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Introduction
In 2003 I was invited by Bridget Itsueli, Director of Lagos Resource Centre, to run community development workshops in Lagos, Nigeria, for leaders of local church and community projects of various kinds. They provided such things as food, shelter, goods and money for people in great need. Programmes of this kind are clearly essential for people in situations in which they cannot help themselves. Mrs Itsueli had seen that these programmes could become even more effective if the people themselves were enabled to meet their own needs wherever possible. In this way both caring and develop- ment would occur and people would be encouraged to have more control over their own lives and situations. To do this it is necessary to work both for and with people.
Unfortunately, working with people in this twofold approach is often neglected. The invitation was to conduct workshops that would contribute towards correcting this in the social and welfare work being done in Lagos. For thirty-five years I had been doing this sort of thing in the UK. The person who inspired and taught me how to do this was T.R.Batten and he had discovered how to do so in Nigeria! (see p.4)
The Lagos workshops
Running these workshops was a challenge for me because I had never before worked in such a completely different cultural setting to my own. Fortunately I had a good local colleague, the Director of Christian Impact for Nigeria (CIFN), Bode Omokaro, an Anglican trained as a Pentecostal pastor and an experienced community worker and trainer in Apaja, Lagos.
The three basic three-day workshops were attended by between twenty and thirty local church and community workers. (Five members of each attended a further two-day workshop to develop specific skills.) We worked from 9.30 a.m. to 4.00 p.m. each day. The methods used varied but broadly speaking followed the pattern below.
●
Explanation of one or more basic concepts, such as approaches to working with people, problem solving, processes of development, etc.
●
Consideration of the concepts through questions and buzz groups.
●
Exploring  their  possible  application  to  the  church  or  community  work  of participants through small group discussion, plenary sharing, etc.
The workshops were well received and those involved were keen to use this approach to development in their projects. At least three groups of those who attended determined to meet periodically to further their training by reflecting on and sharing their experience, and tackling problems encountered.  A few planned to gain experience as trainers by helping Bode with his CIFN* programme of courses or projects. To do this they built on their initial experience, and used the notes and handouts I supplied and the books to which I had pointed them. There was, however, a clear need for notes specifically written
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* CIFN has now become Development Impact for Nigeria (DIFN).
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for people involved in this continuing programme. Bridget Itsueli suggested I write a manual. This is it! I regret it has taken me so long due to unanticipated personal difficulties. Early drafts of it have been used and tested out.
Batten’s Nigerian Story
It was especially good to be doing this in Nigeria, the country where T.R.Batten , as a young man in the 1930’s worked in the education service. Schooling was in its infancy and his main task was setting up schools for boys.  After some time working with the Hausa tribe in northern Nigeria, he was posted down south. He felt he was leaving flourishing schools in many areas. However, after three years, he was again sent north and was appalled to find the schools empty and abandoned.
He determined to re-instate them town by town. With the local emir he called a meeting of the elders in a particular township but when the two of them arrived there was not a boy to be seen: they had all been sent over the border into French territory as a mark of how firmly any form of schooling was opposed. Batten was both shocked and distressed. He had the good of these people at heart, he knew the boys would be better off with some education, yet such was the fear of the pressure he would bring and his powers of persuasion that the parents had sent their children beyond his reach.
He did not give up. He knew he had to try another approach. In his own words he “went back to the drawing board”, but try as he might he could not understand why there was this determined opposition. He realised the only course open to him was to go and ask the elders. He therefore called another meeting but this time it was a very different one. He was not there to harangue them, put pressure on them or try to persuade them, but to question them and learn from them. He sat alongside them and for the first time began to see things from their point of view.  He understood how disruptive school was: the boys were needed for work in the home or in the fields, sowing and harvesting. He talked with these men as equals and as colleagues: they all had the boys’ best interests at heart. Having listened to them he was able to explain his point of view, his conviction that education could be of real benefit to their sons. Together they discussed the situation and drew up a plan whereby both needs could be satisfied. The timetable was arranged so the boys could both attend school and yet be available when they were needed for the practical tasks young Hausa men had to learn and to do.  The outcome exceeded expectations: the schools soon filled up with boys and within a short time girls were also demanding education!
This was an important experience for T R Batten. It led to his fundamental insight that there are basically two ways of approaching people: directive, when you think, decide, plan, organise, provide and do things for people; and non-directive, when you work with people, stimulating them to think, discuss, make decisions and plan together. His powers of persuasion and putting pressure on people had only seemed to be effective: when he left the area all his work came to nothing. It was through listening and discussing that he built up a trusting relationship so they could work out a way forward with which every- one was happy and which took account of the needs of both young people and adults.
This manual
This manual is a carefully arranged collection of notes about the subjects and topics opened up by the Lagos workshops and seen to be necessary to the development of Nigerian community work. So whilst it evolved from those workshops, it is not a record of them. Nor is it necessarily the syllabus for a workshop, although it could be extremely useful in forming one. It is background resource material for anyone who wishes to learn about church and community development work and to train others.
In compiling this manual I have drawn on my extensive experience of using and intro- ducing community development ways of working to people from the UK and other countries, and also on my brief but significant experience of conducting workshops with some seventy local church and community workers in Lagos.
I offer it to be adapted and refined by those using it to their own cultural experience and situation. I hope that it will give you a working understanding of the basic approaches to community development and that it will be a springboard for your own creativity spark- ing off new and more appropriate ideas and methods as you work with groups and com- munities.
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This manual sets out to be an aid to working with people, not only when you are face- to-face with them but both beforehand and afterwards.
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Your preparation

Your face-to-face work with local people

Any follow-up you may need to consider
The quality of your face-to-face or ‘public’ work depends in large measure on your
‘private’ work as you:
●
prepare by thinking through the why, the what, and the how of the work ahead;
●
reflect afterwards on what went well or not so well and why, and what follow-up is needed.
Time and effort given to thinking in this way will be invaluable in promoting your on- going self-training. Over time you will find yourself assimilating this way of working so that it becomes a way of life.
The main parts
The manual has four main parts.
Part I
Features of the approach
Part II
Skills and techniques required Part III
Putting the approach into practice Part IV
Providing training
Parts I to III provide workers and trainers with a basic grounding in the practice and theory of the non-directive approach to developmental work with people. They enable anyone to understand the approach, to start to use it and to become more able practitioners. Part I is a description of the main aspects of the approach. Part II outlines the skills and techniques that enable people to be non-directive workers. Part III is about the various ways and means of using the skills to work with individuals and groups on aspects of their work with people in church and/or community. Part IV is about training others through courses and workshops.
Uses and users
Parts  I to III is a kind of study-pack or textbook. They can be used in several different ways by individuals or groups. For instance:
●
by people wishing to learn about the approach in order to use it in local projects or programmes of work;
●
by people who, having attended courses on this approach, wish to continue their self-training while introducing this approach to others;
●
by trainers both for personal study and from which to select material for courses, workshops and training sessions;
●
by people at regional and national levels who have responsibility for the develop- ment of community work and the management and training of community workers.
Part IV is specifically written for trainers, that is, those who guide and provide instruction to local church and community workers, or social workers as they are known in Nigeria, and those who train people working in specialised areas of work, for instance, marriage guidance, prison visiting, chaplains and officers of organizations. It gives suggestions of ways in which people can learn more about the approaches and methods outlined in this manual.
Using the manual
For all readers
I recommend that you begin by having a fairly quick browse through the manual so you get some idea of what it contains. Glancing down the list of contents and the index at the end will help you find whatever you are looking for.
Studying Parts I – III
One way of using these Parts is to study the chapters one by one in the given order. Another way is to study them in any order you choose. There is no right or wrong way. What matters is that you get your mind round the material.
For trainers using Part IV
Reading from Parts I – IV will take you from the approach to teaching it. This follows the sequence of learning about something and then teaching it to others. Training naturally follows learning and experience, even though training is most effective when trainers and trainees learn together. On the other hand you may want to start by reading Part IV. Whichever way you do it, when you come to designing and conducting training programmes, Parts I to III are a treasure trove. They lay out possible subject matter, ways of working with trainees to get their participation, methods of getting trainees working  at  problem  solving  and  reflective  exercises,  and  working  on  their  own material.
Life-long learning
Learning for community development workers is a lifelong experience.  Anyone who sets out to use or introduce others to community development approaches will also be learning alongside everyone else. I find this is what makes working with people or leading a course so exciting: as we explore new ideas, struggle to think of better ways of working in a range of different situations, new insights emerge.
Our exploration of the central concepts and approaches during the community develop- ment workshops was necessarily brief. In this manual these ideas are repeated, expanded and supplemented.  Alongside this there are questions, check lists, charts, diagrams, examples and suggested exercises in an attempt to help you use this manual rather than just read it.  Search for what you need by referring to the extended list of contents and the detailed index.
What are you learning?
Various kinds of exercises are threaded through the descriptive text of this manual in order to help you to connect what you are studying with your life and work.
Introductory Reflections are usually placed at the start of a chapter so that you can  consider your own approach or way of working before reading what follows.
Personal Reflections are intended to promote inner thought and be of use to anyone working with people whatever the task and at whatever level, local, regional or national. They are suggested at various points throughout the text. In order not to interrupt the flow of the passage they are usually placed on the left hand pages in a simple box. Pointers in the text indicate that part of the material to which they refer.
Concluding Reflections are usually placed at the end of a section or chapter to help you consider what you are learning from it.
Group Exercises are primarily for the use of trainers. Again, they are usually placed in a box with a double frame on the left hand pages with pointers in the text to indicate that part of the material to which they refer. More information about the use of these exercises will be found in Part IV: Providing training.
As you put this approach to church and community development into practice this manual invites you and others:
●
To reflect on your own experience and work with people.
●
To read about community development approaches and accompanying ideas and suggestions.
●
To explore how these compare with your own current practice.
●
To decide whether or not to make use of them.
●
To work out how to use them.
your experience as you work with
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people in your church or community
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You
reflecting on

the ideas and approaches described and the questions asked in this book
your feelings and reactions, negative and positive
any implications for your work
A note about terminology
●
The term community worker or development worker refers to someone who works with people in the community, either professionally or as a volunteer, on a project or programme of work.
●
I have avoided the use of the word social worker as, in many places, much social work is done with individuals or families, rather than community groups. Clearly much of what is written can be applied by social workers.
●
Community work refers to work done in and with the community in order to do something about the physical or social needs of people in the area or neighbour- hood.
●
Community development refers to community work in which the aim is to involve people in meeting their own needs and so growing in confidence, becoming more skilled, and developing a feeling of community.
●
Group worker or facilitator  is used rather than leader, as leader can give an impression of a person taking a directive lead or being authoritarian.
●
‘He’ and ‘She’ are used variously throughout the text as this seems less clumsy than putting ‘he or she…., and ‘…his or her…’.
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Part
The nature of the approach
Part One consists of six chapters describing the basic theory underlying the way of working with people outlined in this Study and Training Manual.
■
Chapter One: Processes of community development
■
Chapter Two: Working with and for people
■
Chapter Three: Working purposefully
■
Chapter Four: Promoting participation
■
Chapter Five: Meeting people’s real needs
■
Chapter Six: Reviewing and evaluating
Chapter One
Processes of community development
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This chapter describes what is meant by development and those processes which lead to it
What is development?
15
Change for the better in the environment
15
Change for the better in people
15
Processes leading to development
17
Working for development
21
Survival or development?
23
Working out of a development model
24
What is development?
Introductory Reflection
Consider the diagram below in relation to
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the situation of the people with whom you work
their current situation
the situation you want to see
Jot down the problems you
Jot down some of the changes see and what is undesirable
you are hoping to bring about
Community workers who are involved with groups in the community or in the church, or who are working with people in prisons, organizations or institutions, do so with the intention of bringing about betterment or improvement of some sort in the lives of those concerned. These changes could be of two kinds:
Change for the better in the environment
Changes for the better in the environment may be to do with such things as their living conditions, diet, safety, employment, cleaner streets, more public services, educational or medical facilities and so on. Such changes can be seen or experienced and can be assessed.
Change for the better in people
Changes for the better in people are to do with inner changes in their feelings and attitudes towards themselves, other people or life in general. Changes in one’s attitudes is likely to lead to changes in behaviour. For example, from feeling marginalized by society to becoming an active member of a community; or from always trying to arrange things to their own advantage to becoming more aware of and trying to meet the needs of other people. Changes may also be to do with their abilities and skills that, in turn, make them feel better about themselves, happier and more fulfilled.
The following is an example of work done to meet the needs of HIV/AIDS people in
Lagos. It is described by a community worker.
EXAMPLE A: A Hot Midday Meal
With a group of my friends we have started to provide a hot meal everyday for people in our local community who are suffering from HIV/AIDS as we realised they were not feeding themselves properly and needed at least one nourishing meal a day. We have got to know those who come regularly and they are now getting to know each other and chat over their meal.
This is clearly greatly appreciated and it is meeting a real need. However two of us went on a course and we found another way in which things could be done so that the HIV/AIDS people could take more control over their lives, rather than
Group Exercise No. 1
Consider Example A.
What changes occurred in the lives of the people with HIV/AIDs:
•
Changes in their environment?
•
Inner changes for the better in the lives of the people themselves?
•
Can you see any other changes?
being mere recipients of other people’s charity. It would also enable them to help themselves and so gain in confidence and self-reliance. So after the course the two of us talked about our ideas to the other helpers. They agreed that we might see if the HIV/AIDS people would like to have a hand in preparing and cooking the meal themselves. This is how we went about it:
First of all we spent some time planning how best to present our suggestion and how to stimulate them to discuss it so they felt free to say what they really felt about it. After lunch we gathered the AIDS people together and asked them if they would like to become involved in organizing the meal themselves. Together we discussed what this would mean: deciding on the menu, buying, preparing, and cooking the food, laying the tables and clearing up afterwards. They had many practical suggestions and together they discussed how it might be arranged. Gradually they became increasingly enthusiastic.
Once they had agreed that they would like to have a go at doing things for them- selves, they allocated the various tasks for the first month, after which they would review how things were going. They asked us to remain with them until they felt confident to do it without our help.
The whole plan worked out well and the group of HIV/AIDS people enjoyed working together. Furthermore, one man offered to go to market and he soon found his friends asked him while he was there to buy things for them as well, so he was able to start up a small business on the side! In fact, it seemed to us that they were really enjoying working together, and were becoming happier, more fulfilled people.
⇐GROUP EXERCISE No. 1
XXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXXX

Processes leading to development
The relationship between changes for the better in people’s physical or social environ- ment and changes within people’s hearts and minds is complex: one does not always lead to the other. Consider the two examples below:
Example B: A Gift Causes Trouble
In a poor area of Johannesburg a good building was put at the disposal of a local community group. They had lots of ideas about how they might use it and what they would need to make it more welcoming. Several members, including the leader, wanted to use it for young mothers who had nowhere to meet or for their children who had nowhere to play. Others said that it was more important to use the place to teach new skills to people who were unemployed so that they would be able to earn their own living. In fact they spent so much time arguing about what would be best, that they ended up with a large number of people leaving in anger. So disagreeing about a beneficial physical change actually caused conflict rather than development.
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Personal Reflection No. 1
Compare Examples B and C  with the example from Lagos on p. 15.
What strikes you?
Example C: The Enthusiastic Worker
Mr A had to change his job and move from Lagos to Ibadan. Once he was settled, he realised that on the edge of town unemployed lads were hanging about with nothing to do. He decided to get them playing football. He organized them into two teams and gave each team different coloured shorts and tops. At first the boys played with great enthusiasm but what had started as healthy competition between them soon developed into unhealthy rivalry between what became two gangs, fighting each other and terrorising local inhabitants. Mr A’s desire to improve the quality of their lives caused changes for the worse in both their lives and the local environment.
⇐PERSONAL REFLECTION No. 1
Things do not need to turn out as in these two examples. Consider the Hot Midday Meal again. Although the community workers handed over the control of the project to those concerned they ensured that everyone’s ideas, including their own, were listened to and taken seriously. They helped the group to think things through and they remained a supportive presence as long as they were needed. In order to work carefully like this they had spent some time beforehand in planning when to make their suggestion and how best to do it, so that the AIDS people would feel free to accept or reject it, and, if they accepted it, how they could help them to discuss and plan together in a co-operative way. Ways of working with people rather than for people are discussed in Chapter Two.
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Stimulating people to think and discuss together, to decide on what they want to do, to make plans ands take action together is likely to lead to changes both in the environment and in the inner lives of people, provided the outcome is satisfactory. The example quoted above of the Hot Midday Meal demonstrates these processes and the results: the people with AIDS not only had a nourishing meal each day but gained some control over their situation, developed their skills, grew in confidence in their ability to organize things, and formed friendships among themselves, and one man started up a small business venture. Consider the diagram below.
changes for the better in the physical and/or social
environment
people think, discuss, decide plan and act together with satisfaction


[image: image17.png]: ”5 8
P4 \
5 under 14 30 to 45

14t018 45 to 60
18 to 30 over 60




relationship is complex

overall human and spiritual development
inner changes for the
better in people
Figure 1.1: Processes of development
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Group Exercise No. 2
Imagine you are at the prison visitors’ meeting.
•
How would you respond?
•
What would be helpful?
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Group Exercise No. 3
Form two or more small groups and give each large sheet of paper with the prison diagram at the top.
•
Make three columns and head each: BEFORE,
DURING, or AFTER.
•
Ask people to write their suggestions about what could be done under each heading.
•
Alternatively, divide into three groups and ask each to focus on either BEFORE, DURING, or AFTER.
(See ‘Gathering information’ on p. 79.)
Working for development
Consider the example below.
Example D: The Prison Visitor
I have been a visitor in a male prison for some time and I go to see several long- stay prisoners each week. I find the atmosphere of the prison very cheerless: the prisoners have to do their time – an unpleasant and depressing experience. For many it may well not be their first time inside. I think they find me a welcome interruption to the routine, especially as I provide small ‘luxuries’ not otherwise available. Some months ago, after a particularly difficult day, I came away feeling depressed myself. I started to wonder whether there was anything more I could do for them to make life less bleak. I decided to talk to several other visitors to see what they felt. When we met together I found they were in much the same position as I was.
⇐GROUP EXERCISE No. 2
So we spent some time imagining what we would feel like if we were in the prisoners’ place. We then asked ourselves what might help a prisoner not only to make the present more bearable, but which might help them to live a more satisfactory life once they were released. This led us to draw the following diagram.
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Figure 1.2: The prison visitor
⇐GROUP EXERCISE No. 3
We came up with several possible things we could try to help a prisoner to think about. Although we realised it would be a long slow business, we thought we could help him:
(a)  to come to terms with his past about which he may feel bitter and angry both with others and with himself;
(b)  to look towards his release and dream about how he might make his future life more satisfactory, so he would not land up in jail again;

