayons.


65.
Listening with the Head, Heart and Feet.


76.
The Barefoot Guide “Readshop”


87.
Daily Review and Opmaat Preparation


9DAY TWO: Understanding self and people


98.
Opmaat and programme for the day


99.
Journaling


1110.
The Barefoot Guide “Readshop” - Continued


1111.
Chapters of my life – exercise


1212.
Working with Temperaments


1213.
Daily Review and Opmaat Preparation


13DAY THREE - Observing and understanding organisations


1314.
Opmaat and programme for the day


1315.
Journaling


1316.
4 Key principles of development


1417.
Observing organisation at play


1418.
Understanding the Action Learning Cycle – interactive input


1719.
Elements and Cycles of Organisation – an interactive input


1720.
Phases of Organisation Development


1821.
Daily Review and Opmaat Preparation


19DAY FOUR - Facilitating change in organisations


1922.
Opmaat and programme for the day


1923.
Journaling


1924.
3 kinds of change and the U-process – exercise and input


2025.
The U-process – input and exercise


2126.
Common issues in facilitating change


2127.
Case studies


2228.
Daily Review and Opmaat Preparation


23DAY FIVE - Learning in organisations


2329.
Opmaat and programme for the day


2330.
Case studies (continued)


2331.
Question and answer session


2332.
Organisational Learning


2533.
Grounding – in Listening Fours


2534.
Colour Journaling


2635.
Closure
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DAY ONE - Opening up, surfacing questions and key ideas

The aims of the day: 
1. to introduce people to each other and create a friendly atmosphere, 
2. to introduce the purpose, programme and orientation for the week,
3. to gain a deeper understanding, through experiential exercises, of questioning and listening as key skills,
4. to surface and better understand the key questions and issues that bring participants to the workshop, 
5. to introduce participants to more of their “right brain” creativity as essential for their practice,
6. to help participants to “dive” into the BFG to get familiar with the book and some of the basic concepts.
Morning Session – before tea

1. Welcome and introductions:  
[image: image7.emf]We use a simple exercise called ‘cocktail party’ where everyone is asked to stand up and, like in a cocktail party, mingle around greeting  and introducing themselves to as many people as possible  About 5 to 15 minutes depending on how many people already know each other.
2. Purpose, Programme and Logistics: 
A short input on the purpose of the course and the programme for the week plus any logistical issues.

The Daily Review/Opmaat Groups are explained and set up.  (Each day a different group meets after the process for 20 minutes to give feedback and guidance to the facilitators. The group prepares a short creative “opmaat” to kick off the next day. See below for details)
3. Surfacing and deepening your question
(see BFG pages 24-25)
a) Begin with a small interaction with participants to stimulate thinking about the importance of questions and questioning in the development process and what makes a good questions.  Are questions and the ability to ask questions important in your work? Why? Who needs to be able to ask good questions?
“If you do not ask the right questions, you do not get the right answers. A question asked in the right way often points to its own answer. Asking questions is the A-B-C of diagnosis.”

Edward Hodnett

"I want to beg you as much as I can... to be patient towards all that is unsolved in your heart and to try and love the questions themselves... Do not now seek answers which cannot be given to you because you would not be able to live them. And the point is to live everything. Live the questions now. Perhaps you will then gradually, without noticing it, live along some distant day into the answer..."

Rainer Maria Rilke

b) [image: image8.emf]Working with each participants question. Instruction as on Page 25 of BFG1, focusing on questions that bring them to the course.


c) After pairs had shared their questions and stories we asked participants to write their new/improved question on a card. These were shared one-by-one with the group, allowing some brief comments for suggested improvements, looking for commonalities.  We displayed them on a wall for future reference.
TEA

Morning Session – after tea

4. Creative practice with colour crayons. 
Purpose:

To familiarise participants with the crayons and to free up the (artistic) right side of the brain.  
We believe that facilitating development is both a science and an art.  The use of simple artistic activities in this course can help to surface deeper insights and creative ideas.  
Instructions:

[image: image9.emf]Participants were given crayons and a sheet of A3 paper. 

a) choose the colour you like best, draw anything quickly on the page 
b) choose the next colour you like, use a different part of the crayon to draw with, use up the space
c) choose another colour and use the hand you don’t usually write or draw with
d) choose the colour they liked least to colour over one thing they had already drawn
e) fill up the blank spaces, try not to leave any white background.

On a new sheet of paper: 
f) draw, in the middle, a shape or gesture of how you feel about yourself in your work (not a little picture of a person!)
g) somewhere else on the page, draw how you feel about the organisation you work for somewhere else on the page, 
h) now draw how you feel about the work you do
Note: encourage participants to choose a colour quickly and to draw quickly, so that their feeling is reflected rather than their thoughts on that feeling.
i) write down 3 questions, one for each of f), g) and h) onto the page
This page is preparation for the next Listening with the Head, Heart and Feet exercise
5. Listening with the Head, Heart and Feet. 
This exercise uses the Listening at the Three Levels exercise on the BFG website Resource Centre in Chapter 2 Exercises -  Download from here
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Participants use the drawing and questions developed in the previous exercise to speak from in their listening groups.
This is a complex and disciplined exercise and needs careful explanation.  Facilitators are advised to practise this on colleagues .  It is important that participants stay close to the time allocations.
Having this before lunch does enable some groups to take their discussions into lunch if they run over time.
LUNCH

Afternoon Session

Before the next exercise spend a few minutes debriefing the Listening exercise. How did you find the exercise?  What did you like? What was difficult? What did you learn about listening?
6. The Barefoot Guide “Readshop” 
This exercise is to help familiarise everyone with the Barefoot Guide. 

The Barefoot Guide (BFG) was also introduced and handed out, its origin and purpose was described.
a) Four groups were formed  and each allocated 1 long or 2 short chapters. 

Chapter 1 was not included in this exercise. (This can be given as homework or as a powerpoint presentation on Day 2 – download this Powerpoint on Sovereign Organisations
b) Sitting in groups individuals were asked to skim through their chapters, and then further divide the chapter(s) for each to take a section for deeper reading.  What strikes you the most?  What connects to your work here?
c) They then shared the key points with each other and prepared a colourful presentation on flipchart paper for sharing the next day with other participants.
This exercise should take the whole afternoon.  Participants take tea at their own leisure. 

7. Daily Review and Opmaat Preparation
The Review

At the end of each day a different group meets the facilitators.  They are asked “How do you feel about the day?”  or “How did you experience the day?”. It is important to elicit this emotional response because it connects to their experience and usually points to the things that matter.  Asking them what they think often yields speculative and clever feedback not connected to their experience.  This daily review can provide invaluable guidance and also help to create a co-responsible learning climate.
The Opmaat
Opmaats are essentially short creative performances given at the start of the next day, 3 to 5 minutes long, that capture one or two things that struck the review group from that day.  These could be a small skit, poem, song, body sculpture. The purpose of the Opmaat is to provide a bridge from one day to the next and to begin the day in a lively way promoting the voices and interpretations of the participants, rather than the facilitators.  After all this is their process of learning!
Opmaat is a Dutch word that refers to the little tunes that jazz bands play to warm up and tune into each other
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After the review the participants are briefed by the facilitators on the Opmaat.  
Four important instructions to the group while developing the Opmaat: 
a) develop an original Opmaat, not a rehashed ice-breaker, 
b) it works best as a performance, as a mirror on the previous day, not a participative exercise, 
c) don’t sit around discussing what to do – stand up and play with ideas and movements (goes much quicker) and 
d) don’t try to be too perfect, leave space for impromptu ad-libbing.
Facilitators should leave the review/opmaat group to develop the Opmaat on their own.
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DAY TWO: Understanding self and people
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The aims of the day: 

a) to complete the Barefoot Guide “Readshop” to help participants to “dive” into the BFG to get familiar with the book and some of the basic concepts.
b) to help participants understand development as a living process of unfolding phases and crises
c) to help participants understand their own development and better appreciate the work of facilitating development in others

d) to help participants understand the importance of individual development in social and organisational development
e) to enable participants to grasp the importance of diversity in general and diversity of temperaments in social organisation
Morning Session – before tea

8. Opmaat and programme for the day
This should be the very first activity.  The ideal should be for the Opmaat group to call everyone together for their performance
After the Opmaat the facilitators can highlight any important reflections or learning that came from the Opmaat group the day before and how these may have influenced the programme, which is also described.
9. Journaling