Group Exercise No. 4
Look at the points raised by your group and those raised by the prison visitors and list possible questions you might want to explore with a prisoner (or group of prisoners).
•
What do you feel is important in asking these questions and putting the various ideas into practice?
•
What pitfalls would you try to avoid?
Personal Reflection No. 2
In preparing yourself to talk to a prisoner what would be helpful to reflect on  in relation to:
•
yourself? (e.g. “There but for the grace of God go I” or “How would I cope if I were in this situation?”)
•
the prisoner? How do you see him/her?
How well do you know him, what he
thinks and feels?
•
the warders? (e.g. you don’t want to ally yourself with the prisoner for or against the warders, however well or badly they behave.)
Personal Reflection: No. 3
Think  about  which  model  you  customarily work from.
•
Are there times when you find yourself operating out of the other model?
•
What model do the people with whom you work in the community operate out of?
(c)  to consider what he might do to make the best of his time in prison, constrained and miserable though it is. Perhaps he could learn or train to do something that would be of use afterwards? Perhaps he could gradually try to change the atmos- phere by not responding negatively to fellow prisoners and to the warders?
⇐GROUP EXERCISE No. 4
We realised that a conversation of this kind with someone who may already have spent years inside, who is bitter and frustrated, and who may have built up bad relationships with the warders and be known as a troublemaker, could not even be begun until we had listened to him and his grievances for a very long time. We would need to understand what he is going through, how he sees life, how he copes or does not cope with things in prison, and what he feels about any family, friends or fellow criminals who may still be
‘outside’. Only in this way could we build up a trusting relationship so that he realises we are ‘for’ him and have his best interest at heart. Even then things cannot be hurried: it would be likely to take months before he began to see some light at the end of the tunnel and develop a most positive outlook. However, we told ourselves it was some- thing worth working at and that any progress, however small, is progress. We each agreed to think about our task of visiting in this more positive way and to meet every two months to support each other and review how we were getting on. (See Chapter Six: Reviewing and evaluating)
⇐PERSONAL REFLECTION No. 2
Survival or development?
A community worker who manages to stimulate a change for the better in a prisoner, could be helping him to change his outlook from just ‘doing time’ or surviving until his release, to something much more positive. Another way of looking at that, is to move from survival to development. There are two ways to see and approach life. They have been modelled in the following ways.
In this model life is like a series jobs to be done, like going through a hoop, for example, sowing, harvest- ing, then storing or selling; or periodic events or cele- brations; or the daily round of work, meals and sleep. The future is very much a repetition of the past, People living out of this model have no great hopes of things improving, all their energy is used in just surviving
Survival model
Development model

each day.
This model shows life as gradually opening out to fresh possibilities, new horizons, activities or ways of doing things. It is more dynamic. People living out of this model  look forward to the future with hope and strive to move on.
⇐PERSONAL REFLECTION No. 3
Although community workers are likely to work out of a development model, there may well be periods when the survival model comes into play. Perhaps we are faced with a series of events or a pile of routine work that just has to be got through before we have the necessary space and energy to plan further ahead.
Working out of a development model
It can be all too easy for individuals and groups when thinking about future activities to get carried away with creative ideas which they want to do something about. Like the community workers in the Hot Midday Meal they need to plan realistically, otherwise they could outgrow their strength and resources.
In reflecting on the questions above you may have found that you are operating out of a development model and those you are working with in the community are in a survival model. There could be a danger of unthinkingly imposing your model on theirs. Sensitivity is required to introduce development ideas gradually so as not to take action that might disturb existing relationships or disrupt people’s way of living. You need to work tenta- tively and to give people time and help them decide for themselves about any changes that they feel could be beneficial and manageable without adverse effects.
Concluding Reflection
Having studied this chapter, try pausing and asking yourself:
• What have I learnt?
• What has struck me?
•  How, if at all, will this affect the way I work with people?
It might help to make a note for yourself.
Chapter Two
Working with and for people
This chapter describes the two basic approaches to community work and how they can best be used.
Two ways of working
27
The directive approach: working for people
27
The non-directive approach: working with people
31
Tasks of non-directive workers
31
Making a choice
33
Three key questions
35
Working non-directively with individuals
35
Helpful attitudes of development workers
37
Avoid being permissive
39
Two ways of working
In community work there are two approaches to choose between in order to promote development. On the one hand as a group or community worker you do such things as making decisions, organizing an event, or providing materials for people; and on the other you engage people in conversation or discussion and make decisions and plans together, that is you work with people. The first way of working is known as the directive approach, the second as the non-directive approach.
As a community worker you need to use both approaches if you want people to become more self reliant and mature as human beings, as groups, and as communities. There are also occasions when, in order to stimulate members to co-operate and achieve things for themselves, it is helpful to allow a group to get on without your help or interference.
Introductory Reflection
Look back on some of your recent work with groups or communities and ask yourself: Which approach do I use most of the time?
Have I also used the other approach? If so, when and what for?
Although the non-directive approach is essential in trying to promote development, it is necessary, as has been said above, to use both approaches: both are necessary at different times. Deciding when to use which approach is discussed on p.33. People who have less experience of the non-directive approach may have to give more careful attention to it. Both approaches are described below.
The directive approach: working for people
In using the directive approach community workers do things for people: they do the thinking, deciding, organizing and providing for people. They expect people to go along with what they say, ask, tell them, or to receive what they hand out to them.
Workers may be directive because:
●
they are in a better position to do the thinking, organizing, etc. For example, (a) in running a workshop, they plan the contents and programme, and makes sure they have all the equipment needed. (b) a mother buys food and prepares the meals for a young family.
●
it will save time and effort. For instance, the seating and timetable on a course: the participants come for the subject matter and do not want to spend time deciding where the chairs should go.
●
they think they know what is best for people – and they may or may not be right!

Personal Reflection No. 4
Reflect on the past few years:
•
When have you resented someone being directive with you? What was the result?
•

When  have  you  been  grateful  that someone was directive?
Try putting in your own words what you understand by the directive approach. Can you give examples?
Can you suggest some disadvantages or negative effects of being directive?
Group Exercise No. 5
How would you explain the directive approach to a group or individual? What examples Would you use to illustrate your points?
Note how you feel about this approach and its use.
Have you any questions?
Clearly there are times when it is right and useful to be directive and there are times when it is not a proper or best use of one’s authority or position.
⇐PERSONAL REFLECTION No.4
There are times when it is necessary, helpful or wise to be directive and do things for
people such as:
●
in an emergency, such as an accident or fire;
●
when someone is overtired or stressed;
●
when people are unable to do certain things for themselves;
●
when it is an economy of time and effort, e.g. preparing a room for a meeting;
●
when people are used to having everything decided and done for them they need to be coaxed gradually to do small things for themselves until they become more self-confident and able to do more things for themselves.
At the start of life almost everything is done for a baby. As she grows up the child learns gradually to be more independent until, reaching adulthood, she becomes more mature and assumes responsibility for her own life and what she makes of it. Therefore she needs to make her own decisions in important matters. In relation to such important ‘life and death’ decisions the directive approach is inappropriate. This is when the non- directive approach is essential (p.35).
There are different ways for workers to be directive:
●
They can be directive in a way that helps people to go along with their ideas. For instance, they can put things reasonably, charm people, be gently persuasive, or they can stress all the advantages and ignore any drawbacks to the proposed course of action.
●
They can be dictatorial and pressurise people into doing what they want by bullying or bribing them, threatening or frightening them.
●
They can be directive accidentally if they work so fast that people are unable to keep up with their ideas or get swept along by their enthusiasm.
●
When they judge it appropriate to be directive, they can explain what they have done or are doing and why they acted on their own. (In times of emergency, of course, a worker just gets on with what needs to be done!)
There is a danger of doing too much for people: i.e. doing things for them that they are capable of doing them for themselves. This makes for unhealthy dependence rather than maturity and it can rouse resentment or aggression. On the other hand it can make people lazy.
Likewise there is a danger of doing too little for people: i.e. of expecting too much from them and encouraging them to do things of which they are incapable and would be likely to fail.
⇐GROUP EXERCISE NO 5
The non-directive approach: working with people
In the non-directive approach community workers do things with people: they stimulate people to think about what they want or need; they get people thinking, discussing, deciding and planning together; and they help them to work through problems they face.
Workers use the non-directive approach because:
●
they believe people have an important and at times vital contribution to make to decisions which effect their lives;
●
they believe that individuals, groups and communities will grow and develop through thinking and deciding together about things of mutual concern or interest;
●
they do not believe that they always know best what is good for people or that they have all the answers!
Tasks of non-directive workers
Community workers perform the following tasks in order to facilitate the exchange of information and ideas between members of a group (see Appendix I p.201).
1.
Ensure that everyone is comfortable and, if possible, in a position to see and hear everyone else. Can everyone see any board, flip chart or visual aid? Are there enough chairs? Is there enough light and air? Is the room too hot or too cold?
2.
Get agreement about the task of the group and ensure that everyone is clear about what they are meant to be doing. Check that they think it is worthwhile and that they want to do it.
3.
Listen and show that you are doing so by your body language, and help others to listen (p.97).
4.
Create an atmosphere in which everyone feels free to speak. It may be necessary to work out ways of giving the silent an opportunity to speak, or of quietening the talkative, etc.
5.
Make sure that everyone understands the various contributions to the discussion. (People often argue against each other simply because they have not got the other person’s point of view really clear.) It may help to clarify what someone is saying, or ask the member to do so.
6.
Help the group to consider each contribution objectively, especially minority opinions, whatever you personally think about it.
7.
Indicate any major differences of opinion and encourage members to explore why they differ rather than allow everyone to argue against each other. At times it is useful to suggest members list points for or against an idea.
Personal Reflection: No. 5
Try  putting  in  your  own  words  what  you understand by the non-directive approach. Why would you choose to use the non-directive
approach in your community work?
Can you think of any occasions when someone has used the non- directive approach with you? How did you feel?
Note any reservations or personal difficulties you may have about this approach
Group Exercise: No. 6
How would you explain the non-directive approach to a group or individual?
What diagrams and examples would you use to illustrate your points?
Have you tried to explain the directive and non- directive approaches to anyone?
What was the result? Did you feel at ease or did you find it difficult?
Have you any questions?
Group Exercise No. 7
List those things you would take into account when deciding whether to be directive and/or non- directive.
8.

Point out when discussion wanders from the point. Check whether they want to go back to the original point or to consciously pursue the new one.
9.
Summarise at intervals so that members can see what progress has been made and what still remains to be considered. This helps to focus the thinking of the group. Summarising is especially helpful when you or the members are confused.
10. Provide relevant information when appropriate and contribute your own ideas clearly and tentatively without pressing them on people. The timing of your contribution is important. Try to put your ideas alongside everyone else’s and ensure they are looked at as openly and as critically as all the rest. If you put ideas in too early, people may rely on your thinking rather than think for them- selves. If you make a point after everyone else’s there is a danger that people will think you are correcting or improving on their ideas.
Two things can help a worker to perform these functions:
1.
Asking questions rather than making statements (p.95).
2.
Avoid taking sides even when you favour one side rather than another. This is hard. It means not arguing for or against a point or asking ‘loaded’ questions. In this way you will help members to say what they really think and feel because they become confident that their viewpoint will be considered rather than ignored.
⇐PERSONAL REFLECTION No.5
⇐GROUP EXERCISE No. 6
Making a choice
Deciding which approach to use with a group at a particular time in a certain situation is often difficult and always important. It is well worth spending time thinking about this question beforehand. The exercise opposite may be done by an individual or by a group.
⇐GROUP EXERCISE No 7
A person in authority or a community worker using only the directive approach exerts control rather than promotes development. A development worker promotes shared control by working collaboratively: at times taking directive action, but more often working non-directively, and occasionally withdrawing.
Working directively and non-directively involves approaching and engaging with people. There are times, however, when it is useful during a meeting to withdraw for a short time and allow people to do something on their own, for instance when you suggest that they work in sub-groups on a Group Exercise. Doing this is entirely different from being permissive: just sitting back and allowing people to get on with things without giving them any help or guidance at all as with The Permissive Clergyman on p. 39. Chapter Twelve discusses withdrawing from a group for a longer period of time.

Personal Reflection No .6
Think back to some time in your life when you found it difficult to make an important decision, one that could affect your life significantly.
Did you discuss it with anyone? If so:
•
What was particularly helpful about what they said or did?
•
How could they have been more helpful?
•
Were they unhelpful in any way? How?
Were you left to make the decision on your own? If so:
•
How could someone have helped you?
•
Did you think of asking someone for help or not?
Why or why not?
Three key questions
Three important questions for you as a development worker to ask yourself when planning a meeting or before working with a group or community on some project or programme:
What must I do for these people/ this group? What must I do with them?
What must I leave them to do for themselves and with each other?
Your choice is crucial. It is unlikely that you will always make the best choice, but you are more likely to do so if you give serious thought to these questions.
Working non-directively with individuals
Community development involves working with groups and with individuals. The non- directive approach is equally applicable to both. Reflect on this diagram:
There are things that God has done and does for us. Think of a few examples.

There are things that other people have done for us. Think of a few
examples.
There are certain things we have to do
for ourselves. Think of a few examples.
There are, for instance, those desperately important decisions by which we each deter- mine the course of our lives: decisions to do with morality, vocation, job, whether or not to get married, how to cope with an illness or tragedy, relationships, attitudes to other people, to the environment, and to the pressing issues around us. It is in the making of these decisions that we grow and develop as persons.
⇐PERSONAL REFLECTION No. 6
No one can make these decisions for us although, at times, people may well try to do so. They think they know best what we should do and try to persuade us or put great pressure on us to make a particular decision. This is not helpful for our own personal development.
At other times people may realise that we have to make our own decision and they just leave us to do so, not realising that we could do with their help and support. This is where a non-directive worker or friend can be of immense value. Such a person stands along- side us, asks us thought-provoking questions, and helps us to look at the likely conse- quences of the choices before us, and to make our own decision. Such non-directive action can enable us to be more objective, take into account not only the pros and cons of a particular option, but how we feel about it or are likely to feel about it afterwards.

Personal Reflection No. 7
What sort of attitude do you try to develop towards yourself?
What sort of attitude do you try to develop towards other people?
When looking for someone to talk things over with and get this sort of help and support, it is important to explain clearly what you are looking for: ‘I need you to ask me questions, to help me look objectively at all the options…. I am not looking for advice about what decision to make, or what you would do if you were me, because you are not me!’
Helpful attitudes of development workers
The attitudes and inner orientation of community workers, both towards themselves and those with whom they are working, will influence the way they speak and behave, and, even if they do not realise it, will affect other people. You could use the reflection opposite to consider your attitudes.
⇐PERSONAL REFLECTION No. 7
Below are some of the attitudes of effective non-directive workers.
●
The intention of non-directive workers is important. They want to get people thinking and deciding about those things that will be for their well-being. And this is so when they take directive action or withdraw. However, it is all too easy at times to be directive by accident. They might, for instance, get excited about a particular idea, or work so fast that people are unable to keep up with them, or they overwhelm them with words. If afterwards they realise this, at the next meeting (or before) they can admit that they felt they put undue pressure on the group and suggest people reconsider the decision more objectively. Workers do not lose face by doing this: they demonstrate that they are genuinely trying to serve the group.
●
Non-directive workers see the task of the non-directive worker as very much a servant role. They do their best to help those with whom they are working and to forget about themselves. They try to put the individual or group first, to see their situation as they see it standing ‘in their place’ or alongside them, before standing back and looking more objectively at the situation and helping the group to do so. It is rather like looking into a room from different windows: the view changes and you see things from a different angle or notice things that were hidden before.
●
Non-directive workers realise that they can do some things better than others, and so can those with whom they are working. Therefore they will get the best results, the most creative ideas, and reach the best decisions, if they mobilise the energy of everyone in the group. When I first learnt to work in this way I realised that I need no longer rely on myself to have all the answers, I could rely on group members. My experience ever since has reinforced my belief in the potential of the group.
●
Non-directive workers try to keep optimistic about being of use to the group. I know that I have to encourage myself, especially when facing a difficult situa- tion, problem, or group I find hard to work with. Once when I admitted to

Group Exercise No. 8
How do you respond to this incident?
Picture the situation, what dangers are there in Thomas sitting back and leaving the members to find a church warden by themselves?
What else could he have done to avoid those dangers?
He looked me firmly in the eye said: ‘Catherine, that group is better with you than without you!’ This gave me enormous encouragement and I have found myself repeating it down the years. How do you or could you encourage your- self?
●
Non-directive workers try to keep in mind that, however carefully they prepare or work, they are still fallible, as are members of groups, and at times will get things wrong or speak in a clumsy way and upset someone. They believe that, generally speaking, to admit that they have done so has a positive effect: not only can it give them a feeling of release; it can encourage others who feel inad- equate to realise that no one is ever 100%, that we all make mistakes, and all feel inadequate at times.
If you have considered Personal Reflection No. 7 you may wish to consider the above points in relation to your answers.
Avoid being permissive
Being directive or non-directive are two active ways of approaching people. Despite this negative sounding word, to be non-directive is to take a very active approach. A common misunderstanding is that being non-directive means just sitting back and letting people get on with things. In fact, that is being permissive: such a person allows people to go their own way for better or worse, without either helping or hindering them. In practice this can be unhelpful because someone else may take over and act directively, forcing the group to take unwise or ill-considered decisions, or people may get confused, wander from the point, or start arguing and get into conflict.
Example E: The Permissive Clergyman
Thomas was vicar of an inner city parish. When the time came for one of the churchwardens to be replaced, he put this as an item on the agenda of the Parochial Parish Council. Beforehand he approached various people he thought might be good at the job. Each turned it down for various reasons. He also asked people in church for several weeks to nominate people for the task. No one did.
On the evening of the meeting there were no nominations for the post. When it got to that item Thomas said he had spent many hours visiting people to invite them to be church warden but to no avail. Then saying, “So now it is up to you to you!” he sat back and left the parish council members to get on with it. At that moment Thomas was being permissive.
⇐GROUP EXERCISE No 8
There was a danger of argument, faction, or an unwilling or unsuitable person being bullied to take on the job. It would have been wiser if Thomas had stimulated people to think about the work of a churchwarden: the need for it to be done, the amount of time

Personal Reflection No. 8
Can you think of situations in which you have been permissive? What was the result?
Have you been in a group in which the leader acted permissively? What happened?
How did you and others react?
would be suitable. He could have asked two or three former wardens to describe the job and how they felt about it, the demands it made and any satisfaction that they may have got from doing this service in the parish. Then, with this information he could have put people in groups to discuss possible candidates or suggested an informal chat during a break for coffee. In this way it is possible that one or more people might have been found willing to take the job on. Thomas would have been working non-directively with the Parish Council as together they searched for a solution.
⇐PERSONAL REFLECTION No.8
Concluding Reflection
Having studied this chapter, pause and ask yourself:
• What have I learnt? What has struck me?
•  How, if at all, will this affect the way I work with people?
It might help to make a note for yourself, possibly on the opposite page.
At various times and in different situations you need to work both directively and non-directively. This chart sets out some of the factors affecting the choices open to you between directive and non-directive action.
DIRECTIVE ACTION
WHY?


You think, decide plan and act FOR people
You work WITH people to help them think, discuss, decide, plan and act
together
IMPLICATIONS

NON-DIRECTIVE ACTION
WHY?
Because you believe you are able to decide and act in their best interests; or because people are not in a position to make good decisions for themselves; or because you want to get something done quickly or in your way e.g. in crisis situations; to prevent people harming themselves or others; or to ease the transition from controlling to collaborative ways of working.
HOW?


1. The CHOICE of action is crucial to effective development work with people. You need continually to ask yourself “Is this something I should be doing? Is it something they can and should be doing? Is it something we could
best do together?”
2. You need to be clear about your PURPOSE because your choice of action will be determined largely by what you are trying to achieve in the lives of people.
3. To develop directive and non-directive skills is necessary.



Because you believe that the people are in a position and have the ability, the information and experience (which you may not have) which will enable them to make good decisions for themselves or share in the making of decisions which
affect both you and them; and because you believe that people develop by having increasingly more control over decisions which affect their lives.
HOW?
• by telling people what to do, ordering or enforcing things;
• by providing or making arrangements for people;
• by suggesting, asking, advising or persuading people;
• by inspiring or using gentle pressure
• by bargaining, threatening,
manipulating, or by the giving or
withholding or information.
The latter are highly questionable ways of proceeding which all too often we fall into.



You may do these things through various
METHODS and in any of the forms of leadership
e.g. writing, discussing, talking, letter-writing, questioning.
Figure 2.1 Approaches to directive and non-directive action
A diagrammatic summary

• by listening to people and asking questions;
• by discussing pros and cons;
• by helping people to assess advantages and disadvantages;
• by providing relevant information as clearly and objectively as possible;
• by ensuring all relevant facts are taken into account;
• by making sure all views are considered.
CW based on work of TRB
Chapter Three
Working purposefully
This chapter describes the importance of clarifying your purpose in any project, community, or group with which you are working.  It explains the difference between purpose and objectives, and talks about the relationship between beliefs and purpose.
Purposes
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Introductory Reflection
Focus on your community work as a whole or any one aspect of it.
Write down what you are trying to achieve through what you do, i.e. your purpose.
Having done this reflective exercise, study what follows.
Purposes
Most workers have some good purposes for their community work. Generally speaking, they have thought deeply about it even if they have not put it into words. To do so by answering questions such as, ‘What am I really trying to achieve through my work? What are the changes for the better in the lives of people that I am hoping to bring about?’ can improve the quality of the work enormously. It is likely to:
●
deepen your motivation;
●
give a sense of direction and thrust to your work;
●
enable you to assess whether or not particular actions or activities are likely to help towards achieving your purpose;
●
stimulate you to think of alternative ways of working towards your purpose;
●
energise you and help you to keep going when things become difficult.
A purpose is something you work towards but can never fully achieve. It is something more ultimate than an objective that can be completed. For instance, in working with unemployed people, getting them jobs is an objective not a purpose. If you ask yourself, “Why do I think they would be better if they found a job?” it will help you to explore your deeper purpose which is likely to be something to do with enabling them to gain more self-respect, become more self-sufficient, live more satisfying lives, or feel they are contributing members of society.
Objectives
Objectives are the steps that will help towards the achievement of your purpose. For instance in the above example, objectives will be such things as helping unemployed people to become dissatisfied with their present life, to dream about possible future life- styles and explore their various talents and ambitions, acquiring new skills, learning how to present themselves to future employers and at how to behave at work, how to manage their pay-packets, and so on. These objectives can each be achieved and help towards your underlying purpose.

Personal Reflection No. 9
Re-consider  your  purpose  as  you  wrote  it above.
Are you still satisfied with it or does it need re- writing?
Have you separated your objectives from your basic purpose?
Clarifying your purpose
To express your purpose clearly is often difficult. It may take you some time before you are really satisfied with it. The following may help you to start.
●
Distinguish between objectives and purposes by taking each objective in turn and asking ‘Why?’ or ‘What for?’
●
Use ordinary language and put things briefly.
●
Avoid making your purpose so general or ‘distant’, for instance ‘To bring in the reign of God’, that it will not be immediately helpful in your situation.
●
List things you want to avoid to sharpen up what you want to achieve, for example, if the ‘permissive clergyman’ (p.39) had thought about his purpose in finding a suitable church warden, one of the things he would have wanted to avoid would have been the possibility of conflict on the church council, or someone unsuitable getting the job.
●
Put things in such a way that it is clear that objectives and methods are secondary to purposes. This can be done by adding to your statement of purpose, a list of objectives which can each be introduced with ‘by…’ or ‘through…’ .
Purpose
What I want to avoid
Figure No. 3.1: Purpose and objectives
In Example D The Prison Visitor, the group of visitors were clear about their three objectives but they might also have clarified their purpose. This would probably have been something to do with helping a prisoner become a more mature and happy human being who would contribute to the well-being of his family, local community and society (p. 21).
⇐PERSONAL REFLECTION No. 9
Using your purpose as you work
Once you have clarified your purpose it is there for you to refer to and make use of when working. Use your purpose as a reference point to check out whether your plans, arrange- ments for meetings, alternative courses of action, decisions, ideas, ways of tackling problems, etc. are in line with it.

Personal Reflection No. 10
There is an unsuspected and untapped source of power and life in our fantasy. The following exercise is designed to draw on this source.
Take your time over it. Find a place in which you can be undisturbed. Relax. Take a few deep breaths. Close your eyes. (If you are doing this alone you will need to open them every now and then to read the next instruction.) Pause for as long as you need between each one. (See p.111 for leading a group on a fantasy journey of this kind.)
Picture yourself sitting in a favourite spot. Drink in the quiet and peace.
There is a chair nearby and someone comes and sits down beside you. You look up and recognise someone who is a very special person in your life, maybe some religious figure or else a person to whom you can speak openly and honestly.
Greet the person by name.
After greeting each other, you enter into conversation. You talk about your community work, how it is going, what you enjoy about it, what you find difficult. Share any problem you are facing.
Your companion then asks you some searching questions:
•
‘What does your work mean to you? Why do you do it? How important is it in your life?
•
What motivated you to start this work?
•
What keeps your persevering?
•
What has your work to do with what you believe about life? … about the world? … about other people?
… about God?
You  may  want  to  ask  a  few  questions.  Listen  to  the answers.
After a while bring the conversation to a close. Make your farewell. Your friend leaves you.
Remain quietly pondering on this experience for a few minutes.
What strikes you about it?
It can also be used:
●
In planning your work or in preparing for a meeting (p.119).
●
When a new idea occurs to you or a suggestion is made: test it out against your purpose.
●
When making decisions so that you can test out the alternative courses of action.
●
In tackling problems: this may reveal that you need to clarify your purpose.
●
When reviewing and evaluating your work (Chapter Six).
●
In situations of faction or conflict: it may be that underlying those matters about which people disagree, they have a common purpose. This would provide a useful starting point for discussion.
●
When enlisting help for a piece of work, or employing someone to work with you on a project.
Beliefs
Our beliefs give rise to our purposes and sustain them. Purposes come from deep within us and are rooted in our beliefs. One way of getting in touch with our deepest beliefs and core purposes is to go on a “fantasy journey”, that is to picture yourself going on an imaginary journey or taking part in an incident or conversation. This sort of creative exercise of our imagination brings to the surface thoughts and feelings of which we are usually unconscious (p.111).
This exercise opposite is intended to stimulate you to get in touch with those beliefs which drive you to bring about some sort of betterment in the community, which motivate you and give rise to your work with people. Ideally it is done in a group with one person slowly leading people through it.
⇐PERSONAL REFLECTION No. 10
Our beliefs have an important place in our lives: they make us who we are, they shape our lives, and they affect all we do and say. By beliefs I mean those deep personal con- victions about life and death, the world we inhabit and why we are here, and who God is for us.
How our beliefs are formed is deeply mysterious, and God’s part in the process unfathomable. Although we can name various sources that have contributed to them: home, school, place of worship, influential individuals, books and so on, it is our own inner processes of reflection and prayer that are of central significance.
Our beliefs are not static: they are affected by how we explain to ourselves and make sense of all the positive and negative experiences of life. Therefore what is particularly meaningful to us changes or deepens at different periods, and how we express our beliefs
OBJECTIVE

PURPOSES
home school;
other people
place of worship



BELIEFS
about life and death,


OBJECTIVE

OBJECTIVE
Steps which contribute to achieving your purpose. These
can be completed.

Changes for the better in the lives of people that you are hoping to bring about.
Purposes are never fully
achieved.
reading
prayer and reflection

the world you live in, yourself, others and God.
Figure 3.2: Beliefs and  purposes
A diagrammatic summary


Those things you want to avoid e.g. apathy, back-biting.
is unique to each one of us. No one sees or relates to the world, other people or God exactly as I do.
Reflecting on our beliefs is a central aspect of our own development, and we are more likely to promote inner change in others if we ourselves are engaged in the process. Because of the intimate relationship between our beliefs and purposes, keeping our beliefs alive in this way will reinforce our purposes and help to ensure that our life is heading in a direction that is consistent with what we believe. Periodic reflection also helps to keep us enthusiastic about our community work or enables us to plod on when the going is rough.
We both live and work out of our deeply held beliefs. In  this  connection  Erich  Fromm talks  about  ‘non- alienated activity’. By this he means that action we take  which  comes  from  the  depths  of  our  being.
‘Alienated activity’ is what we do which does not come from within: it is as though done ‘out there’, disconnected, or automatic. ‘Non-alienated’ is crea- tive and life giving because of the vital connection with our essential life-spark through our beliefs and purposes.
It can be of mutual benefit in deepening our beliefs to share them with others. In this sort of exchange it is important for people to listen and to question gently in order to under- stand, rather than argue, disagree or try to persuade someone that what you believe is superior. Because beliefs are very precious and close to the heart of who a person is they need to be treated with respect. A diagrammatic summary is given in Figure 3.2.
Concluding Reflection
Having studied this chapter, pause and ask
yourself these questions:
What have I learnt? What has struck me? How, if at all, will anything in this chapter
have an effect on the way I work with people? It might help to make a note for yourself.
Chapter Four
Promoting participation
This Chapter outlines some practical ways of helping people to make their various contributions to the processes of discussion and decision-making
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Participation
Participation can be of various kinds and not all participation is beneficial in a group setting. For instance the way people participate may lead arguments or conflict, or the way people respond to someone may cause them to lose face, feel embarrassed or even ignored. A person might even decide not to speak or join in again. That is not the sort of participation we would want to encourage. Desirable participation is that which con- tributes in a positive way to the processes by which people think, discuss, decide, plan and act together with satisfaction.
Introductory Reflection
Do you find it easy or difficult to get people to take part in group discussions?
What do you to encourage people to participate? What do you think prevents people from doing so?
Four factors play an important part in promoting the sort of group participation community workers aim for:
●
Objectivity of verbal contributions
●
Clarity of their role and function of the group
●
Facilitating structures
●
A suitable physical setting
These are explained and explored in the diagram below. They do not automatically cause good participation: they stimulate, encourage and help it. Each has its own contri- bution to make. When they interact positively as indicated in Figure 4.1. their joint impact can build up the quality and quantity of participation.
These four factors can be useful to refer to when preparing a meeting or as a checklist after your initial preparation.
Objectivity
Clarity
Participation
Structure

Setting
Figure 4:1: Factors in promoting participation

Personal Reflection No. 11
Think about the last two or three meetings you have had with a community group.
Were there times when people started to argue and disagree? Was this caused by a genuine difference of opinion or some other reason?
Can you think of any way you might have avoided this happening? What could you have said at the start of the meeting to help people listen and contribute in a more balanced and open-minded way?
Objectivity
Objectivity in this context means trying to look in a balanced or unbiased way at all sides of an issue, problem, or situation while taking into account any information, facts, views and feelings, both those of other people and your own. It is hard, maybe impos- sible, to be completely objective and open-minded, that is, to see things in a balanced way, undistorted by one’s feelings, opinions or convictions. This is especially true when discussing an issue that is dear to your heart. However, a group in which members are helped to be objective is more likely to have an open, exploratory and creative discus- sion. Whereas if everybody is seeing things only from their own point of view and intent on winning an argument, emotions can run high and endanger both wise decisions and good relationships.
⇐PERSONAL REFLECTION No. 11
To help people to be as objective as possible it helps to get them to take into account all the factors in the situation and to listen to what everyone thinks and feels. This is no easy task  but  there  are  several  ways  in  which  you  can  encourage  people  to  be  more objective.
●
Focus attention on tangible written or graphic descriptions ‘out there’ of what is being discussed, e.g.
➤
a diagram which clarifies what is being said and which can be altered or added to by members of the group (p.103);
➤
writing on a large sheet of paper: again this can be queried, amended or re- written, or a question mark can indicate uncertainty and allow time for further thought.
●
Help people to see things from different angles by getting them to stand in the place of others who think differently from them, or who might be affected by the outcome of any decisions being made. This can be difficult but can really effective in changing attitudes (p.99).
●
Use language accurately and sensitively e.g.
➤
re-phrasing something that has been said in an inflammatory or an explosive way, so it is less emotive
➤
asking ‘unloaded’ questions so that people have to think of their own answer rather than give the answer they think you want;
➤
avoiding using words that have an unfortunate or off-putting connection for people, for instance:
➢
unless you really mean ‘lecture’, use ‘session’ or ‘meeting’;
➢
the word ‘class’ reminds people of school where one person did most of the talking;

Personal Reflection No. 12
Once again think back over the last two or three meetings you led.
Were  there  any  moments  of  confusion  or misunderstanding?
What do you think caused them?
What could you have done to avoid them? How could you help people to look objectively
at whatever is under discussion?
➢
‘leader’ brings up the idea of ‘followers’ whereas people in a group are on a level, ‘facilitator’ or ‘group worker’ is a better option;
➢
to talk about ‘a difficult person’ can make it harder for you and others to look objectively at the problem facing you, as it blames the person as its source, and this may not be true. The difficulty could be caused by other factors or by you or  your relationship with the person.
●
Avoid giving your own views strongly at the start of a meeting which could encourage people to unthinkingly agree with you or violently oppose you; or at the end when you could appear to be capping other suggestions. Try to put your points in the discussion alongside others so they are considered as openly and as critically as other people’s.
●
Explore a decision from every angle:
➤
list alternative possibilities rather than focussing on the first suggestion;
➤
tease out the pros and cons, see if you can lessen or overcome some of the disadvantages, and then see where the balance of advantage lies;
➤
consider how the decision will affect all concerned and the situation as a whole;
➤
if there are opposing views, try not to take sides even when you are feel strongly about one or other of them. Remaining neutral and asking open questions can help people to listen to each other (p.97).
●
Your facial expression or body language may also lead people to think you agree or disagree with what is bring said (p.97).
●
Explain that ideas once contributed ‘belong to the group’ and avoid labelling them as ‘Anita’s idea’ or ‘John’s idea’. Talking about ‘this idea…’ or ‘that idea…’, or ‘Idea 1’ and ‘Idea 2’ will help people to assess the ideas on their merits rather than on who contributed them.
Clarity
The more you are able to clarify and agree with a group what the meeting is about and members’ part in it, the more likely it is that confusion, waste of time and mis- understandings can be avoided and the more productive it is likely to be.
⇐PERSONAL REFLECTION No. 12
The following overlapping areas need to be clarified when working with a group.
Clarifying the aim or task of the meeting
It is useful early on in a meeting to clarify what the meeting is for, what people are hoping to achieve through it, and to check out the aim or task with them and ensure that they are committed to it. If there is disagreement you will need to come to some under- standing about what to do. It is vital for a good meeting that everyone agrees with the aim or task. Someone who is confused about the aim or task or disagrees with it can become disruptive, whether intentionally or not.
As the meeting progresses it may well become necessary to remind people of the aim or task and show how what is being discussed relates to it. This helps to focus attention on the central issue.
Various aims or tasks could be: for members to get to know each other in order to work better as a team; or to makes certain decisions or plans; or a faith-sharing group in which people express their own thoughts, listen to each other, and exchange ideas and insights; and so on.
Clarifying the way you intend to work together
It is particularly important with a group that is new to you or unused to a collaborative way of working, to explain the sort of participation you are hoping for. I find myself saying something such as:
●
The way I prefer to work with a group is to get everyone working together collaboratively. This will mean that:
➤
we discuss and explore ideas together rather than argue;
➤
we listen and do our best to understand each other as we each have a unique way of looking at things;
➤
we try to build on each other’s ideas and struggle together to express them clearly;
➤
if you don’t understand what is being said or have a different opinion, try asking questions so you really understand what the person is saying and why, before putting your own point of view. To understand an idea is always important before disagreeing or critically assessing it.
●
What do you think? Have you any questions? Is this an acceptable way for us to work together? Can we try?
I also suggest that we all make the most of the opportunity to learn from each other and that we are all responsible for our own learning, although we can help each other to learn with our questions and comments.
Clarifying the role and function of the group and its members
This concerns what the group is meeting to do and the type of response needed. It may be important to clarify the group’s area of responsibility or authority. For example, in relation to decision-making, are members being asked:
●
to make a decision? This could be a decision about whether or not to take some action, or, if it is about something they have to do, their only area of freedom may be to decide how and when to carry it out.
●
to give their views on or make a recommendation about some matter? In this case another person or group will be making the actual decision.
●
to gather together facts and how people feel about a matter someone else will decide about?
You may suggest members work in a particular way, if so, they need to be utterly clear about what they are expected to do and why. For example:
●
In buzz groups when they chat with their immediate neighbours or sub-groups.
In both cases it is important to brief members clearly about what they are being asked to do and maybe how they could set about it. For example, ‘These are the questions. Have you any queries? Are they clear? I suggest it would be helpful to work at them in the order given’ or you might suggest one group starts with the first question, another group starts with the second, and so on. In this way you ensure that each question is discussed while members are fresh.
In order to feel free to check how the groups are going, I negotiate a ‘roving consultancy’ role for myself. I suggest that if I join a sub-group, members either ignore me or simply say they do not need me. If they ignore me I will slip into an empty chair. They may ask me a question. I may just sit quietly listening or I may intervene. I find this is always acceptable and proves a useful way of working.
●
Collecting ideas from the group or sub-groups. There are several ways of doing this and it saves confusion if everyone is clear about how you will be doing it. For instance:
➤
Brainstorming can be used to collect ideas from the whole group. It is a technique to stimulate people to think creatively. It is described on (p.98).
➤
When sub-groups are reporting back, it is often more satisfactory to take one point from each group in turn, checking with the other groups and wording what you write up to include any similar points. If the first group to speak makes its full report, it can mean that by the time you get to the last group all its points have been said already (p.101).

Personal Reflection No. 13
Reflect once more on your last two or three meetings.
How  did  you  put  the  material  you  were discussing in some kind of order?
How did people respond to any structure you suggested?
Facilitating structure
A facilitating structure helps a group to work at the tasks before it step by step in an orderly constructive way.
⇐PERSONAL REFLECTION No. 13
The subject matter
The subject matter of the meeting and the questions or tasks you want people to work at need to be in an order that enable people to work and think systematically at them. This means that, as appropriate:
●
ideas build on or flow from one another;
●
you avoid repetition and going round in circles;
●
people contribute ‘their idea’ where it fits in, rather than trying to put it forward when some other aspect is being considered;
●
you avoid people jumping from one aspect of the subject to another in a haphazard way;
●
people are helped to make progress and so feel they are achieving something;
●
it is easier to see how the various parts of the subject relate to each other; you can more easily focus on key issues or get to the core of the matter.
Examples of structure in this manual
The examples below can all be used when working with groups
●
The problem Tackling Sequence on p.131.
●
Using a diagram to show the sequence and relationship between ideas. Examples: Parts of a meeting, p.117; Approach to directive and non-directive action: A diagrammatic summary p.42; Promoting participation, p.55.
●
The ordering of the material, for instance, in considering working with groups, the different tasks were set out in a time sequence: preparation, starting a meeting, during it, concluding it, and follow-up. (See Chapter Nine)
How to work out a good structure
Having clarified your purpose for the meeting, the following steps may be of use:
●
begin by jotting down ideas, points or aspects you hope to work at in the meeting:
this is a sort of personal brainstorm (p.98);
●
ask yourself ‘What is the best order to put these in?’ As you do this other ideas are likely to occur to you;