The aims of journaling are: for each participant to capture, distil and refine important learning and insights from the previous day and evening; to help participants to get centred and clear about where they are in the process, enabling them to take more conscious responsibility for their own learning process; 
It is useful to begin by asking if any of the participants already does journaling, how and when they do it, why and what value they gain in the process.  You can make some points from and refer them to the reading on the Barefoot Guide website:  Download
Possible journaling/free-writing instructions:

a) Starting the journaling 
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“We use the ‘free writing’ approach for journaling where you are given a prompt and then must start writing without stopping until asked to stop.
Free writing helps to access less conscious thoughts and feelings before they are filtered out or corrected by our conscious brain.  These less conscious thoughts can hold some surprising insights.  I will give a prompt for you to start writing. Remember to keep writing, not to lift your pen… write anything that comes to mind and if nothing comes then just re-write the prompt until something does. Don’t hurry.  I will give 2 or 3 prompts of about 5 minutes each.
You can then give a first prompt.  For example “Looking back over yesterday, I feel….. “

b) After 5 minutes of free-writing ask them to finish off the sentence and then to read back over their writing and to underline any words or phrases that they like.
c) Then give them the second prompt and possibly a third prompt.  After each ask them to repeat the process of reading what they have written  and underlining what they like.
The second or third prompt may take them into the present day e.g. “Today I intend to…” or even into the future “When I get back I will…”, so that you have covered past, present and future.

Sometimes it makes sense for the three prompts to follow this order: past, future, present.  This can leave them in a creative tension between past and future, focused on the now, today based on what they have gained from the day before and in the light of future intentions.

d) After they have finished writing ask them to turn to a neighbour and share something interesting and then discuss freely.

e) If there is time you can open up for a whole group discussion. 
10. The Barefoot Guide “Readshop” - Continued

Each group(from the previous day) then gives their presentation of the chapter(s) they worked through, using a World Café process.  See page 29 of the BFG2 Companion Guide
Each table had a host who explains the key points to members from other groups and encouraged their input which is noted on the “tablecloth”. Groups then returned to the host to share what they had learnt. In this way the whole group was exposed to the whole book.  

TEA

Morning Session – after tea

11. Chapters of my life – exercise
Purpose:  
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to help participants to better understand the central role that individual development plays in the development and health of the organisation
· to help the facilitators take a deeper interest in their own development as the primary source of learning for working with the development of others.

See Chapter 2 of the Barefoot Guide.

To introduce this next part of the course the facilitator asked the question:

Why focus on individual development in developing organisations?
You could ask participants to buzz with their neighbour for 3 minutes before opening up to the group to share their thoughts.

The facilitator then explained the “Chapters of my Life exercise”. (Download from the website).  She shared some of her own chapters, including the pictures she drew of these.  This is very important.  If as a facilitator you can give an honest picture/story of your life with its sorrows and joys, regrets and hopes, then this encourages participants to do likewise.  

It is important to tell participants that they will only share with one person and do not have to reveal painful episodes in their lives if they do not want to.
The chapters of my life exercise required participants to reflect on their past lives and to identify the significant turning points they encountered and how these formed various chapters (phases) of their life’s journey.  They were also asked to think about the ‘next chapter’ – what they would like to happen in the future. Crayons were used to draw the picture of each person’s biography. 
These stories were then shared in listening pairs.  (not with the whole group).
Partners were encouraged to be curious, to ask for more information about things they found interesting and to encourage the teller to see patterns and learnings in their development.
A short debriefing session followed after completion of the exercise, with the whole group.  Three questions were asked:

· What struck you about this exercise?

· How might you use it in your work?

· Where in an organisation’s life do we need to pay more attention to the needs and development of individuals
LUNCH
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Afternoon Session

12. Working with Temperaments 
Purpose:  To enable participants to:
· Understand the Four Temperaments Archetype or Model

· Identify their own mix of temperaments 

· Understand how to use this model to better understand and work with people and groups

This exercise is on the Barefoot Guide website - Download
The day ended with a brief recap on the importance of paying attention to individual development when working with organisations.
13. Daily Review and Opmaat Preparation

See end of Day One
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DAY THREE - Observing and understanding organisations

Morning Session – before tea

The aims of the day: 

a) The aim of this session is to familiarise participants with 4 key principles governing this approach to development, explore these and encourage them to take in interest in such discourse.
b) To deepen participants’ grasp of Action Learning as a core process of change
c) To explore some key dynamics in organisations relating to leadership, communication and feedback.

d) To explore the Organisational Elements and Cycles, as described in the Barefoot Guide 

e) To explore the Phases of Organisational Development as described in the Barefoot Guide

14. Opmaat and programme for the day

See how this was done on Day One
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Journaling

See how this was done on Day One.