Personal Reflection No. 14
Consider a recent meeting that you led or in which you participated as a member of the group.
How was the room arranged?
Could people see and hear each other?
Were you satisfied with the arrangement or would you have liked to arrange it differently?
●
work out the questions that will help people to explore each area or aspect and put them in a logical order;
●
consider whether a diagram or listing the main points on a flip chart would help members to see the shape of the meeting. I usually find myself building up a diagram while I explain something to the group.
Using your structure
At times with some groups it may not be helpful to actually reveal the structure you intend to use. For example, if you are working with people who are not used to thinking systematically it could be intimidating to show them the problem tackling sequence. (See p.131) However you could have it in mind and ask questions in the appropriate order, and even though people jump from causes to solutions and back again, you could use the structure at the end to help you summarise all the points raised.
With other groups, aim in your introduction to make sure that people see what you are suggesting and how you think it could be worked at. Taking into account any comments, questions or suggestions make any changes until you have got a structure that makes sense to everyone including yourself, and they are happy to use it.
Your structure must not become a straight jacket: you need to be flexible in its use and ready to adapt, amend, change it or even throw it out altogether if it is proving unhelpful and preventing people contributing. When a point is made that does not seem to ‘fit’ into your structure, gently explore whether the person making it sees the connection by asking ‘I can’t quite see the connection with what we are discussing. Why are you saying that now?’ or ask yourself if your structure needs to be altered. In my experience some of the points which seem to be made out of the blue and seem not to fit in, often prove to be extremely valuable and throw new insights on the matter under discussion. I also find it useful, if a point has nothing to do with the matter in hand, to say ‘Can we take a note of that and come back to it later? I am putting it ‘on a hook’ to ensure that it is not lost’. It is important to bring it back into the discussion at a later stage.
A suitable physical setting
⇐PERSONAL REFLECTION No. 14.
The way a room is arranged can affect members of the group and how they feel about the meeting, even if they do not consciously think about it. The points below form a checklist that you may find useful when you come to think about the place of the meeting and the physical arrangements.
●
Placing the chairs so that people are able to see each other greatly helps participation. Take into account what people are used to. If you are trying out a different arrangement, it helps to explain why and check out that people are happy with it. Consider some alternatives.
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Figure No. 4:2 Some chair arrangements
It can be helpful to remove any empty chairs. If you are using a visual aid or flip chart make sure that everyone can see it and that it is not against a window with strong light coming through or a distracting background, such as shelves of books or a window with people passing by. Any rooms that will be used by sub-groups will also need to be prepared.
Other things to consider are ventilation, heating or air-conditioning, lighting, and possibly plants or flowers by way of décor. Other things such as security, cloakrooms, and avail- ability of any other facilities or equipment also need to be attended to.
Concluding Reflection
Having studied this chapter, pause and ask yourself these questions:
What have I learnt? What has struck me? How, if at all, will anything in this chapter
affect the way I work with people?
It might help to make a note for yourself.
Chapter Five
Meeting people’s real needs
This brief chapter distinguishes between those needs people are aware of, that is their felt needs, and those which they have, but are unaware of, that is their unfelt needs. It discusses the importance of working with people’s felt needs as well as stimulating their awareness of their unfelt needs about which something could be done.
People’s needs
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71
Meeting needs
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Group Exercise No. 9
Different sub-groups could each be given one of the following tasks.
Imagine that you are one of the villagers and ask yourself the questions below:
•
Why did we agree with the worker’s suggestion of a community centre?
•
What caused us to lose heart and give up building it?
•
Why do we never use the centre?
Imagine that you are the community worker and ask yourself the following questions:
•
Where did I go wrong?
•
What else could I have done?
•
What is going for me? What is good about the situation?
•
How might I have done things differently?
People’s needs
Introductory Reflection
Try listing what you think are the needs of the
community in which you live or the one in which you work.
Look down your list and mark those that are needs
• that the people themselves are aware of;
• that the people themselves are unaware of.
People with whom you work have many and varied needs, of which they may or may not be aware. The task of the community development worker is to stimulate people to meet some of their unmet needs. This is relatively easy with those needs they are aware of, their felt needs; it is more difficult with those of which they are not yet aware, their unfelt needs. Moreover, their priorities may be different from yours and they may well differ among themselves when it comes to determining those needs that it is most necessary to do something about. These factors make working with people to meet their real needs both complex and difficult. It calls for sensitivity, care, patience and humility on the part of the community worker. Consider the example below:
Example F: The Unused Community Centre
I am a community worker employed by the government to work with a rural community. Recently there was a government scheme to fund rural development projects. I thought a certain village could make use of this as I realised they had nowhere to meet. I called the people together in their usual spot under a tamarind tree, told them about the scheme and suggested they needed a community centre. I said I was prepared to apply for funds on their behalf for building mate- rials for a centre if they were prepared to build it themselves. They asked various questions, talked about it together, appeared keen and agreed to go ahead.
When the materials arrived they started work on the building and all went well for a while. Then I realised they were losing heart and started to drop off one by one. After a while the work stopped completely. Later on they contacted me and said they wanted to make another application for funds, this time for a road that they needed. However, in order to apply for the grant, they had to have my official backing. I said I would only help them with a second application if they finished building the centre first. Reluctantly they agreed and after a while the community centre was finished. We then went ahead and applied for a grant for the road. They got the necessary help and worked hard on it and it was soon finished. The community centre was never used.
The community worker was well meaning and he acted to meet what he saw to be a real need of the villagers. Unfortunately he did not check thoroughly enough with them. What they felt most strongly about was their need for a road and once they obtained the funds they worked hard to build it. Even when they had finished the community centre they did not realise that they could have found it of value.
⇐GROUP EXERCISE No. 9

Personal Reflection No. 15
Think about the people with whom you work. In what ways have you been trying to meet their
felt and their unfelt needs?
Have you tried to stimulate them to become aware of some needs they were ignoring?
In some of the examples in this manual, community workers were aiming to meet the needs of various groups of people, although, for one reason or another they did not always succeed.
●
The people providing in A Hot Midday Meal started by meeting the physical need to feed the people with HIV/AIDs, but then saw they had a deeper need to gain self-respect by doing things for themselves (p.15).
●
In The Enthusiastic Worker Mr A saw that the lads who were hanging around and needed something worthwhile to occupy them. He identified a real need but failed in meeting it by the way he set about trying to meet it (p.19).
●
In The Unused Community Centre the community worker also identified the need for a place in which people could meet together and decided to get some- thing done about it. However he did not check his idea out with them adequately and missed the greater need felt by the villagers for a road (p.69).
Stimulating awareness of unfelt needs
When starting to work with a group it is much easier to get a response when people are aware of their needs, that is, their felt needs. It is slower and more difficult to stimulate people to think about their situation so they realise what could be done to improve things, that is, make them aware of their unfelt needs. They may well start by meeting the felt needs of people and so build up a relationship of trust. Consider the example below.
The prison visitors who already met some of the small material needs of the pris- oners came to identify a deeper need in the prisoners: a need to develop more positive outlook and to prepare themselves for their release, so they would be less likely to return to prison again. This was a need the prisoners themselves were probably unaware of (p.21).
To stimulate awareness in people of their unfelt needs is particularly important in situations in which people are apathetic and have little hope of making life better. Such people see life as just surviving as is shown in The Survival Model on p.23).
To raise people’s awareness a community worker asks questions to get them talking about their situation and particularly things they are unhappy about or are fed up with. People are far more likely to throw themselves into a project when they realise it will make life better and more satisfying in various ways. For instance, a prisoner has to face the thought of living deprived of freedom, in disagreeable surroundings, and with a dreary routine for some months or years ahead, possibly counting off of each day to relieve the tedium. If this is pointed out to him, he is more likely to be open to thinking about ways in which he could occupy his mind, relieve the boredom, and make life more worthwhile and interesting. He develops some aim in life.
⇐PERSONAL REFLECTION No. 15
Meeting needs
When considering with a group whether or not to embark on a project to meet their needs, taking the steps below would help to ensure that it is both acceptable to those concerned and will meet their real needs. This applies both when the project is suggested by you as the community worker and when the suggestion comes from the group. (See Chapter Eleven: Decision Making)
1.
Get people to clarify and explore what problem the project would overcome or what needs it would meet and what benefits it would bring to the whole com- munity.
2.
Test whether the need is a genuine one and whether everyone is agreed about it.
Ask to what extent it is a priority for them.
3.
Ask whether there might be any other ways of meeting this need. Has anyone another suggestion?
4.
Promote discussion about the proposed project (and any other suggestions should there be any) in order to help people assess:
➤
the practicalities of the project in terms of skills and resources available, any help or information they would need and how they could obtain it;
➤
any difficulties or disadvantages they can foresee and how they might be avoided or overcome.
5.
Check whether anyone has any other matter they want to raise about the project.
Deal with them and then ask if they are ready to make a firm decision on whether or not to go ahead with the project.
If they do decide to go ahead, encourage and help them to plan the project and help them get any information, other help or training they may need.
Concluding Reflection
Having studied this chapter, pause and ask yourself: What have I learnt? What has struck me?
How, if at all, will anything in this chapter affect the way I work with people?
It might help to make a note for yourself.
Chapter Six
Reviewing and evaluating
Reviewing and evaluating is an essential part of all group and community work. It covers separate
but interlinked processes: gathering thoughts and feelings together about a particular piece of work or an activity, evaluating it by making a critical assessment of  the information, and deciding on what action to take as a result.
Types of review
75
The value of reviewing
77
Preliminary questions
78
Why and when to conduct a review?
78
Who to involve and how to do so?
78
Gathering information
79
Reviewing in relation to purpose
81
Some review and evaluation methods
85
A review meeting
85
Board display
87
Use a simple questionnaire
87
A historical outline
88
Decisions
88
Problems
88
Types of review
Introductory Reflection
Think of two or three occasions when you have reviewed your work with a group and ask yourself:
• How did I set about it?
• Who was involved? How?
• What did I or we learn?
• What difference, if any, did it make to the work reviewed and/or to the way I worked?
• Would I now set about it in the same or in a different way? Why?
Some reviews may be as brief as a ten-minute slot at the end of a meeting to assess how things are going, whether everyone understands what is going on, and how they feel about it. It is a moment to reflect and see if anything has been omitted, forgotten or over- looked. It is an opportunity to catch everyone up and it may be followed by outlining the next steps. Such a review is an informal affair.
At the other end of the scale, a review may be a much longer and more thoroughgoing examination of the work of the previous year or two, or of a specific activity, programme or project. The major portion of this chapter focuses on this type of more formal and systematic review.
There are also those reviews which are suddenly seen to be necessary because some- thing has gone seriously wrong. A case study is a structured way of working on such a problem situation and is described in Chapter Ten: Tackling problems.
Example G: The School Closure
A small private school was started by a U.K. missionary organization for children living on the edge of a large town in Ghana. It had been going for many years. At the time of this incident, most of the parents had been educated in the school themselves. They paid a small fee and were happy to see their children enjoying school and keen to learn.
However, the seven teachers from the U.K. who were currently running the school, received a letter from the H.Q. of the missionary organization explaining that as they were receiving fewer recruits they could see no way of replacing the present teachers as they reached retirement age. They asked them to review the situation and suggest a way forward.
The seven teachers had not foreseen this situation and they talked it over together. The teachers were all in their late fifties or early sixties and the health of two of them was not good. They concluded that within four years they would each need to retire or return home due to ill health. One suggested looking around for

Group Exercise No.10
This exercise would best be done in two groups. Ask people to stand in the shoes of the teachers
faced by the request from their H.Q. asking them
to review the situation.
How would you set about it?
What questions would you ask yourselves?
Ask members to jot down what has struck them about reviewing.
local teachers who could take on the work, but the others pointed out that such women would require proper salaries and the school did not have the money. Another said, “It would be impossible to find a headmistress who would do what we are doing”. After raising many other points they agreed that regretfully they could see no future for the school. They wrote to H.Q. and recommended that the school should close down at the end of the year and they would return to the U.K. while they were still ‘young’ enough to be able to settle back home. This solution was accepted and the teachers were instructed to make the necessary arrangements.
The headmistress sent a copy of the letter from H.Q. with a covering note explaining the difficult situation they found themselves in and saying that, regretfully, the school would have to close in five months time. Meanwhile they put the school site up for sale. When the parents received their letters they were shocked, distressed and very angry at this sudden decision, and the children were extremely upset. The parents got together and met with the teachers, but despite all they said or suggested over a period of weeks, they were told the decision had been made and that was that. The final five months passed very unhappily for everyone: the parents blamed the teachers. The teachers felt the parents were very ungrateful for all they had done over the years.
⇐GROUP EXERCISE No. 10
The value of reviewing
●
Reviews and evaluations are invaluable when you are involved in working with groups and communities for development. What you are engaged in is potentially of such enormous importance and significance for the well-being of those with whom you work that is it well worth the time and effort required to assess how things are going. Various positive effects of reviews are:
●
Reviewing is a most effective process when it is entered into openly, realising its enormous potential for learning. There is so much to be learnt for your own future practice: your skills as a worker with people; insights into people’s responses and reactions; growth in sensitivity as you pick up not just what is said, but how it is said and the way people hold themselves: their non-verbal communication. Much of this a good worker learns in the normal course of events almost without thinking about it, but it can be a useful and enlightening exercise to spend time occasionally reflecting on what people’s expressions and body language is saying to you (p.97).
●
Reviews are likely to highlight various changes, minor or major, which need to be made to overcome a difficulty in the work or that could be made to improve the work or help to make things run more smoothly.
●
A review, which is essentially a summary of where a piece of work or a situation is at present, is likely to help those involved, to work out what the next steps should be.
●
This is true whether the next steps are towards expansion, to continue with things as they are, or even to draw the conclusion that the time has come to bring the programme or project to an end. The success of an organization or activity is not necessarily to be gauged by the length of time it has been running.
Preliminary questions
What follows focuses on reviews undertaken by a group or community, rather than ones which are solo activities, though there may well be things which apply to the latter.
Why and when to conduct a review?
Before actually starting on the review, discussing the question as to why you are planning to do so can motivate people to commit themselves to participate and to put aside the time to do so. As has been already touched on, possible reasons may be to do with time, the stage the work has reached, an impending change such as that of personnel or venue, or the introduction of new methods or a new aspect of the work. Exploring the groups’ particular reasons will underline the need for a review and the value of holding one. If a review is required by an outside body or authority, the question of why it would be valuable is still a useful one to ask, so that people throw themselves into it and make the most of an opportunity they did not ask for. When to conduct a review is a good question to ask at the start of a new venture and it is useful to fix a date. It may also become necessary or be seen to be useful as the work progresses.
Who to involve and how to do so?
Who to involve and how to do so will depend on your situation and particular reason for holding a review. Involving others in the process can be important for various reasons:
●
There may well be people who have relevant information you do not have, such as what it is like to be a recipient of your services, for instance the parents in The School Closure on p.75.
●
There may be others who know enough about your situation or the local area or your field of work to have useful information to give you from their perspectives and who may well be more objective than yourselves.
●
Those who are likely to affected by the outcome of the review. This is particularly important if your review is likely to mean a major change in direction, such as introducing a new activity, closing down some aspect of the work, or even closing down altogether, as in The School Closure on p.75.
Gathering information
To review a programme of work or a project it is necessary to gather the relevant information and put it together in some way in order to make an objective assessment or evaluate both the positive and negative aspects of the work. The information needed includes both what you and/or the group think and feel and feedback from other people, as mentioned above.
●
Internal information
This is information which those in the group already have. For example in The School Closure the seven teachers in Ghana shared and discussed the information they had: the facts and their feelings about the situation they were in. They did not discuss information from the parents or local people: internal information is important but is incomplete, it only gives half the picture (p.75).
●
Feedback  from other people
By feedback is meant the information you get from other people through what they say or communicate to you in other ways, for instance, a person’s facial expression and body language (p.97).
There are two types of verbal feedback: that which is given spontaneously when people comment on something, “That was a good meeting!” or “You really con- fused me when …” and feedback you ask for, either casually or more formally. You can seek casual feedback over a drink, “What did you think about…?” That is likely to give you a spontaneous reply, whereas asking more formally will draw out a more thought-through response. Both are of value.
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Figure 6:1 Receiving feedback and its effects
●
Considering  feedback
Feedback from others will always give you only incomplete information, at times it may even be misleading. Some people find it difficult to give negative feedback and others only ever say complimentary things. We can learn from both: it is often more acceptable to say the positive things first and then to put any negative criticism gently and tentatively. Although this is not always possible, knowing the person giving the feedback will help you to assess its value. On the other hand, seeking information so it remains anonymous may encourage and free people to say what they really think and feel.
Feedback, whether it is encouraging or adversely critical, can have a positive or a negative effect on the person or group receiving it. Positive feedback can make for complacency or cause people to take less care in future or it may increase self-confidence and provide guidance. On the other hand negative feedback can be discouraging and cause people to lose heart, or it can be challenging and spur people on to renewed effort.
Receiving feedback is a great opportunity for learning and it is therefore worth- while receiving it as openly and objectively as possible and considering it seriously before taking action. Try asking such questions as: How do I/we feel about it? How accurate is it likely to be? Is it biased? Am I resisting it in any way? Could there be more (or less) truth in it than I want to believe?
Reviewing in relation to purpose
The importance of clarifying your purpose and putting it into words has been emphasised in Chapter Three, Working purposefully. Whatever methods you choose to use when reviewing and evaluating any work, whether it is one session, a series of meetings, or a long-term project or programme, it is essential to consider it in relation to your purpose, what you set out to achieve in the lives of those concerned.
Objectives, that is, the various activi- ties or key tasks in which you have been engaged as you worked towards
your purpose, need to be assessed in relation to it. Take each one and ask (a) whether you achieved it or not and (b) whether in fact it helped or had little or no effect in relation to you purpose. Was it worthwhile or a waste of time?

Purpose
What I want to avoid
Considering your purpose and objectives in this way may sound obvious but all too often it is omitted.

Group Exercise No. 11
This exercise is based on the story of The Prison Visitor on p.21. in which the visitors agreed to review how things were going every two or three months. They had clarified a three-fold purpose:
To help the prisoner:
•
to come to terms with his past about which he may feel bitter and angry both with others and with himself;
•
to look towards his release and dream about how he might make his future life more satisfactory, so he would not land up in jail again;
•
to consider what he might do to make the best of his time in prison, constrained and miserable though it is. Perhaps he could learn or train to do something that would be of use afterwards? Perhaps he could gradually try to change the atmosphere by not responding negatively to fellow prisoners and to the warders?
You may want to divide the group into three and ask each group to take one of the above and ask themselves questions such as:
•
What  sort  of  things  would  show  us  that changes for the better had taken place?
•
What would indicate that changes for the better had not taken place?
Share the findings from each group, encouraging the other two groups to add additional points that occur to them.
You may also find it a useful reminder to look again at Figure 1:1 Processes of
Development (from p.19.) in relation to the changes you were hoping to bring about.
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Figure 1:1 Processes of development
Changes in the environment are fairly easily discovered. Inner changes for the better in people themselves are more difficult to discern. What are the things that would provide a clue that such changes had come about? What behaviour would indicate a change of attitude?
Discovering such ‘indicators’ of inner change may become clearer through the Group
Exercise opposite.
⇐GROUP EXERCISE No. 11
Example H: Japan and Zen Meditation
Describing this example might reinforce the points already made in relation to inner change. A Roman Catholic sister when working in Japan had, over a number of years, learnt and practised Zen, a Buddhist method of meditation. When she introduced it into a prison she visited, about twenty men attended regularly, twice a week. According to the Zen custom participants would leave their shoes by the door of the chapel. To begin with she saw these were just kicked off and left in an untidy heap. She said nothing. After about five weeks she noticed that the men were lining their shoes up neatly in pairs. When she remarked on the change, one of the men said, “That’s nothing, you should see the other changes in our cells and the way we live!” She then realised that their attitudes towards themselves, other prisoners, and the prison staff were different. They were no longer angry young men.
The prisoners admitted making at least two external changes and also changes “in the way we live”: this indicated a deeper internal change which affected all they did.
Some review and evaluation methods
There are many ways of reviewing and evaluating with a group or community. Those below may help you to choose or work out a method that suits those you work with.
A review meeting
Setting up a review meeting could be for those directly engaged in the work or include a wide number of people who are in some way affected by it. Giving people the key questions beforehand will enable them to do some preliminary thinking. Or, you may start off by listing together the sort of questions you need to ask. Use those below to stimulate your own thinking or as a check list.
Have we done what we agreed to do?
How far have we got in achieving our objectives? What problem have we run into?
What do you think and feel about how things are going? What are your overall feelings, positive and negative? What do you feel really good about or satisfied with? What do you feel uneasy about? Why?
Is there anything you feel definitely dissatisfied with? Why? What do you think has been most helpful: to you? … to others? What do you think has been least helpful: to you? … to others?
After gathering this information another set of questions such as those below will stimu- late the group to look ahead to the next phase of the work. For example:
What should we continue doing? Why?
Are there any changes we need to make? If so what?
Should we alter the way we do anything? …try another method?
Is there anything we should discontinue with? Why?
Are we doing anything that is being done by others? If so should we continue? Is there anything that could be done better by others?
If so, what should we do about it? …learn from them? …ask them to take over what we are doing? Or……?
At this point come the planning questions, such as: What needs to be done? How can we do it?
Who to involve? Who will do what?
When should we start? etc.