For journaling prompts we used:

· “So far I have learnt…”

· “These learning may be useful for…”

16. 4 Key principles of development
The aim of this session is to familiarise participants with 4 key principles governing this approach to development, explore these and encourage them to take in interest in such discourse.
These can be found on page 19 of the Barefoot Guide.

a) Ask participants to read page 19 of the BFG1 and note down anything that strikes or puzzles them or that they don’t agree with.  Can they think of any experience they have had that illustrates any of these principles?  Share these with a neighbour.
b) Open up for sharing and discussion

TEA
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17. Observing organisation at play
Next we did the ‘Tinkertoys game.’ 

This game gives participants a real experience of action learning and the elements and cycles that happen within the process.  It is also a very tangible experience of what tends to happen in an organisation, illustrating the following aspects of organisation:

· Organisational processes and structures

· Leadership dynamics (including the isolation of leadership)
· Learning, monitoring and feedback

· Communication

See full instructions for game on the Barefoot Guide website – Download the Tinkertoys game 
In the instruction (downloaded) it suggests using the “Action Learning Cycle – Guiding Questions” (page 110 in the Barefoot Guide).  This is very important as it paves the way for the next exercise on Action Learning itself.
The game concludes with a large group discussion to share learnings and implications for practice.  

18. Understanding the Action Learning Cycle – interactive input
An interactive input is driven by questions, where before giving information you see what the participants already know, and through this generate interesting discussion.

Familiarise yourself with the section on the Action Learning Cycle in the Barefoot Guide, pages 108 to 110.

The experience of the Tinkertoys game provides the basis for this exercise.
a) Draw a diagram of the Action Learning Cycle:
(the subheadings in bold below could be written up as guiding points)
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b) Ask participants how useful they found the Action Learning Cycle Guiding Questions in the Tinkertoys debriefing.

c) What do you know already about the Action Learning Cycle ? Ask participants if they are familiar with the Action Learning Cycle. Find out what they know of it as a concept, where have they used it before in practice.

d) Who invented the Action Learning Cycle?  Ask them and see what people say. Although David Kolbe is credited with bringing the Action Learning Cycle to light, it is a natural cycle as old as humanity itself.  It is an “archetypal” cycle, built into us, central to our capacity to learn.
e) Trial and error learning. Make a point that people use the Action Learning Cycle all the time, mostly unconsciously, and usually through “trial and error learning”, ie they do something and if it does not work they try something else – so they go from Action to Planning to Action, until they get it right.
Ask if this is a good way to learn.  Depending on the responses you might say that sometimes this is appropriate, where the cost of failure is low.  Ask participants for examples of this. (e.g. adjusting the volume on a hifi to get the right level for a party)

f) Conscious learning. But sometime we cannot afford to learn through too much failure, where the cost of getting it wrong too often is high. Ask for some examples of this.  This often applies to development work where after having tried an approach once that may not have worked well it may be worthwhile spending some time doing conscious learning, either on your own or collectively, to see how to improve it next time.
g) Shallow conscious learning. Very often, after an experience we ask ourselves “What did we learn”, jumping from Action to Learning.  Ask participants if this is familiar to them.

The problem with this is that we tend to learn the obvious things, shallow learnings that don’t really advance our understanding.  We need to put more emphasis on reflective question…

h) Deeper conscious learning. Ask participants to refer to their Action Learning Cycle Guiding Questions sheet they used in the Tinkertoys debriefing.  Point to the Reflection questions.  Ask how useful these questions were in their Tinkertoys debriefing.
Make the point that these reflective questions help us to dig deeper into an experience, but the problem is that we often exclude them from learning discussions.
i) Uses of the Action Learning Cycle. Ask participants where the Action Learning Cycle can be useful in their work.  Depending on there answers you may suggest:
· To help the people they work with to learn more effectively – i.e. as part of their field practice.  Remember that “people’s and organisation’s own capacity to learn from experience is the foundation of their development, independence and interdependence.” (As discussed before tea and found on Page 19 of the Barefoot Guide
· To help to improve their own practice, individually or collectively

As a basis for a coaching/supervision relationship
· As a guide for writing reports
To use in workshops like these to help people to learn more effectively.  Many of the methods used in this workshop have the Action Learning Cycle approach behind them.  Help them to see this as the workshop progresses and look for opportunities to practice the different questions.
j) Any more questions? Leave some time at the end for any remaining questions that emerge.
19. Elements and Cycles of Organisation – an interactive input