Group Exercise No.12
Consider the example of ‘The School Closure’ on p.75, the seven teachers, after discussion among themselves, decide to involve others, such as the parents, cleaners or helpers. They call a meeting and explain the situation saying how distressed they as teachers feel at the thought of the school closing after giving so much of their lives to making it the place it has become. They then ask the people to think and discuss the situation during the next few days with the help of a simple questionnaire. They fix another meeting a week or so later to hear their views and consider the future.
The task for people in pairs or small groups is to draft a questionnaire: to list questions that will help the parents to think as widely as possible about the situation. For reporting back it could be helpful if they write their questions on large sheets of paper.
(Check that the questions include alternative ways forward so the school remains open, and alternatives if closure is unavoidable, etc. N.B. Make sure that the groups are listing the questions and not answering them!)
Board display
This has three steps:
Step 1. On large sheets of paper write headings and questions of the various areas that you decide to review and put these up around the room.
Step 2: Give everyone individually or in pairs twenty minutes or so to go round and write their comments on each sheet.
Step 3. Give each sheet to an individual or a pair to summarise and to prepare to intro- duce a discussion of the points raised.
Use a simple questionnaire
As above, this could be used by the group only or involve others. The questions need to be adapted according to the situation. A questionnaire needs to be simple, clear and straightforward. Avoid wording questions that only need a ‘yes’ or ‘no’ answer when you want ideas and suggestions. They need to stimulate people to think and encourage them to contribute to the pool of information to guide the future of the work under review.
⇐GROUP EXERCISE No.12
Sometimes an illustrated questionnaire could be used. The one below was used not to review a situation, but to test out a suggested plan to build a community centre. The two clergy and the parish council wanted to know what the parish- ioners thought of this idea. After talking about the possibility for three Sundays, on the fourth copies of the illustratedquestionnaire and pencils were given out. As each question was explained people were ask to tick, cross or put a “?” as their answer.
The questions were:
1.
Do you want a community centre?
2.
For what would you use it?
3.
(a line for people to add other things)
4.
Would you help pay for it?
Would you help to run and organize it?
5.
How old are you?
6.
Are you likely to be in the area in 1977?
in 1979? …
A historical outline
This is a way of getting a picture of the flow of events over a period of months or years. On a flip chart write the headings and dates. As you do so ask people to mention key events or characteristics of that period. For example:
Step 1. Getting the Picture
	The situation
	The situation
	The situation
	What are the key
	Areas of

	in 2000
……………..
……………..
	in 2006
………………
………………
	now
……………..
……………..
	changes?
……………….
………………..
	no change
…………….
……………


Mark those changes that are positive changes for the better and those which are changes for the worse.
Step 2. Reflecting on the picture
Reflect individually or in groups on the changes: what you feel satisfied or uneasy about; what gaps occur to you? Does anything surprise you? What decisions were made at each stage? What effect did they have? What is this picture saying to you about what you decided to do, how you did it, the timing, etc.? Is the overall development in line with your purpose?
Step 3. Looking to the future
What do Steps 1 and 2 say to you about your future? What do you need to continue, change, draw to a close or start doing? Are there other approaches and methods you might use? What do you want the picture to be in 3 months or year’s time?
Decisions
You may want to review and evaluate one or more major decisions you have made. After first clarifying the decision you are considering, ask questions such as the following:
How did we reach this decision? Why did we make this decision?
What happened as a result, both positive and negative? What do we now think about that? Why?
What does this suggest we need to do now? What do we need to do in the near future?
Problems
A review may be seen to be necessary because a major problem has arisen. Ideas for conducting this sort of review can be found in Chapter Ten: Tackling problems, using the problem tackling sequence or the case study method.
Reviewing and evaluating, especially when it is thorough and time taking may well arouse renewed enthusiasm and commitment on the part of those engaged in it. Such a review is extremely valuable both for the people concerned and the work itself, but it is not something to be undertaken lightly or too often!
Concluding Reflection
Do any parts of this chapter particularly strike you? Will you use them or take them into account in
your work in any way?
It might help to make a note for yourself of anything you think of using.

Part
Skills and techniques required
Part Two consists of two chapters describing the basic skills, methods and techniques of use to group and community workers
■
Chapter Seven: Practical skills
■
Chapter Eight: Methods and techniques
Chapter Seven
Practical skills
These skills, already mentioned in this training manual, are brought together here for ease of reference and to
give more detailed explanations. They are the basic skills that those using this Study and Training Manual will find they need.
Asking questions
95
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Communicating through ‘body language’
97
Agenda making in groups
98
Brainstorming
98
Putting yourself in another person’s place
99
Sub-groups
99
Forming sub-groups
100
Brieﬁng sub-groups
101
Reporting back
101
Use of diagrams
103
Producing notes, records and handouts
103
Use of a chart or handout
104
Note for trainers
Some of the skills mentioned lend themselves to a session with a group. Some Group Exercises are therefore included because they have been tried out and found useful. They may or may not be appropriate for your group. Whether you decide to use them in this way depends on your situation and what you see to be necessary to develop the skills of those with whom you are working.
Asking questions
All the methods and skills outlined here have one basic aim: to stimulate people to think. This is vital to anyone who works with individuals, groups or communities. Of key importance to getting yourself and others to think is to ask questions, questions which encourage people to reflect deeply and creatively about what they think and feel. Some of the simplest questions are among the most helpful. Rudyard Kipling, who spent most of his life in India, wrote:
I keep six honest serving men
(they taught me all I knew,)
their names are What, and Why, and When, and How, and Where, and Who.
The test of a question that stimulates people to think such a question:
●
often needs more than a ‘yes’ or ‘no’ answer;
●
is open rather than loaded. A loaded question is one that seeks agreement with what is being asked, e.g. “Don’t you think that….?” An open question would be, “What do you think about…?”
●
helps people to explore their thoughts and/or their feelings;
●
gets to the heart of the matter;
●
is clear and to the point rather than one that rambles on and on;
●
is one which does not put an individual “on the spot”, stir up strong emotions in ways that make people aggressive or defensive and so they cannot talk objectively, rationally and creatively about incidents and the feelings they generated. For example, with many people, to ask “Can you help me to see why you do such and such…?” would be more acceptable than “What did you do that for?”. To ask, “Can we look at what you could have done to get your idea taken seriously and thought about?” would be better than, “Let’s look at why you failed and made such a mess of that meeting”.
Thinking of searching questions that will help people to think in new and creative ways, can be hard work! I often prepare for a meeting by:
●
jotting down all the questions I can think of about the subject to be discussed:
this is what I call a personal brainstorm (p.98).
●
going through them and putting the ones I decide to use in the best order;
●
checking that they are put in the best way, using the test for good questions above.

Personal Reflection No: 16
•
Consider the clothes you are wearing today.
What do they say about you? Do you wear
clothes according to the situation, e.g. when
relaxing, for a social occasion, for work, for a
more formal occasion?
•
Reflect on the different ways in which you hold your body. Try leaning back with your legs stretched out. Try leaning forward as though listening. Try sitting in a tense way and then in a more relaxed way.
•
Have you any gestures you usually make?
What do you usually do  with  your  hands
when  you  are  relaxed  and  when  you  are
talking?
•
Do they back up what you are saying or do they
distract?   Have   you   any   tiresome mannerisms?
•
When talking to a group, do you look at them or look beyond them or above them? Do you look people in the eye in a challenging or in a supportive way?
If you are working with a group it could be useful to begin by getting people to do this as individuals, and then to share in pairs.
However good or bad your question might be, what really determines how people respond depends on how you ask it. People need to realise that they are being listened to, taken seriously and that you are genuinely interested in their replies. This is helped by:
●
looking at whoever is speaking to you, and, if it helps to jot something down, say, Is it OK if I make a note or two? I don’t want to forget anything. Is that all right?
●
clarify what is being said for yourself and/or others by asking questions about anything you did not catch or understand or asking the person to put it in other words, or doing so yourself in order to check you have got point, rather than ignore it. Try saying something like, “That sounds interesting, but I’m afraid I can’t quite follow you. Can you explain to me why you are saying this now? or “I’m very sorry but I cannot quite see how what you are saying connects up with my question. Can you help me to see the connection?”
●
the expression on your face and your body language (see below).
Listening
Listening and showing that you really want to listen and that you are listening is essential if you want people to participate and express themselves openly. Good listening is also catching: members of a group are more likely to listen if they see you concentrating on what is being said.
People will know you are listening by the way you hold yourself, for example, leaning forward and looking at the speaker rather than lounging back in the chair or looking elsewhere. ‘Listening to understand’ is key: if you do not understand what someone is saying, ask him. Others in the group may also be mystified! If possible do not allow others to interrupt a person: ignoring them can work, or ask them to “wait a moment and I’ll come to you…let’s hear what so-and-so is saying first”. In groups where people know each other well or when people expect a person to come out with ‘the same old views’, it can be useful to suggest, “Try to listen as though you are meeting each other for the first time”.
Communicating through ‘body language’
We all communicate something about ourselves, our feelings and attitudes through our body language. As a facilitator or group worker, awareness of this can be important. Picking up what is not being said in words but which is being communicated by people’s body language, where they sit, the way they sit, the way they look around the room, or fidget, their facial expression will all tell you something about what is going on for them. You may find you need to alter the pace, explain things more clearly, have a break or suggest a different activity altogether.
The reflection opposite could be used to alert you to ways in which we communicate through our bodies.
⇐PERSONAL REFLECTION No. 16
Agenda making in groups
The aim of agenda making is to collect from the members of a group the subjects they wish or need to discuss. This can be done in relation to a particular topic, for instance,
‘What are the chief difficulties you experience when working with groups?’, or more generally in connection with a project or programme of work. One way of doing this is through brainstorming, described below. However if you want more carefully consid- ered points the following method is more useful. The four points may appear to be common sense but from my experience I believe it is worth spelling them out.
Step One Divide people into pairs or small groups (p.99). Tell them how much time they will have and ask each group to list three or more key points they want to raise. Encourage people to make their points clearly, for example, rather than put one word such as ‘Motivation’, to enlarge on it ‘How to motivate people to take on tasks’ or How to motivate myself when I have to face a necessary but unpleasant task?’ The use of the words ‘How to…’ facilitates clarity. You may need to check that the groups are only discussing enough to get their point clear and accurate, rather than launching into a full scale discussion of the topic!
Step Two Visit each group to see whether they are ready to return and give them extra time if necessary. Groups may work at very different speeds, so eventually you may need to say ‘Just another couple of minutes’ to each group. It can sound rather domineering to call them all to order from where you are sitting!
Step Three Ask for one point from a group. Before writing it upon a flip chart, check if any other group has a similar point. If so, try to word it so that it is included. I try to use their words as a general rule, but often points raised are not clear and do need re-phrasing. Always check that people are happy with the way you have worded it. Take a second point from another group rather than allow one group to give all their points, as this may leave other groups with few points or nothing to contribute (p.101).
Step Four The points may then be put in the order in which they naturally follow each other or in the order in which the group wishes to discuss them.
Brainstorming
Brainstorming is a technique for stimulating people to think creatively. It can be used as a form of agenda making, and also to list possible action, or things to be considered in a programme of work. I have found the following ‘rules’ best for brainstorming:
(a)  Present the subject and give members a minute or two to think about it.
(b)  List all the ideas on a large sheet of paper. When one idea is put forward, check whether anyone has something similar that you can include. This may well mean re-phrasing the contribution. Always make sure that members are happy with what you have written. During this stage try to restrict the discussion to clarify- ing the points rather than discussing them: it is especially important that people do not criticize any points as this can intimidate people and stop the flow of ideas.
(c)  When no more ideas are forthcoming, pause and suggest everyone read through the list and see if anything else occurs to them, and if so add them.
(d)  At this stage I usually find it best to read through the list aloud and then ask people to select three or so of the most hopeful or feasible alternatives for dis- cussion and consideration. You will probably find several are quickly eliminated for one reason or another, leaving those which need further thought to see whether or not they are worth following up. Alternatively this selection could be done in sub-groups.
Putting yourself in another person’s place
A vital skill when working with individuals and groups is the ability to try to think and feel what they may be going through or are likely to experience, that is to put yourself in their place. This everyday skill comes naturally to some people but practising it consciously increases one’s sensitivity to others. Stimulating people to see things from the point of view of those whose opinions and experience are very different from their own and imagine what they are feeling can be enlightening. It can be especially useful in situations of conflict to suggest people try to explain the opinions of the other party. Although it sounds easy, it is a difficult skill to learn, but well worth trying to!
Sub-groups
When working with a large group, suggesting members divide up into sub-groups sounds an obvious and easy thing to do, but if done at an inappropriate moment, people react against them or if they are set up with insufficient guidance, they can be a waste of time. However when they are used carefully and with the agreement of the group they can be invaluable for many reasons:
●
Sub-groups allow more in-depth discussion of personal matters or difficult issues.
●
Some people find it easier to talk in a small group.
●
Sub-groups can enliven a dull or sleepy group.
●
Because people are in several groups it is a way of allowing several people to talk at the same time so more ideas are likely to be produced.
●
When one or more people are inclined to dominate a group, it can help to confine them to a sub-group and thus allow quieter people to contribute in the other sub- groups.
●
The reporting back is usually listened to and considered more objectively.
●
Sub-groups give you as the group worker time to collect your thoughts, clarify ideas, and have a word with your co-worker if you have one.
●
If people find it difficult or impossible to be on time because of traffic problems, forming sub-groups as they arrive and giving them something to discuss makes the good use of time. Sharing their findings can start the plenary session, and those who arrived late can be asked to listen extra carefully and then to add ideas and raise their questions.
Forming sub-groups
Depending on the situation and topic there are different ways for forming sub-groups:
●
Buzz groups: two or three people talk to their neighbours. These can be short and informal.
●
Use a random method e.g. people number off according to how many groups you want, then all the 1’s go together, 2’s together, etc. This is useful as it is a way of separating people who always sit next to their friends whose views they probably know.
●
Decide on the membership of groups beforehand. This allows you to get a good mixture of people by age, sex, job, skills, etc. or to put people with similar situ- ations together.
●
Allow members to choose their own groups. To off-set the difficulty of having some very large and others very small, you could either arrange the room before- hand so that each group has the same number of chairs, or list the sub-groups and their topics with equal numbers of spaces for people to put their name.
Briefing sub-groups
Briefing sub-groups needs to be done with care to ensure people are clear about their task, understand the questions, etc. If appropriate:
●
ask one or more members to help the group think through the topic, keep people to the point, and be time-keeper.
●
ask them to appoint a note-taker who will report back to the big group.
●
at times it is useful to provide each group with large sheets of paper and felt pens on which to write their findings.
●
agree with them approximately how long they have.
●
say that you will circulate round the groups and check out that they are happy for you to do so. This gives you a chance to see how things are going, answer any questions for clarification, deal with any problem that may have arisen, and it also gives you some idea about what they will be reporting back. When the time is nearly up, go round each group and warn them they have only a few more minutes. This may alert you to their need for extra time.
Reporting back
There are times when the sharing has been personal and intimate, feedback may be optional, or sought in general terms: “How did people find that?” or “Does anyone want to say anything?” Feedback from buzz groups may be informal: ask a general question and then take responses from people. For larger groups and those given longer to work, various ways may be used:
●
When large sheets of paper are used, each group speaks to own their paper in turn. At this stage it is advisable to restrict questions to those asking for clarifica- tion, otherwise the time may be taken up with only one or two groups’ work. Discussion follows when all the papers have been presented.
●
When taking verbal reports, you could take one point from each group in turn in order to keep people’s interest. As each point is made, ask if anyone else has got a similar point?” thus avoiding repetition. Writing up the main points as they are contributed is useful and a skill to cultivate. I try to ensure that what I write up will make sense when read at a later date.
●
Ask the reporters from each group to meet with you afterwards and together make a summary. Copies of this could be given out at the next meeting for further discussion.

Personal Reflection: No. 17
Consider one or more of the diagrams used in this manual and ask yourself the questions below:
•
Does this diagram ‘speak’ to me? What effect does it have on me? Is it helpful or does it leave me cold?
•
Would I use it myself to explain…? Or can I think of some way in which I could adapt it or make it more appropriate?
•
Do I use diagrams at all? If so, when? Why?
What have I used them for?
•
Have I found them useful to clarify things for myself? Have they been useful in explaining things to others?
•
Have  I  found  that  people  respond  to  my diagrams? Have they found them helpful?
Use of diagrams
Drawing diagrams can be a useful skill to develop when working with people. Diagrams supplement the use of words, enable complicated things to be seen at a glance, and can throw new light on a situation. Diagrams prove of especial value when they are built up gradually as you describe or explain some idea or situation or when used as a way of summarising or clarifying what has been said either by you or someone else.
⇐PERSONAL REFLECTION No. 17
Some people have a natural facility to think in diagrams or symbols. Doing so uses a different part of our brain and therefore it is something to encourage and develop, both in yourself and others. To develop your own skill, trying using them when thinking something out on your own to clarify a situation or something at which you are working. When using them with a group not used to diagrams, it may be helpful to introduce the idea by saying something like, “This picture has just come to me, can I try it out to see if it makes sense to you?” or “Can I try and explain it like this?”
Producing notes, records and handouts
Most people, even if they have jotted down things of particular interest to themselves, value being given handouts and notes of a session. In some situations, having someone who is present only as a note-taker may be something of a luxury. If it is possible it can be extremely useful.
When a note-taker is not available I find it can be helpful to:
●
produce, either before or after a session, any charts or diagrams, with brief notes;
●
make my own notes afterwards of the key points made during the discussion. To do this I collect any large sheets and sometimes ask the sub-groups if I can borrow their notes;
●
ask various individuals to take notes of different parts of the meeting. You might get them to produce summaries afterwards for everyone or give them to you to do so;
●
ask people at the end of a session to recall and recite the main points to be remembered and make your own note of these;
●
prepare handouts explaining particular subjects. These can be distributed after the relevant session. See Appendices I, II and VI for examples which may be of use or could be adapted.
Use of a chart or handout
A chart or handout may be used either an introduction to a topic or as a summary during or at the end of a discussion. For example the chart on p.42 could be given before or at the start of a session and people, either alone or in small groups, could be asked to study it and jot down any comments or questions about it, or any comments, or you could ask one or two appropriate questions to get them thinking.
Concluding Reflection
Having studied this chapter, pause and ask yourself:
What have I learnt? What has struck me? How, if at all, will anything in this chapter
affect the way I work with people?
It might help to make a note for yourself.
Chapter Eight
Methods and techniques
This chapter describes various methods and techniques of use when working with groups and communities.
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Use of various methods
It is always useful when working with groups to have a variety of practical aids and methods which you can use as seems necessary for your situation. In training situations it is particularly important to use different methods in order to:
●
stimulate people to think and work together in a variety of ways;
●
maintain the interest of participants, keep their energy flowing and so avoid boredom;
●
enable participants to build up a stock of different methods that they can use in future as appropriate.
The methods described below may be used as they are or adapted to suit your own group or situation. I hope they will stimulate you to think up methods of your own.
Formulating ground rules
Getting a group to formulate its own ground rules for the conduct of meetings will help them to run smoothly. One simple procedure for doing this is to ask each member to jot down one or two things that help them to participate in a meeting, and one or two things that hinder them from doing so. These could be pooled and read out or each person could read out their own. Deal first with the positive and then with the negative rules. From this a more formal code of good practice of the Do’ and Don’ts could be drawn up. This can be added to periodically. Doing this is particularly useful when you want to help a group that does not function well to improve its performance. It gives everyone an opportunity to stand back and reflect on how they both help and hinder each other. It could be a useful review meeting in itself. You may need to remind people to look at their code occasionally.
Work sheets
A work sheet is an intriguing and interesting way of laying out a facilitating structure (p.63). It consists of a series of questions or tasks set out with space for replies. The format can vary so that people work through one question without necessarily looking at those that follow. Use your imagination both in folding the paper and in situating the questions! Below are three examples using an A4 sheet of paper in various ways:
A: Folded in two, giving 4 sides                           B: Folded in three, giving six sides
Example: Using A or B format
This could be used throughout a course: suggest members spend a few moments after a session or at the end of the day, reflecting on each question.
The questions depended on the various subjects being considered, for example intro- ducing a session, reviewing work, meeting a new group, etc. They started off in various ways:
What have I learnt about ………………?
What has particularly struck me about …………? How will . . . . . . . . . . .change the way I work? What will I try to avoid in future when . . . . . .?
C: Try folding it in four, put questions 1-4 on the outside sheets, at the bottom of each page put instructions of where to turn for the next question. On p.4 for example write unfold and then open it out and put remaining questions inside.
Example: Using C format (Appendix III)
p.1: How to Motivate People:
Answer questions or tasks in turn. Don’t turn over or open up this worksheet until you have answered the question below.
Question 1: How do I motivate myself to do some- thing I don’t want to do?
p.2 Question 2: How do I respond when someone
4
1
tries to motivate me: (a)What helps me to respond positively?
p.3 ( b) What makes me respond negatively?
p.4 Question 3: why do I want to motivate other
people?
2
3
The sheet is now unfolded: questions 4 and 5 are put parallel at the
top of the page divided by the fold. Half way down is written ‘Turn the paper sideways to find Question 6’.
p.5 Question 4: What have I tried to do to motivate people already?


Reverse side (A4 size)
Q4    -5-  Q5
Question 5: What does motivate people?
Question 6: What can I learn from all this about motivating people?
See Appendix III for sample A4 sheet and more detailed instructions.
Pass the paper
This is a method that stimulates everyone to participate. It can be done in a fairly light- hearted way and yet it usually produces many creative ideas. It can necessitate a change of venue or at least a re-arrangement of the room as you will need a number of small tables with four or so chairs round each one. It is therefore useful when people have been sitting in one place, listening for a long time, or have become bored or sluggish: often useful at the first session after a lunch break! It is done in small groups.
By way of preparation Think of a topic that needs to be discussed. Take several sheets of large paper, one per group, and write a different question at the top of each sheet. Place one sheet face down on each small table with the chairs round it, and a couple of felt pens.
In groups Introduce the subject to be considered and explain ‘the rules’ to participants. When they are clear allow them to turn the paper over.
‘The Rules’:
1.
You will have a few minutes only to consider the question on your paper and write your answer or answers.
2.
When I say “Pass” you must finish your sentence and pass it clockwise to the next table.
3.
Read the question and the replies on the new sheet. Put a tick beside any you agree with, a cross by any your disagree with, and a question mark by any you either don’t understand or feel uneasy or uncertain about. Then add your own ideas (without repeating what is down already). You will have a few minutes only to consider the question on your paper and write your answer or answers.
Clearly as the papers go round you need to give them a bit longer each time as they have more to read and respond to. This continues until each group receives its original paper back. They then need to consider what else has been written on it and respond as above.
Plenary session In turn each group puts up its paper and reads it out. Then examine why there are crosses, and why there are question marks. This leads to a general discussion. Finally, get people to pause and then jot down what has struck them or what they have learnt from the session. Sharing these insights is enriching.
Flip chart papers
This is a variation of the above. Write a different question or statement at the top of several large sheets of paper. Fix them up around the room. People then either walk round on their own or in small group and write their answers, comments or questions on each sheet, not repeating what is already written. They could tick anything they agree with. The various sheets can be given to small groups to summarise or to put the points
in the best order for discussion. With a training group this would be an opportunity to give a member of each group the responsibility to present the findings from their sheet and facilitate further discussion.
Role-play
In role-play people take the part of another person, imagining how they would respond in a situation and acting it out. It is particularly useful to test out a suggested way forward. For example, in The Forests that Never got Planted (p.138) if the group did not agree on what the parish priest should say to the key men from each village, members could role play the meeting. Ask for a volunteer to play the part of the Parish Priest and a few others to be the key villagers. It is important to avoid putting people into roles that are likely to show up their particular weakness, their timidity, their domineering manner, etc.
The steps for role play are as follows:
1.
Brief the participants Help them to think and feel their way into the characters they have become. Explain that they must try to react naturally as that character to what is being said, for instance, the key men would be likely to listen with open minds to what the Parish priest is proposing, they do not need to pretend to be angry or try to be awkward just to put the Parish Priest on the spot as that would probably not be the normal relationship between him and them. However, if when listening any of them feel annoyed or have comments or questions to ask, they should react as they would in normal life. A conversation between them follows.
2.   Have the role play Allow the role-play to run until it is clear that the Parish Priest’s approach will or will not work. Discuss what happened. Could any improvements be made? If someone suggests an alternative way forward, he or a member of the group could try it out either with the same participants or others. Keep in mind that what the group is trying to do is to find an agreed approach. The discussion during the process can produce much valuable learning and fresh insights.
3.
De-brief people After the role-play is over it is important to de-brief people so that no one gets stuck in the role or with uncomplimentary labels. Thank them for being …… “you are now yourself again” and call the person by name.
4.
Conclude the session Ask people ‘What has struck you from this role play?’ or
‘What have you learnt about working with people from this role play?’ give them a few minutes to reflect and then get them to share their insights.
A fantasy experience
A Fantasy Experience is a quiet reflective exercise, one in which you guide members on an imaginary journey or help them to experience an imaginary incident or meeting. It is a method that some people find difficult, but it enables most people to get in touch with their thoughts and feelings at a deeper-than-usual level. Because it is potentially so valuable, it is worth encouraging any more reluctant people to try it out.
Guiding people through fantasy experiences
●
Start by asking members to put any papers on the ground, to sit comfortably, relax and close their eyes. It can help in some situations to play gentle music to produce a quiet and reflective atmosphere.
●
Slowly take people on some journey or through an incident, pausing between each step and allowing time for them to think and feel their way into it. Pauses will need to be longer as you go on. For instance if you are taking them on an imaginary walk to sit on a bench to meet and talk with some person who has had a significant impact on their life, once you have set the scene they will need five minutes or more for the conversation.
●
Towards the end gently recall people back to the present, “Can you now bring the conversation to an end and say goodbye…” or “Slowly come back into this room and rejoin the group of us here…”. Give them a few moments and then ask those who have not already done so, to open their eyes.
●
It could be appropriate to share their experience with their neighbour or in threes, and/or to ask them to reflect on what struck them about the experience in the light of some topic being discussed or some problem the group is facing.
Some examples of fantasy experiences
The various types of fantasy experiences below are given to stimulate your imagination in the hope that you will develop an appropriate one to suit your group should you want at any stage to try one out.
●
Send people on a journey into their past, or into some significant period of their lives, for instance when they started a new job, the first child arrived, or their teenage years, etc.
●
Take people on a walk to some place such as a town centre, market place, river or lake, field, wilderness, bush or forest, mountain, etc. Get them to sit down somewhere and notice what it is like, what it calls to mind or reminds them of, or what is going on there. You may want them to think about something specific related to the place they are in or to what is going on in their life right now.
●
Get people to meet someone from the distant or recent past or the present. This could vary from a well-known person such as Nelson Mandela to the local chief, a biblical character, a member of their family, someone they don’t get on with, or someone of significance to the group.
●
Help people re-live an incident, for example, their first day in a new job, being in hospital, joining an organization or club, or being with a sick or dying person, etc.
●
Get people to imagine what it feels like to be someone else, for instance, a person in a wheel chair, a homeless person, a new member of their group, or to identify with various characters in a story, incident or biblical scene.
Developing skills
This is an exercise in groups of three: one person acts as a person facing some problem which members have already identified or with which they could be faced; one person is a non-directive worker trying to help them think their way through it; the third person is an observer.
After ten minutes or so, call a halt and suggest the trios discuss their experience from their different positions. The observer will have noted certain helpful and maybe certain unhelpful things the worker said or did. The worker may have found certain things difficult or not known how to react or what to do. The person facing the problem will know what it felt like, and will have responded positively or negatively to certain things and may or may not have been helped.
Each group could be asked to report back saying what they have learnt from the situation. They do not need to go into details of what the worker did or did not do: it is meant to be a learning situation for all three.
Another way is to give the same problem to each group. After the discussion in threes ask each observer to move on to another group and take the part of the person facing the difficulty; ask each worker to become the observer; and each person facing the difficulty to become the worker. The groups then have another go putting into practice what they learnt from the first time. This could be done a third time so that everyone has an opportunity to take each role.
Concluding Reflection
Having studied this chapter, pause and ask yourself: What have I learnt? What has struck me?
How, if at all, will anything in this chapter affect the way I work with people?
It might help to make a note for yourself.

Part
Putting the approach into practice
Part Three consists of three chapters that describe various ways  of using the approaches outlined in this manual in specific situations that group and community workers are likely to meet.
■
Chapter Nine: Working with groups
■
Chapter Ten: Tackling problems
■
Chapter Eleven: Making decisions
Chapter Nine
Working with groups
This chapter is about the practicalities of promoting an exchange of thoughts and feelings in a group of people who are meeting to do a task.
The various elements that go to make up a meeting or series of meetings are considered.
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Introductory Reflection
Reflect on the last few meetings you facilitated. Try listing what you did:
– to prepare before the meeting;
– at the start of the meeting;
– during the meeting;
– when ending the meeting;
– after the meeting.
Did you experience any difficulties? If so, what did you do about them? What was the result?
Development workers spend a great deal of time facilitating group meetings. These important occasions provide opportunities when:
●
the actual work of a project is decided on, prepared for, planned and evaluated;
●
relationships between members are formed as people think and work together;
●
formal and informal training of group members is carried out (see Chapter
Thirteen: Conducting Courses).
Parts of a meeting
Every meeting has three parts:
●
Preparing for it
●
Conducting it
●
Follow up
The following diagram outlines elements of a meeting and what a group worker needs to do.
Your ‘face-to-face’ work

Do ‘private’ work
Your private work



TOPIC
Think, discuss, decide

How did it go? Absentees?
Any upsets?
Preparation

Follow-up plan, together...
Others?
PARTICIPATION
Start
Conclude


What learnt?
Check decisions or action?
?
Probably leading to more face-to-face work
Figure 9:1: Parts of a meeting

Group Exercise No. 13
What needs to be thought about when preparing for a meeting?
When do you or could you make time to prepare for meetings?
What  prevents  you  or  makes  it  difficult  to prepare?
Think about the times when you have prepared for various meetings, and consider what happened. Was your preparation always helpful?
Was it ever unhelpful? Did you always use it or did you at times set it aside? If so, why?
The basic tasks of a group facilitator described on p.31, spell out in practical terms the skills needed. Reading through the next two pages can make the task look formidable. However, it can be helpful to remember:
●
not all meetings are of the same difficulty or importance;
●
if you habitually prepare carefully for meetings it is likely much of what is suggested below will be second nature;
●
the following points could be used as a checklist when preparing for a meeting and when reviewing how it went.
Preparing for a meeting
The quality of any meeting you run depends to a large extent upon the thought and preparation you put into it beforehand. Preparation is important not just for the immediate piece of work, but because it will enable you to respond well on those occasions when you are suddenly faced with an unexpected session for which you have not had the opportunity to prepare. Preparation is never wasted! You may want to ask yourself whether it would be helpful for anyone else to have a part in preparing for the meeting.
⇐GROUP EXERCISE No .13
When you have found a suitable time and place where you can be undisturbed while you prepare, considering the points below may help you.
●
Your feelings It can be useful to jot down how you are feeling about the meeting and the group so that you become aware of anything that could make it difficult to think and plan in a positive way. For instance, you may be nervous or realise that you are irritated with the group. It may help you to get rid of such negative feelings if you talk about them confidentially to a friend who can help you work through them, or you could use the problem-solving sequence described on p.131.
●
The group Try to imagine how they may be feeling and any expectations they have of the meeting. Keeping them in mind in this way will help you to be realistic in your planning. Is it a new group? What are their expectations likely to be? If it an on-going group: how did you leave things with them at the end of the last meeting? What might have happened since the last meeting? Have the members any tasks to report back on?
●
The content To help you to think about the subject matter of the meeting, try asking yourself the following questions:
1.
What am I hoping to achieve through this meeting and/or helping the group to achieve? What is my aim or the task of the group? What is my underlying purpose? (p.45)
2.
What information, if any, do members need to participate on an equal footing? When and how should any that is necessary be provided?
3.
How can I set about it?
For example, I might have decided that my aim in the meeting was, “To stimulate group members to think creatively about how to involve local people in making their area a safer place for their children to live in”. I could do this through:
–  starting off with chairs in small circles, offering people a cup of tea and asking them to introduce themselves…(or something else which would help them to relax and chat informally);
–  introducing the subject of the meeting and asking each group to discuss what they feel about the area, what is good about it, and what is not so good or bad;
–  gathering the people together and getting them to pool their points. Maybe list them on a flip chart, if that is not too formal (p.101).
4.
What is the best order in which to put the points to be discussed so that one flows from another and contributes to the next? This will help members to think clearly and systematically.
Doing this enables me to picture the meeting and set out each step, so that questions and points flow in an orderly way. I also make a note of any points I want to feed in if they are not contributed. Of course, the actual meeting may not be as ‘tidy’ when it takes place, but the fact that I have a logical structure in my mind will enable me to summarise the points raised in an orderly way.
●
A co-worker Another question to ask yourself is whether you will need or want or be able to find a colleague to work with you as your co-worker. This can be a great support and also a means of learning for both of you. Two heads and lots of differing skills can be enriching. The value and use of a co-worker are described in Chapter Fifteen on p.195.
●
Practicalities  Do you need to contact anyone to make sure the meeting place will be available and open, with enough chairs, flips charts, or any other facilities you might need? Will you want refreshments? Will people be familiar with the venue? Do members need to know anything else such as starting and finishing times?
Personal Reflection No. 18
Try to picture the situation and ask yourself questions such as:
•
Why do I feel nervous? What is making me feel uneasy?
•
What shall I do if I’m faced with a question I
can’t answer?
•
What  is  the  worst  that  can  happen?  How
Could I respond?
•
What shall I say if someone asks me to do something I really have no time for or no ability or skill for?
Discussing these things with a colleague could overcome your nervousness and bolster your confidence and help you to respond honestly and without causing offence.
Group Exercise No. 14
The above Personal Reflection could be used as a training session with a group. Various minds working on these questions in sub-groups or pairs would produce a rich resource on which people could draw.
Practical hints
Preparation  Making space in your life (and diary) for preparing for meetings will not only improve the quality of the meeting, it will also build up your confidence. Consider the diagram below.
Preparation for a meeting

Face-to-face during a meeting
Worker
PRIVATE WORK
nc


PUBLIC WORK
Figure 9:2 Public and private work
The quality of your preparation will enhance the quality of your face-to-face work with individuals, groups and communities.
●
Be flexible There may be occasions when, having prepared thoroughly, some- thing crops up at the start of a meeting that makes it clear that the group wants or needs to deal with quite a different subject. Check this out with the group and, if they wish to discuss it, help them to do so. Ask if they wish to work at the original topic at another time.
●
Put yourself in another person’s place This can help you both to prepare and plan more realistically for a meeting and to understand why a certain individual is reacting to something or what is going on in the group (p.99).
●
Prepare yourself for the unexpected! This is particularly useful if you feel nervous about a meeting.
⇐PERSONAL REFLECTION No. 18
⇐GROUP EXERCISE No. 14
●
Avoid jargon Explaining ideas in simple terms, helps to clarify them both for ourselves and for others. Introducing such concepts as the directive and non- directive approaches to a group, it is wiser to talk about ‘working for’ and
‘working with’ people to begin with. Ask yourself: Is this an idea or term that they will have met before? If not, how can I put it in simple language? Would it help if I used an example and/or used a diagram?
●
Use the expertise available Remember there is a wealth of expertise between you and those with whom you are working: experience, skills, knowledge, infor- mation, etc. Moreover every member has a unique personal history, each one knows what it is like to live in a particular area and work with their own group: this experience makes them ‘a local expert’. You and maybe some of the group
Personal Reflection No 19
Think of some of the meetings you have attended recently.
What sort of welcome did you receive?
How did you feel as you waited for the meeting to begin?
How did the meeting start? Did that make you want to participate or did it put you off?
Group Exercise No .15
List the main difficulties you face when facilitating a meeting.
If this exercise is done in pairs or sub-groups a way of gathering up the points is outlined on p.101.
Group Exercise No.16
Reflect on one or two recent meetings you have attended.
What did you feel and think about them?
List anything that was good about the way they ended.
List anything that was unsatisfactory or that left you frustrated or ill at ease.
List  various  things  to  consider  when  ending  a meeting.
have some training in various fields, including in group and community work. Make use of all this expertise!
●
Remember a ‘pause for thought’ can be useful (p.150).
●
Vary your methods The benefit of using a variety of methods to alter the pace and dynamic of a meeting has been emphasised in Chapter Eight.
●
Learning from experience After a meeting or series of meeting it is valuable to make time to reflect on how it went. What did you do which helped it along? Did you do anything that actually hindered the discussion? Did you feel stuck or uneasy at any point? Ask yourself: What struck me today? What have I learnt about ……….? Doing this is an invaluable form of self-training.
Conducting a meeting
Starting a meeting
⇐PERSONAL REFLECTION No. 19
The start of a meeting is important: members could either become relaxed and motivated to participate or they could feel bored, impatient or frustrated. On page 31 the tasks of a non-directive group worker are outlined: the first four points refer to the start of a meeting.
During a meeting
⇐GROUP EXERCISE No. 15
The tasks of a non-directive worker referred to above and outlined on page 31 also refer to conducting a meeting.
Ending a meeting
⇐GROUP EXERCISE No. 16
Drawing the meeting to a conclusion is important, even if, at times, you have to do it briefly. Below are some of the things that may well need doing.
●
Summarise what has been achieved, the decisions made and what still remains to be done.
●
Check that people are clear about any action agreed upon and who will do what.
This might include contacting anyone absent from the meeting.
●
If notes have been made check whether people need copies and, if so, who will prepare them.