This is based on pages 86 to 95 of the Barefoot Guide.
This is an interactive input, meaning that the facilitator both offers both her/his own insights and also questions to draw out what participants know.  Two suggestions here. 
Either:

Use the powerpoint we have developed for this:  download
Or:
Develop the diagram on a flipchart, discussing it as you proceed (study the Barefoot Guide and the Powerpoint for tips)

This interactive input can be followed by an open discussion.  It may be useful, just after the input, to ask participants to buzz with their neighbour on “what struck me as interesting or helpful, what am I confused about, what questions do I have?”.  After this you can open up for a group discussion.  Ask at some stage “Where might this be useful in your work?”  Again they could discuss this in pairs before sharing in the big group.
LUNCH

Afternoon Session

20. Phases of Organisation Development
In the afternoon the phases of organisational development were introduced using clay. Preparation involved:

· Tables cleared of all materials

· Each table to consist of 3 or 4 participants

· Potter’s clay – a chunk for each participant

· [image: image19.jpg]


Boards for clay

· Water and towels for cleaning hands!

So that the participants could get used to using the clay, they were asked to make as perfect a ball as they could and get used to the feel of it. They were then asked to use the clay to show how they were feeling now. Some people kept these representations and were given another piece of clay, more clay was available if people wanted it. 
The story of phases of organisational development (out of chapter 4) was then read by the facilitator starting from the pioneering organisation.  Participants were asked to represent the feel of such an organisation from their own experience using the clay.

Participants were asked to work quickly and not think too much about what they wanted to do with the clay.

Reading and modelling was done to the following stages:

1. p 75 (chapter 4) – the early years (then model)

2. p 75 – growth and crisis (then model)

3. The following instruction is given.  You’ve hired a consultant to help you become more formal – procedural.  Move round the table to the model next to you.

4.  ‘Rational phase’ on p 76  (then model)

5. Return to your original model.

6. ‘Growth and crisis’ second paragraph on p 77 (then model)

7. Then the setting up of the integration phase (p.79), which in a sense is the best features of pioneering and rational phases.  Model

8. Setting up of associative phase.  Then read on p 79 and ask participants to work together to bring their models together. 

9. Once done, the last part of the exercise is a walkabout where everyone has a look at each others creations and discusses what they see..

10. Everyone then gets back to their table groups and share / discuss the experience of the exercise and what has come up for them, which is then opened up to a larger plenary discussion.

It should be noted that the facilitator did not read the passages word for word but tried to make the phases into the story of an organisation and give examples of what was happening in the organisation.

Participants were given time to look through diagram and reflect on how it applied to the organisations they were working with.

21. Daily Review and Opmaat Preparation

See end of Day One
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DAY FOUR - Facilitating change in organisations
Morning Session – before tea

The aims of the day: 

a) Participants understand the 3 kinds of organisational change as described in the Barefoot Guide, Chapter 1.

b) To deepen participants’ grasp of the U-process as a core process of change as described in Chapter 5.

c) To work with real case studies of the participants to practice, deepen and expand observational, diagnostic and intervention insights gained so far
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Opmaat and programme for the day

See Day One

23. Journaling

See Day One.

For journaling prompts we used:


“What have you learnt so far?”

“What happened to enable this learning to happen?”

“What happened inside you to enable the learning to happen?”

24. 3 kinds of change and the U-process – exercise and input
Exercise on 3 kinds of change
Purpose: to experientially explore the three different kinds of change

Process: 
1. Divide the participants into 3 groups.  Each group will imagine itself to be the element allotted to them.  Elements:
a) A sprouting seed

b) An growing, struggling teenager
c) A football stadium being constructed

2. Give each group their element secretly (perhaps on a folded piece of paper), so they don’t know what the other group is doing (yet).

3. Working separately in groups - 

Instructions for Groups:

I. a) Individually take a minute to imagine that you are the element your group is working on. (in your body and being).
b) Make some notes on what it physically feels like to be this element?  What emotions arise for you? How are you changing – from what you were to what you are to what you are becoming?
II. Share these thoughts and feelings in the group.  List, on flipchart, some of the interesting answers to the questions in b). Give some names to the kind of change you are representing.
III. Put together a short group “body sculpture slide show” (see below) that represents the change process of your element.
(30 minutes max.)

A “body sculpture” is a made up of people standing/sitting/lying in different poses in a way that symbolises an idea, e.g. a person in a threatening pose standing over another who is kneeling,  symbolises oppression.  A “body sculpture slide show” is a series of a few posed sculptures where the audience is asked to close their eyes between poses.
4. In plenary – 

Each group presents, first their body sculpture and then their flip chart.  After the body sculpture ask the audience to guess what it is that they are portraying and what kind of change is being represented.

These presentations can then be discussed.

End with a short presentation of the 3 kinds of change as described on pages 20 and 107 of the Barefoot Guide.
TEA

25. The U-process – input and exercise

When organisations are in crisis, where they need to let go of some aspects of their deeper identity in order to face the future they do this through a U-process, whether consciously or unconsciously. The more conscious they are the more control they have over their choices and the less messy and damaging the process is likely to be.  The U-process is an archetypal process of transformation.  

See page pages 112 to 117 of the Barefoot Guide.  This can be used as the basis for an input, using a flipchart to describe each stage of the process. 

End the input asking participants to discuss with their neighbours: “What strikes me about the U-process the most? What I don’t understand is…  What experience have I had that connects to the U-process?” 
Open up for discussion.

Instead of an input, participants can be asked to read the section, then discuss in pairs, as above, and then open up for discussion.

26. Common issues in facilitating change
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This session helps participants to see what are the typical issues that organisations face, as preparation for the session after lunch.

Ask participants to read through pages 103 to 105. Ask “Can you think of any examples in your experience that connect with any of these issues.”  Discuss in pairs.

Open this up for discussion.

LUNCH

Afternoon Session

27. Case studies

By now participants will be ready to really think through some practical applications of their learning, in other words to look at some case studies. There may be various approaches to use depending on the nature of the group.  Below is a simple approach where everyone gets a turn, but refer to Four Case Study Methods for Practitioner Learning in the Barefoot Guide Resource Centre for more ideas.
Group case studies

In groups of 3. Participants are asked to think of an organisational change situation that they were in at the moment and what was the question they had about it. They could go back to their original question(s) from Day 1 or use different ones. Preferably it should be a ‘live’ situation – an unfinished story.  If some participants do not have [image: image22.jpg]


a live case study they may choose one from their past but only tell the story up to a point where a change intervention was required.

This session may go over into the next day.

Instructions:

a) Each person gets 10 minutes to prepare their story

b) In groups, each person would tell their story, trying to re-live the situation to enable the listeners to really see and feel what is happening. The others would listen deeply (reminded of head, heart, feet approach from Day 1).  After each story they could then ask questions to clarify and get some more information – but the teller must only give relevant information – this part must be kept short.

c) Participants spend a few minutes collecting their thoughts, analysing the situation, trying to decide what are the real underlying issues that need to be tackled (refer to the session before lunch) and then to think through what they would do in that situation.

d) The listeners then share their analyses and solutions and a group discussion ensues.  Each person gets a turn.  

e) After each turn participants should take a few minutes to note what they have learnt that is useful for their practice and what unresolved questions remain.
f) After all the turns, the group should collect its most interesting learnings and questions onto a flipchart.  Each flipchart should be prepared as an interesting and colouful stand-alone poster which will be used for the “learning marketplace” on the next day
28. Daily Review and Opmaat Preparation

See end of Day One
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DAY FIVE - Learning in organisations
Morning Session – before tea

The aims of the day: 

a) To draw key learnings from the case studies
b) To explore some key aspects of organisational learning

c) To consolidate and ground learnings and plan next steps

29. Opmaat and programme for the day

The journaling is done at the end.

30. Case studies (continued)

Participants can be given some time to complete their case study presentations.

Learning marketplace: Each group must put up their poster and station a person there to answer questions.  Participants can then mill around and read each other’s learning and questions discussing with each other.
31. Question and answer session

In plenary.  Ask each person to note down one or two burning questions that they still have. Discuss with their neighbour either to try to get an answer or to try to improve their question.
Ask them to write down a burning question on a piece of paper (provided). Collect and shuffle these and then take them one at a time, read to the group and invite discussion and answers.  Encourage people, where necessary to suggest an improved or better question.
TEA

32. Organisational Learning

A.
Surfacing and valuing how we already learn – Interactive input:

I. Individual preparation: “Does you organisation learn from its experience in any way?”  List all the ways, however small, that people learn from their experience, individually or collectively, consciously or unconsciously.  Share this with a neighbour.