Group Exercise No. 17
List what might need to be done after a meeting in relation to:
•
yourself;
•
any member or members;
•
the content of the meeting;
•
any decisions or outcome.
●
Make sure that any arrangements for future meetings are clear: dates, times venue, and subject matter.
●
Ensure that everyone is clear about any tasks they need to do before meeting again.
●
You may need to remind people or check out anything of a confidential nature.
After a meeting
⇐GROUP EXERCISE No. 17
It can be useful to reflect on how the meeting went and learn both from what went well and anything you may want to avoid in future. Doing this with a co- worker can be extremely valuable.
●
Contact anyone who missed the meeting in order to update them.
●
Check whether there is any action you need to take in relation to any decisions.
●
Do members need any notes of the discussion or memo of the decisions made?
●
Was any member upset? Do you need to take any action or ask another member to do so?
●
If you feel that the whole or any part of the meeting was a failure, see p.133 for a useful method of working through it step by step. Doing this alone or with a colleague can be beneficial and heartening.
Concluding Reflection
Having studied this chapter, pause and ask yourself: What have I learnt? What has struck me?
How, if at all, will anything in this chapter affect the way I work with people?
It might help to make a note for yourself.
Chapter Ten
Tackling problems
Problems and difficulties are a constant part of life as any community worker will realise. This chapter outlines some practical ways of dealing with them
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Problems
By way of preparation for considering a particular way of tackling problems you could do the following exercise.
Introductory Reflection
Jot down three or four problems that have faced you in your community group or project.
Take each in turn and ask yourself:
– What did I do about it?
– What happened as a result?
– How did I feel about it afterwards?
– Did I learn anything from it?
At one time or another we all face difficulties and problems: some we are responsible for; some are caused by others; and often they are just a natural part of what we want to do. In fact, the higher our aim, the more problems we will probably face. It is easier to climb up a small hill than to reach the top of Kilimanjaro.
There are various common responses to problems:
●
ignore them and hope they will go away: they rarely do!
●
blame someone else and hope they will sort things out: they may not!
●
jump to solutions: these may or may not work and could waste a lot of time.
●
try to work our way through them: often hard but usually worth it.
The first three responses are unhelpful. Working our way through a problem can lead to a solution, or it can lessen it. It may become clear that the problem is something you will have to live with, at least for the time being, and there are usually ways of helping your- self to come to terms with doing that.
A problem tackling sequence
Many people have found the simple Problem Tackling Sequence helpful. Try using it with a group. Possible alternative or additional questions to this sequence are given on p.134. Clearly those concerned need to follow this sequence by taking action. Taking action may require careful thought. The questions to be asked are similar to those out- lined on p.154 when implementing a decision. Reviewing and evaluating also need to follow at a later stage.
PROBLEM TACKLING SEQUENCE FOR A GROUP
What is the problem? (Defining the problem and seeing if people want to discuss it.)
●
Clarify and get agreement on what the problem really is
●
Is this a problem that members face? (Clarify area, scope and nature of the problem.)
●
Is this a problem we want to discuss? Is it relevant? Would it be useful to discuss it?
Why does it occur? (Diagnosis) Why does it occur?
Why has it arisen? What caused it?
What can we do about it?
What alternatives are there? List pros and cons. Where is the balance of advantage?
Can we reduce the disadvantages? What action shall we take?
How? When? Where? Who and with whom?
You can easily adapt this sequence to enable you to work at your problems privately or with a colleague. For a full page copy for photocopying see Appendix II.
These steps are described in more detail below.
What is the problem?
While the answer to this may seem obvious, it is in reality a very important question, to which the answer may not be clear. For instance, at a workshop in Lagos, someone came up with a problem: ‘How to get people to arrive at the agreed time’. When we explored this we found that the people who arrived an hour or so late, were missing important material and felt both guilty and annoyed; waiting for even some latecomers led to those who arrived on time feeling frustrated and impatient, and due to the slow start lost impetus and motivation; those leading the workshop felt stressed by the uncertainty of when to begin. A better phrasing of the problem was: ‘How to make sure that the group as a whole is present when the core material is worked on’. People were keen to work on this and the new wording affected the rest of the discussion and led to a satisfactory outcome.
Why does it occur?
Answering this question will ensure that the solutions take the causes into account: if they do not then the problem may well remain unsolved. In the problem described above, we discovered that the traffic in Lagos made prompt arrival a virtual impossibility for some people. Others had had a busy evening and worked late. Those arriving on time had made great efforts to do so, hence their frustration at not getting started. Those leading the workshop were concerned not to shorten the programme or it would not be possible to cover the basic material.
What can we do about it?
At this stage it is important to think in terms of what I or we can do about it, rather than what other people ought or ought not to do: any solution must be something we can see our way to doing something about. List various alternative solutions rather than decide on the first one to come to mind. This will increase objectivity and some creative ideas are more likely to emerge.
In the problem above, having clarified the problem and listed its causes, the group then considered various ways forward:
(a)  starting promptly and pairing those present with a latecomer whom they would catch up over lunch;
(b)  starting later and shortening the lunch hour, or putting the departure time an hour later;
(c)  starting with group work on something which would be reported on when every- one had arrived, and keeping major presentations on core subjects until later in the morning;
(d)  encourage members to avoid or reduce time spent working in the evenings if at all possible.
Having considered the advantages and disadvantages of each of the above, it was agreed that to try ‘(c)’ and ‘(d)’. This proved to be a satisfactory outcome for all concerned: it avoided feelings of frustration and guilt, it covered all the material, and no member missed out.
It can be appropriate with some groups to explain that this problem tackling sequence could be useful, and suggest that you try it out. With others it could be frightening to suggest something so ‘formal’, especially when people are unused to discussing things through in an orderly way or thinking for themselves. In that case it is better to keep it in mind and ask the questions in the appropriate order, while accepting that causes and solutions and the clarifying of the problem may all be offered in a higgedly-piggedly way. Having the sequence in your own mind will help you to ask the questions in the best order and enable you to make a better summary.
Additions to the problem tackling sequence (see Appendix II for a handout)
It can be appropriate at times to add further questions to those already suggested, for instance:
●
What have we (or others) attempted so far? What happened? Asking this early on when exploring the problem will reveal aspects that may not otherwise be thought of.
●
What is keeping this problem going? This may be a useful question alongside or instead of considering the causes. Occasionally going over past history may bring up painful emotions and make people feel discouraged, or rehearsing old arguments may add to or re-activate the problem.
●
Are we doing anything to keep it going? Another question to be handled with care: if strong feelings of guilt or animosity are aroused it may be unhelpful or make matters worse.
●
What specific changes are desired and why? Identifying one or two key changes that you want to bring about can be difficult, but it can be a good pointer to future action.
●
Examine what can be done before, during, and after a problem. This can stimu- late a range of ideas, particularly when working out what can be done about it. For instance:
➤
What can I/we do before being faced by this kind of problem? Is there some way of avoiding it? This can be useful in relation to a group member who is liable to make hurtful or negative remarks that upset people, or when working with members who are all liable to talk at once.
➤
What can I/we do during a meeting if and when a particular problem erupts?
After working with a group over a period of time it can become obvious what sort of difficulties you are likely to face in any meeting. I find that having one or two ideas up my sleeve helps me to relax and feel confident.
➤
What can I/we do after a meeting in which a problem has erupted? Is there any action that would lessen any negative effects or help to prevent it happening again? For instance if two people have had a fierce argument and not resolved the difficulty? Could the worker try to put both points of view in a clear and objective way at the next meeting and say that both have good and maybe less good points, and suggest the group look at the advantages and disadvantages of each view separately?
Using your own experience
Using your own experience of a problem can to lead to many insights. It is particularly helpful in relation to problems such as: How to motivate people? How to recruit volunteers? Or questions such as those where you have experience of other people trying to get you
to do something. The problem, ‘How to motivate people?’ is worked out diagrammati- cally in Appendix III. It is always necessary to remember that we are all very different people: what one person can do, another could not. Also, every situation is unique: what works in one may not work in another. It is unhelpful to insist on a particular solution.
Case study
Everyone, however carefully they work, has to face disappointment and failure at times. Something has gone wrong and we have not achieved all we had hoped for, things have turned out badly and maybe we have caused conflict and ill feelings. We set out with the highest motive, but what we tried to do did not work. It is all too easy to say it is just bad luck or to blame other people. In a case the story is seen from the point of view of the worker. This section is about a case study way of working at these problem situations or events, but first, by way of preparation, it could be useful to do the following exercise.
Personal Reflection No. 20
Call to mind an occasion when you tried to work with a group or community, and despite your best intentions, you were faced with disaster or felt dissatisfied or uneasy with the result. Go over the incident in your own mind: Why did I set out to do …?How did I set about it? What happened as a result? Why did I feel as I did? Then ask yourself the following questions: What, if anything did I
do about it afterwards: put it behind me? Try to redeem the situation? Talk to anyone? Take any action? Forget about it? Or …?
Reflecting on it like this, as yourself: Did I learn anything from the experience? What do I now feel about it? If I had a chance would I do anything differently?
There is great potential learning in reflecting on work in which we were engaged but which did not turn out as we had intended. T.R.Batten who worked as an educationalist in Nigeria and Uganda, drew up a simple systematic way of considering such an incident objectively. The case study method described here is based on his work.
The case study method
Working though a case study can promote a great deal of learning both about your own way of working and other people’s reactions, and increase one’s sensitivity. As a method of training it is well worth the time that it takes.
The method described here may be used by an individual or by a group. The latter is likely to be more fruitful in terms of ideas and what is learnt. If you have not worked through a case study with a group before, it might be wise to start by using an anony- mous one so that you and the group can experience the method. You could use The Forest That Never Got Planted on p.138. Working through it using the steps below is described in some detail on p.138-141
Once you are familiar with the method, try using a case of your own or a problem situation belonging to one of the group. When doing so it helps people to be more objective if, during the discussion of it, the person who wrote the case:
●
is referred to as ‘the worker’ rather than by name;
●
tries not to become defensive;
●
does not add any further information as it is being worked through: to do so can be confusing rather than helpful.
You also need to be extra sensitive so that the person concerned does not feel everyone is being highly critical, but is open to learn from the experience.
Briefly, the method consists of the following steps:
Step 1 Write out the story or case clearly and briefly:
➤
if possible use ‘I’ or ‘we’, for instance “I am a ….’ or ‘We are a group of…”
➤
state the initial situation and what you were trying to do and why;
➤
briefly describe the key events in the order in which they occurred, putting clearly what you, as the worker, said or did and the response made by people;
➤
end by stating clearly what happened and your resulting dilemma, concern or the problems now facing you.
Step 2 Test whether or not the case chosen is acceptable or not to the group
Give people time to read it, either beforehand or at the session. Make sure the story is clear to the group: some points may need clarifying. Every case is a specific example of a more general problem. This first step is to ensure that people recog- nize the case as an example of a problem that they face in one form or another. Ask the group if it would it be worth trying to work through it to see if a more satis- factory outcome can be obtained.
Step 3 Diagnose what went wrong
In considering a case, it is important to stress that groups look at it from the point of view of the worker: what did the worker do or not do that contributed to the unsatisfactory result? This becomes clear in the example on p.139.
It is also worth explaining that in working out the causes of a situation or problem, we are unlikely to know all the reasons. Members of the group may have different ideas as to the possible causes and it is unnecessary for everyone to agree on them. Getting out various possible reasons will generally make us more sensitive in the future.
(a)  In sub-groups the members list points that may help to explain the ‘failure’, taking into account both what the worker did and did not do which led to the undesirable result.
(b)  List points on the blackboard by:
i.
taking one point from each sub-group in turn;
ii.
checking to see if any other group has the same or similar point;
iii.  getting it acceptably stated on the board;
iv.
adding a question mark if it not agreed by all.
Step 4 Assess what is going for the worker in the situation
Get the members in plenary session to list what is going for the worker, those things that are positive and likely to help the worker in taking the next step.
Step 5 Decide on the way forward
The members in the original subgroups go back to the start of the story and work out exactly what they think the worker could have done to bring about a more satisfactory outcome. This is best done in a systematic way by listing the key situations from the beginning of the case which they think he could have handled better, what he should have tried to achieve in that situation, and how he could set about it. Each group puts its suggestions on large sheets of paper in an ordered way:
Situation 1: …….…. … .(the person or group the worker decides to meet first) Aim: to………..( what the worker hopes to achieve in the meeting)
Method: ………(just how the worker will set up the meeting and conduct it) Situation 2: ...…… etc. following the same pattern
The groups come together with their findings. Each group puts up its sheets of paper and explains the suggested way forward, leaving the paper up so that it can be seen alongside those from other groups.
The task is now to try to work out an agreed approach. In doing this it is important to stress that once a group has presented their suggestions, these belong to the whole group. To facilitate this mark each paper A, B, or C, so people can refer to them more objectively, saying “In A it says...” rather than saying “Our group said…” or “We thought…”, as this can produce a spirit of competition, cause defensiveness, and not help people to learn.
When all have presented their approach:
➤
note the basic similarities between them and the differences;
➤
get each approach discussed in the light of alternative suggestions, for example Situation 1 of one group may be Situation 2 of another;
➤
test out a suggested approach by role play (p.110) if this would be helpful;
➤
work out, as far as you are able, an agreed approach. It is likely that you can only work out the first two or three steps because subsequent ones will depend on what happened earlier.
Step 6 Draw out conclusions
Finally ask yourself and the group “What have we learnt from studying this incident?” Give people time to consider the question before inviting them to share their findings. This usually produces rich insights and may also highlight principles underlying effective work with people in any situation.
There is an alternative way of working on a case after step 4. Instead of going back to the start of the story in step 5 and working out what the worker could have done to avoid the problem, get the groups to decide what the worker can do now to repair the situation. There is much to be learnt from both alternatives.
Working through what we see to be ‘failures’ in this way is time-taking and may appear to be hard work but, in fact, it usually becomes very satisfying and fruitful. I have come to value the method and I turn to it almost automatically. For example, a colleague and I attended a small conference to discuss a particular issue. After three hours we broke for lunch and the two of us went out for a short walk. We realised we both felt frustrated because whenever either of us spoke, our points were ignored or contradicted. Walking round, we used the case study method. This was useful and enlightening. During the afternoon session, putting into practice what we had learnt, we found the whole atmos- phere towards us changed and our points were explored and proved of value.
There are further examples in this manual that could be studied using the case study method: The Moving House on p.146, A Gift Causes Trouble on p.17, The Enthusiastic Worker on p.19, Unused Community Centre on p.69, and The Permissive Clergyman on p.39. Each case needs to be told in the first person by the key worker in the situation.
An example of a case study
The case that follows was presented during a course. Brief details are given about what happened at each step.
Step 1 Write out the story or case clearly and briefly
The case that follows was written out by Father Francis and presented during a course. In discussing it he was referred to as ‘the worker’ rather than as Father Francis.
Example J: The Forest That Never Got Planted
“I am a parish priest in Uganda. My parish consists of several villages, each with a church and surrounding land. I have a parish council consisting of representatives from each village. It is consultative, final decisions being made by me.
A year ago the government made a law allowing landless people to occupy unused land. The bishop of the diocese realised that much church land could be lost in this way. He called a meeting and asked us to order the Christians in each church to use the land so as to save it for the church. Several of us voiced our unease and tried to dissuade him but as several others supported him, he would not alter his decision.
I put the matter on the agenda for the next parish council meeting. I read out the directive from the bishop and asked for ideas about how to get the land used. There was a lively discussion in which members made and discussed various suggestions, e.g. to plant a banana or coffee plantation, to lease the land to Christians for an annual rent. Eventually they thought the simplest plan was to plant a forest. It was therefore decided – and I thought it was a decision they made themselves – that every church village would plant its forest within a year. However, I did feel during the meeting that no one really believed this was necessary because in our part of Uganda land was not a scarcity and it was unlikely that landless people would occupy church plots.
During the year one outsider did settle on some church land. Whenever I visited a village I reminded the Christians of the order and asked them to get on with carrying it out. When the year was over I asked for reports and found that none of the villages had done any planting. When I asked why, they said there was no need, due to the amount of land available, the outsider was ‘an exception’ and
‘just bad luck’. I explained that they must carry out the decision they had made. The members were polite and promised to do so within six months. When the time was over, one church had planted 100 trees on a corner of the church plot. I emphasised again the seriousness of it, but to no avail.
Due to political upheaval the law went into abeyance and it has become common practice for Christians to use church land as common grazing ground. I can foresee difficulties ahead if the church wants to develop it in any way or if a landless person tries to settle on it (as he is legally entitled to do). How could I have got the people to carry out the decision they had made to plant a forest?”
Step 2. Test whether or not the case chosen is acceptable or not to the group
In this case the worker was faced with an order from his bishop. The underlying problem is about dealing with orders from those in authority. The group accepted this case because they said they often faced the difficulty of someone in authority sending orders that were not appropriate or were even definitely unhelpful in their situations.
Step 3 Diagnose what went wrong
This was done in three sub-groups. When the groups came together they listed several possible causes of the problem, for example:
➤
the worker took it for granted that the bishop’s order would be accepted and carried out;
➤
he did not mention that some of his fellow priests at the bishop’s meeting were also uneasy about the order;
➤
at the meeting with his parish council the worker allowed the members to make a decision to plant forests without consulting the people in their various villages. etc.
Step 4 Assess what is going for the worker in the situation
This was done with the group as a whole. Some examples of what they thought the worker needed to build on or take account of were:
➤
he had stimulated a lively discussion at the parish council meeting, and lots of suggestions had been made;
➤
the council members were co-operative and full of ideas;
➤
the worker still had good relations with his parish council even when he found that the villagers had done nothing about the bishop’s order.
Step 5 Decide on the way forward
Below is a brief summary of the ideas of one sub-group that worked on the case.
Situation 1: the worker at the meeting of priests with the bishop.
His objective: to get both the bishop and other priests to discuss the situation they faced having received the government directive and possible alternative ways of responding to it; and to consider how the various parishes might react.
How? Subgroups came up with various ideas:
➤
ask for more time to discuss the directive with the villagers before coming to any decision;
➤
question whether the church should hold on to unused land rather than allow it to be settled on by people in need.
➤
raise his fears about possible responses from the villagers;
➤
should he still feel very uneasy when he got home, he might decide to write to the bishop clearly stating his fears and/or ask for a meeting with him to consider things again;
However if this did not have the desired effect, they considered:
Situation 2: the parish priest at the meeting with the parish council.
His objective: to discover what the members thought about the directive and to decide what to do about it.
How? Some of the ideas suggested by the sub-groups:
➤
Explain the bishop’s order as objectively as possible so members were clear about why the bishop had sent it;
➤
Stimulate a discussion not about how to carry it out but about whether to carry it out; Would it be practical to use the land? Would the villagers have the time to plant, cultivate or build on it?
➤
Suggest various possible responses the could make to the bishop e.g.
➢
carry the order out; explain that it was not practical to do anything about it;
➢
say that the villagers needed to discuss the matter: unless they did so and came up with some idea of their own, they would not work at it;
➢
say that they would thought their piece of church land, or some of it, should be used by people needing to settle on it; etc.
Other situations were suggested and worked out in a similar way, for example:
Situation 3: The parish priest should raise the issue when he next visited each village. They thought that this could lead to further meetings with key villagers, with the bishop, or with the bishop and key villagers, etc. These further meetings depended on the outcome of the first two meetings so they did not work them out in detail.
Getting an agreed approach proved difficult. A diagram of the various alternatives was drawn to help clarify them, see the over.
Step 6 Draw out conclusions
Have a brief pause for people to think about what they had learnt from this case, or what had struck them from it. Below are some of the many insights people came up with. One member said, “I’ve realised that unless I keep my boss informed about what is happen- ing on the ground, he is in danger of telling me to do things which do not fit my situation or which could cause a lot of harm or trouble”. Another person said that, like the bishop, people in authority often received an order to pass on to those ‘below’ and this made the group feel more sympathetic towards their bosses. Other members said that when they received orders that they did not think would be of benefit in their situation, they either ignored them, or put off doing anything for months and then forgot about them. However, they now saw that in doing this they were not taking those in authority seriously. By not responding in some way, they were encouraging those in authority to continue to send down directives, thereby wasting their own time and other people’s.
Concluding Reflection
Having studied this chapter, pause and ask yourself: What have I learnt? What has struck me?
Do I want to try using the problem tackling sequence on my own and / or with a group?
Do I want to try out the case study method on my own and
/ or with a group?
It might help to make a note for yourself.
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Chapter Eleven
Making decisions
Making decisions is something we all have to do often throughout our lives. Sometimes we make decisions as individuals, at other times we make them as part of a group. This chapter offers a structure for considering how to make those key decisions which have a significant effect on the lives of those involved.
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Group Exercise No.18.
This exercise is to help members look critically at decision making by a group.   If you are working with a large number of people, it would be better to divide them into small groups.
There are ¨two alternatives ways of starting:
Alternative No.1: This way gives members an opportunity to learn from their own experience. Ask each person to identify two decisions made by a group, that they have  experienced or know about. One to be a ‘good’ or satisfactory decision, the other to be a decision which had bad results or was later felt to be an unwise decision.
Alternative No.2: This way would save time and possibly enable members to be more objective. Distribute copies of two examples of a group making a decision, one ‘good’ and one ‘bad’. You could use the ones opposite or draw on your own experience. If you are working with several groups you may want to give them different examples.
You may find the suggested ways of discussing the decisions given on p.147 to be of help.
Decision-making
Decision-making when engaged in seriously and thoughtfully can help people, both individuals and groups, to grow and develop. The process can therefore be as important as the actual decision.