II. [image: image23.jpg]


Ask people to share these with the group. Capture the points on a mindmap.
III. Now ask “How important are these to the life and development of your organisation?” and discuss.  After this give a mini-input drawn from the 4 points on pages 139-140 of the Barefoot Guide.
IV. Now ask “How many organisations here devote enough time and attention to organisational learning?” (most will say “we don’t”) Ask “What gets in the way?” Discuss.  After this give a mini-input drawn from the 4 points on pages 145 of the Barefoot Guide.

V. End the process by making the link between organisational learning and Planning, Monitoring and Evaluation (PME) (pages 149 to 153 – especially page 152).

The key point here is that PME and organisational learning should be the same process, enabling organisations to monitor/reflect and learn from their practice and build these learnings into future plans and action.

VI. Reconnect participants to the Action Learning process that they explored on Day 3.  This is in essence the core process of organisational learning.  Show its connection to PME – see page 151 for this.

B. A case study in organisational learning
Ask people to read the case study on pages 146 and 147 about CDRA’s homeweek.  Make the point that this is not a model for other to follow, but that it does highlight some of the important principles of healthy organisational learning.

Ask “What strikes you in this story? What is relevant to your situation and what is not?” 

Open up for discussion.

C. Ideas for organisational learning

Ask participants to read through pages 142 and 143 of the Barefoot Guide and to think of ways that they could improve the ways that they already learn.  In 2s or 3s ask them to share these.  If there is time open this up to the larger group for sharing.
LUNCH

Afternoon Session

33. Grounding – in Listening Fours
I. Individual preparation:  Look through your notes and draw together the key insights, learnings and questions that you have gained this week.  Try to distil them into 5 main learnings and a key question.  How are you going to apply these learnings and what will you do about the question?
II. In Listening Fours (see Day 1), each participant shares what they have prepared and gets helpful feedback (head, heart and feet (from their three group members).

34. Colour Journaling
Each participant should have 5 x A3 sheets and access to a box of colour crayons – 2 or 3 people can share a box.  They will only use one A3 paper but will need the other four pages underneath as padding.
The journaling has three steps with specific instructions.  Prepare people for this, saying it is not about producing a pretty picture, but is a process to help them to think creatively.

Step one:

Ask participants to mentally divide their page into 3 equal areas that will represent the past, present and future.

Use the past area first

“Close your eyes and remember how you felt at work before you came on the course…. (give a minute) When you have that picture choose a colour that represents how you felt and start drawing in the area put aside for the past.  What you draw is a symbol of that time. Choose more colours and fill up the area.”  Give this a few minutes.
Step two:

“Now close your eyes and remember the last session when you talked about what you are going to do with what you have learnt on this course… imagine yourself in the future when you have achieved some of your plans successfully… (give a minute) When you have that picture in mind choose a colour that represents how you feel about the future and start drawing in the area put aside for the future.  Use more colours. Fill the area.” Give this a few minutes.
Step three

“Now close your eyes and think about how you feel right now, the different, perhaps mixed emotions about your task ahead…   (give a minute) When you have that picture in mind choose a colour that represents how you feel now and start drawing in the area put aside for the future.  Use more colours. Fill the area.

Ask the participants to look at the picture as a whole and make any changes they would like.

In pairs: 

They can now share their drawing with a partner, describing each area and exploring what it might represent and mean for them.

35. Closure

There are many ways to close a workshop. Some thoughts:
a) A review. Some facilitators like to do a review, but in our mind it is often too soon for useful feedback.  The daily review sessions should have already enabled the facilitators to keep their fingers on the pulse.  However it might be useful to give each participant a blank card and ask them to write down any feedback they would like to give the facilitators.  We often email participants an evaluation form a few weeks after the course, once the dust has settled, and from that we get useful ideas for improving the course.

b) A closing ceremony.  You could bring all the chairs into a circle and ask participants to say something each about the week, how they are feeling.  You could ask them to bring the question they brought from their Listening Four group.  Sometimes we bring a bowl of seeds and hand this around, asking each participant to choose a seed to represent something important that they have gained and will take with them and to share this thought with the group. 
c) If you have certificates to hand out you can do this in an appreciative way.  Start by giving the first certificate to someone and say what you appreciated about her (or him) on the course, the contribution she made. Then ask her to do the same with the next certificate and so on, until each participant has received their certificate and received appreciative feedback from the previous recipient.
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