Every individual or group has experience of making decisions. Probably some of those decisions worked out well and some of them were found to be impractical, impossible, or led to unfortunate or even disastrous results. Before going on to examine decision making procedures, an Introductory Reflection is suggested to help you think critically about decisions you have made, some of which you may be pleased with and others which you later felt unhappy about. A similar Exercise for use by groups is suggested on the opposite page.
Introductory Reflection
Try making a list of five or six decisions, large and small, which you have made recently or in the past as an individual.
Look down your list and:
(a) tick those you feel happy about or satisfied with;
(b) put a question mark by any you feel uneasy or uncertain about;
(c) put a cross by those by those you feel badly about or now wish you had not made.
Jot down: why you feel satisfied with those ticked; why you feel uneasy about those with a question mark; what went wrong with the decisions with a cross?
⇐GROUP EXERCISE No.18
Example K: A Uniformed Organization.
Mrs Y, a member of a uniformed organization, suggested at a meeting, that to keep up to date the uniform should be altered. “The head-covering is dated, do we need it? We don’t want people to think we are old-fashioned!” Some members immediately supported Mrs Y’s proposal but several others were uneasy. Mrs X said “This has been our uniform for ages, in fact from when we started forty years ago. People recognize us now and we are used to it”. Another said “Many of our older members who have retired, would be very upset if we start changing our uniform, they’d see us betraying all they have stood for down the years”. Mrs Y suggested that they listed the pros and cons, “ then we can discuss all the points for making a change and all the points against a change”. The group agreed and spent some time over this exercise. After a lengthy discussion, it was
unanimously agreed that a few simple changes would be made to the uniform but that people would be free to choose to wear the original or adopt the changes.
However, at the next meet Mrs P. speaking rather hesitantly said, I’ve been thinking about our decision about the uniform and I have some uneasy feelings about it. When we have our annual gatherings and large meetings, the older people will be in the old uniform and the rest of us in the new. They may feel awkward because they are different from the rest of us”. Someone else spoke up, “Yes, and I’m afraid they’ll be angry or think we are critical of them. Some may even leave altogether and that would be sad because they’ve given their lives to our cause.” When Mrs Y said, “Maybe we need to think some more” everyone agreed. Mrs Y then suggested that everyone thought about one elderly member whom they knew would probably resent the idea of a change of uniform, “Now close your eyes and imagine you are that elderly person, feel yourself into her skin, what do you feel about things? Why do you feel like this?” She gave them a couple of minutes before asking them to open their eyes and become themselves again. Then she divided them into small groups, and to some she said, “Can you share your feelings and then try to work out what we would need to say to those who are likely to oppose the change of uniform. How could we explain it in such a way that they could accept it?” To the other small groups she said, “Now share your feelings, and then work out how you could best respond if any of the elderly people say they don’t want the uniform changed and have the sort of negative reactions we have mentioned”.
After this exercise, the groups shared their results and discussed the whole question again. After some time the group again unanimously decided to go ahead with the changes to the uniform, but this time, as one of them said, “I feel much happier about our decision because I feel we now know how best to explain it to other members and, even if they are unhappy about it at first, I feel we can talk to them and give our reasons in a way they’ll understand and accept. We need to assure them that we understand their desire to continue to use the original uniform and that that is fine”. Another agreed, “Now I know more about how they feel through standing in their shoes, I feel more confident in talking about the change. It will be much easier.”
Example L: Moving House’.
Members of a sports organization who used to meet at least two or three times a week on a site with a large hut and sports pitch, were suddenly informed that a new road was soon to be built nearby and their hut would have to go. They were offered land elsewhere and some money to build a new place to meet. In the event they were offered the choice of two plots: one was in the same neighbourhood and, although smaller than their present site, it would just have room for a sports pitch; the other although further away, was a much larger piece of land in a nicer area and was on a direct bus route from their present meeting place.
At their next meeting the members present visited both sites and then spent a long time discussing which to choose. Eventually, after the leader said “It won’t work if we have to travel two miles. People will just stop coming”, they took a vote and all but one, Mr S, voted for the smaller site in the same neighbourhood. Mr S was disappointed and grumbled. Before the next meeting Mr S had spoken to several members not present when the vote was taken and made sure they would come next time. When they were told about the decision Mr P who had been absent before said he did not agree, “It is a wonderful opportunity to upgrade our facilities, we need more space and we’d attract new members from the new neighbourhood”. One member, a friend of Mr P, changed his mind and as he was a very dominant person, several others followed suit. The group agreed to vote again and this time the decision was to choose the larger site. This left several members dissatisfied, “We are not happy about it, we think you are just being swayed by one or two loud voices”.
The group spent the next few weeks making arrangements for the move and planning where to put the new hut and a couple of pitches. Some members did not bother to attend these meetings and spent the time kicking a ball around outside, “It’s their decision, let them get on with it”. Over the next few months the move to the new site was made. All went well at first, but with the onset of the rainy season, numbers began to drop off as members stopped attending. After six months, because of poor attendance, the organization had to close down.
Discussing the various decisions
Various suggestions are given below, choose those which are most appropriate for your group. They could be done by pairs, small groups or with everyone together or a mixture. Decide what would suit your group.
1. Considering each decision in turn, ask yourselves the following questions: (a)
What were the good points in the way this decision was reached?
(b)
What were the bad points in the way the decision was reached?
2. Finish the following sentences in as many ways as you can think of:
(a)
In  order  to  make  a  ‘good’  decision  it  helps  to  do  the  following things…..
(b)
A good decision is one in which….…
(c)
In making a decision it is best to avoid…. (d)
‘Bad’ decisions are often made because…. (e)
Some decision-making pitfalls are….
Three steps in decision-making
Some decisions are of far more significance than others: some can influence the future direction of a group or an individual; some may affect a large number of other groups or people; and some may be irreversible. Although there is no such thing as a ‘perfect’
decision, the three steps below can be a real help towards making good ones. For major decisions it is important to take the time to work through them and doing this is likely to help us with all the many minor everyday decisions we make. It could well alert us to some of the questions we may need to ask ourselves. In a group situation it is helpful for one person to act as group worker or facilitator. The notes below are written with this in mind.
There are three steps or stages in decision-making. As you consider each one you may recognize what you did or did not do when reflecting on your own decisions in the Introductory Reflection.
Step One: Preparation
Step Two: Making the decision
Step Three: Implementing the decision
Step One: Preparation
When a group is faced with a major decision it can save time and effort if they think about various preliminary questions, such as those listed below. It may be that in some situations you will find it more appropriate to ask one or two of these questions later in the process.
●
Clarity People need to be clear about the reason for making a particular decision and the probable consequences of not making it. Being utterly clear as to what the decision is about at this stage can save confusion later on. What is the decision? Are we all clear what exactly it is about?
●
Authority Are we responsible for making this decision? Have we the authority to make it? Or are we making a recommendation to another person or group who will be actually making the decision?
●
Purpose Why do we want or need to make this decision? How does it relate to our purpose? Why is it important to us? Reminding people of the reason for the decision at appropriate moments, especially if the group seems stuck, enables people to re-focus and appreciate the importance of what they are trying to do (see Chapter Three).
●
Timing Is this the right time to make this decision? Would it be best to postpone it for any reason, (e.g. people are away or very busy for the next few weeks they are unlikely to have the time or energy)?
Is there a date by which we need to make it? If not, should we give ourselves a date to work towards? (This could always be extended if necessary, but having a date to aim at can help people to get on with it rather than allowing it to drag on and on.)
●
People Who else should make the decision with us? Who else is likely to be affected by it? Would it be better to involve them from the start or should we just
let them know that we are considering it? What effect would either course be likely to have on them?
●
Information Is there any information we need to obtain to help us with this decision? Where could we get it? Who will find it out for us? Should we ask anyone or any group for their views so we can take these into account?
●
Keeping a record It is important throughout the process to keep notes, however brief, of the key points that emerge. Making brief summaries will remind every- one of the ground covered, be a useful reference point if people are uncertain about what has been said, and, at a deeper level, emphasise the importance of what they are doing.
●
Attitudes Often when we are faced with a major decision we have an inclination or bias to a particular outcome. It is useful to acknowledge this fact and suggest that “we all try to keep our minds as open as possible so we can take account of the different points made by those who think differently. We need to consider all ideas as openly and as critically as we can. Together we must seek the ‘best’ way forward rather than argue for one choice against another.”
●
Contract if you are faced with an important decision which is likely to be difficult to make and time-taking, it can be useful to point this out to people and suggest that you all make a contract ‘to stick with it and not give up’. I try to look each person in the eye as I invite them to do this! Suggest that everyone tries to ‘keep hopeful’. Decide what you will do if someone unavoidably has to miss one or more key meetings. Will you go ahead without them? If so, will you make contact beforehand to get their views? How or who will let them know what has happened?
●
Quiet Reflection With a religious group you may want to suggest having a more reflective meeting at some stage.
Step Two: Making the decision
The decision-making process involves setting out various options or alternative ways forward, exploring the merits and demerits of those that appear to the group to be worth considering, and then coming to a decision in some way. At all stages you need to take into account both people’s thoughts and feelings. Periodically reminding people of where they are in the decision-making process: why it is important, what they have done so far and what the further steps are ahead. This will encourage and enable people to keep focused.
Thoughts and feelings
Decision-making involves both mind and heart, thoughts and feelings. Both are neces- sary in order to make a good decision. It is important when your thinking is taking the lead, to pause and listen to your feelings. Equally when you feel strongly about a course of action, it is wise to think critically about it. One advantage of groups, is that there are likely to be some people who naturally start off with thinking a thing through, while
others more naturally feel their way towards a decision. Some people are quick thinkers and ready to contribute their ideas straight away, others need time to think things through more slowly. In a similar way, some people have strong feelings that surge up immedi- ately and overwhelm them, while others need time to get in touch with their feelings.
Because we are all so different in these various ways, whoever is running the meeting needs to allow time for everyone to both think things through and to become aware of how they feel about the subject under discussion. The ideas below may help:
●
Preparing  people Give people a day or longer beforehand to think about the decision that has to be made.
●
Pausing When wanting responses to a question try saying, “Can we all just pause a moment or two to think about this and see how we feel about it”. Perhaps suggest they jot something down so they do not forget their points when others are talking. At such times I show by the way I sit and take up my pencil that I am also using the time to think. If someone starts to contribute I say, “Can you just hold on a moment please while we all think quietly”. This should help everyone to get their thoughts and feelings clear enough to have something to say, so they are less likely just to follow the opinions of those who speak more forcibly.
●
Pacing If there is any danger of the discussion moving along too quickly it can be useful to explain at the start that everyone thinks at different speeds and that it is important to hear everyone’s ideas and not leave people behind. “So, if I am going too fast, you must tell me, and I will also tell you if you are! We need to help each other in this way because it is so easy to get caught up and excited.”
●
Feelings When a decision involves strong feelings, it can be helpful to spend some time allowing people to share how they feel at the start of the process or during it. Having their feelings listened to and acknowledged can release them to become more objective during the discussion. Once when I worked with a large group I needed to spend a couple of hours listening while they expressed all their fears and hesitations and it was only then that we could start looking at the big decision ahead of them.
●
Checking Every now and then check how things are going, or suggest “Let’s all pause for a minute or two to see how we feel”, “Have a look at any points you jotted down and see if you have any left”, or “Is anyone uneasy about anything at this stage?” Make sure that you ask questions which help ‘the thinkers’ to look at their feelings, and the others to think about what they feel.
●
Becoming stuck At times for no apparent reason, a group can become stuck without the will or energy to move forward. Should this happen one way forward is to point out what is happening, maybe suggest a break, and/or summarise the discussions so far, and/or ask people what they think the reason is. It could be that the discussion is moving too fast for them to come to terms with fears or negative feelings that they are experiencing, and to make it acceptable for them to voice these in a supportive atmosphere could well help to release the log- jam.
●
Effects on members Remind people that decisions made by a group are likely to affect members differently. For example:
➤
some find a certain decision weighs heavily on them, and while others are enthusiastic, others may be indifferent as to the outcome;
➤
for some working out the implications may well be a heavier burden;
➤
facing the future in the light of a certain decision could be more difficult for some people who naturally find change harder to cope with.
●
Encourage people to ‘keep hopeful’ This is especially necessary at times of seeming chaos and confusion. Remind people that as individuals and maybe as a group they have experienced chaos before and come through it. With a religious group remind them that ‘God is with us in the confusion and chaos’ (cf. Genesis
1.1-3) Chaos is potentially creative and worth struggling through.
Identifying alternatives
One pitfall in decision-making can be to jump on the first idea or ‘solution’ without con- sidering other alternatives. In Example L ‘Moving House’ (p.146.) there appeared to be only two choices to discuss: which site to move to. If the group had thought further, others might well have occurred to them. For instance, could members have explored their local area and found another larger site which was more conveniently situated? Or, might they have asked to see the chief official who had contacted them and put their case, explaining their needs, the value the club was to youth in the neighbourhood, and the difficulties of the two suggested sites? Maybe a better site could have been found for them. Thinking more widely in this way is likely to produce creative ideas and further alternatives from which to choose. It makes people realise they have their own authority and some control over their own lives, and gets people working on a problem in a co- operative way, rather than the reverse.
Thinking Time Before setting out alternatives people need some time to think. Realising that both head and heart are involved, give people time to reflect on the decision to be made and possible options. For example, Mrs Y in Example K: A Uniformed Organization (p.145) could have put forward her idea about changing the uniform and asked people to think about possible ways forward before the next meeting, or given them half an hour to think on their own or in pairs, or even given just a couple of minutes to collect their thoughts. She might also have said, “We could decide to have a completely new uniform, or to keep the one we’ve always had, or to change parts of it. If we do that, we need to think which parts to alter and what alterations to make, and the implications for all those affected”.
Listing Alternatives Two methods of listing alternatives are ‘Agenda Making’ and
‘Brainstorming’. Both are described in Chapter Seven.
Exploring alternatives
Eventually each of the alternatives needs to be discussed by the group as a whole, but it can aid the process if pairs or sub-groups do some preliminary thinking about different ones. There are various ways of helping people to explore each possible option and at times it may well be valuable to use more than one method.
●
List the advantages and disadvantages by focusing on them separately. This can be a really helpful exercise for those who feel strongly for or against a certain course of action as they will realise that every choice has its drawbacks as well as its good points.
The best alternative is not necessarily the one with the longest list of advantages: one of the disadvantages may rule out that course of action because it would cause a major upset to a significant group of people. This was taken into account when those in The Uniformed Organization (p.145) agreed not to make a complete change of uniform because of the older members, who could well have felt betrayed by it.
In examining the choices it is useful to consider the drawbacks and see if there is any way of avoiding them or altering the proposal in some way to overcome them, as happened in the above example when the decision was to alter only some details of the uniform and to make the wearing of the new style optional.
●
Putting oneself in the place of another person Suggest members imagine they are one of the people likely to be uneasy about the proposal or who will be affected by it. Again, Mrs Y asked the group to do this in relation to the elderly members (p.146).
●
Trying out each alternative It can be helpful to ask the members to consider each alternative in turn as though they had made a decision to adopt it. Stimulate them to think and feel their way into this by asking them to close their eyes and slowly ask questions for them to reflect on quietly: What effect will this have on you if we decide to …? Do you feel happy about things or have you a worry or uneasy feeling? What do you find attracts you? What changes would this mean for you? What could we do about anything you are unhappy about? What opportunities does this decision open up for you? and for the group? After a short time ask people to open their eyes and invite them to share any thoughts that came to them, if they wish to do so. This exercise can be quite enlightening for people who were convinced they could not live with a certain way forward and who now find that it would be possible for them to do so, even though it is not their first choice. At times, I have found it helpful to spend a week or so living with a decision in this way.
●
Thinking about the consequences: It is necessary to explore what a decision would involve should you decide on it. Try considering:
➤
The effect on those making the decision: is this something we can live with?
Are we likely to feel good about it afterwards or might we feel uneasy?
➤
Who else, either individuals or groups, will be affected by it? What are they likely to feel or think?
➤
Implementing the decision: as this is of paramount importance this is con- sidered in Step Three below. However it is necessary to look at several of the questions outlined there before actually taking the decision in order to check whether you will be able to carry it out.
●
Personal and religious effects of a decision. Decisions, especially major ones, can be an extremely difficult and costly struggle both for individuals and for the group as a whole. It is not surprising therefore that it can have deep positive or negative effects on everyone. At best, when it results in a good decision, it can contribute to the growth and maturity of all involved by fostering self-confidence, clarity of thought, and a strong feeling of unity among members of the group. At worst, it can cause faction and disunity.
At some appropriate point during the decision-making process it can be worth- while to suggest a more relaxed and reflective session and to hold this in a more comfortable setting. For religious groups this could be combined with a short service or time of prayer. The questions and suggestions below are an offering. It is important to choose and word the questions to suit the group: use those below as a stimulus to your own thinking.
➤
How will this decision affect us as a group? Is it likely to unite us or cause division among us?
➤
Will it turn us into a different sort of group? If so, do we want that to happen?
➤
Help the group to relate the decision they are making to their purposes and deep beliefs. By beliefs, I refer to such things as what we believe about the meaning of life, what we think we are in this world for, beliefs about God, ourselves and other people, those values by which we try to live, and those things which keep us going through difficult times, suffering, and failure. How are they being affected by this decision? What have they to say to this decision?
➤
It can be encouraging when thinking about decision-making or when working it out afterwards or if you later have your doubts about the wisdom of what you decided, to remind yourself that it was the best you could manage at the time. If you make a decision convinced that it is in the best interests of everyone, is for your own and other people’s well-being, and is in line, as far as you can judge, with what God wants of you, that is all the certainty you can get. God will be with you in working it through and maybe helping you to make the best of it, to ‘redeem’ the situation.
Deciding
The following need to be considered:
●
Process: What kind of decision-making process do we want to use?
➤
Democratic Have a discussion and then take a vote. If so, will we have a simple majority or would, say, 75% be needed to ‘win’? This is a win/lose situation. To avoid those who ‘lose’ becoming disgruntled or uncooperative it is wise to come to some agreement beforehand that everyone, regardless of how they caste their vote, will go along with the result.
➤
Consensus A decision is only made when everyone is in agreement with it.
This is a win/win situation. A possible danger is that some individuals may feel under pressure to go along with the majority rather than be seen as the odd one out. Reaching consensus can take a great deal of time.
➤
‘Runyararo’ This is used by an African tribe to settle a dispute when two parties cannot agree. Eventually one will say “runyararo” which means “for the good of the tribe I will go along with what the other party wants”. Working for ‘runyararo’ recognizes that not everyone will feel equally enthusiastic or even pleased with a decision but once a person or group says it, it is a commitment to support and help implement the decision made by the majority.
●
Timing after sufficient time has been given to discussion the moment arrives when people are ready to decide on the way forward. Some people may well be ready before others, so check where people are: “Are you, or are we ready to make a decision now or do we need a bit more time?” You may need to ask this question several times before the group as a whole is ready to decide on a particular course of action.
●
Provisional decisions while certain decisions are clearly irreversible, others may be made for a period of time, such a few months or a year, and then reviewed. People need to be agreed about this.
●
Clarity When a decision is about to be made it needs to be stated and even written up so everyone is clear. Check that the wording is acceptable. This will help to avoid misunderstandings later on.
Step Three: Implementing the decision
Making decisions and then, for no good reason, taking no action to carry them out is not only a waste of time and energy, but can be disheartening for those involved. Therefore in making a decision it is necessary to check out that people have the abilities, time and will to implement it. Consider the sort of questions you need to ask yourselves. You could use those below as a checklist but you may well have others more relevant to your situation.
What action do we need to take? Where shall we start? Do we need to do things in a certain order?
Who will do what? Some tasks may require specific skills, or knowledge, and this could be pointed out. Asking for volunteers is not always wise as people without the necessary ability may volunteer. Some tasks may well be shared between two or more people. Some individuals will only agree to do something if they are not doing it alone. Several heads are often better than one! Do people need to report back on their task? If so, when?
Have we the necessary resources? Do we need further advice or additional help? If so, where could we get it? Who could we ask? Do we need some training in anything? If so, where could we get it and who might be trained?
Who do we need to inform? Who should hear about our decision first? Can we make a list of individuals and groups and then put them in the best order? Is there any danger of our decision leaking out? Is there anyone likely to be offended if they hear it from other people rather than directly from us? What is the best way to inform people: face to face, phone call, by letter, public notice, an announcement, or …? Is there any way we can involve such people? With far-reaching decisions it may well be useful for two or three people to think through this together. I have known decisions being made about closing schools not only without the ideas or advice of the parents but with the information leaking out before they had even been informed. This aroused enormous and unnecessary anger.
Are there any problems that we can foresee? How could we avoid them or deal with them? What shall we do if problems arise or if we become uneasy about the way things are going? What shall we do if a person takes on a task and then finds she cannot do it for any reason or needs help?
When should we start implementing the decision? How long do we reckon it will take? When shall we meet to review how things are going? With some major decisions, for
instance with the setting up of a new project, it is wise to build in regular reviews every
few months or so (see Chapter Six: Reviewing and Evaluating).
Finally it is worth checking that everyone is happy and in agreement by asking in relation to any ideas for action such questions as: How does that strike everyone? Can you see it working? Does anyone feel uneasy about it?
Making a major decision over which a group has struggled and spent a great deal of time and energy is a significant human achievement. A good decision-making process is therefore to be fostered and developed. Once such a decision is made it is well worth celebrating the fact together in some way!
Concluding Reflection
What has particularly struck me about this chapter? Which of the three steps in decision-making outlined
on page 147 am I strongest in?
Which am I weakest in?
Am I going to do anything about it? If so, what am I
going to do?
Chapter Twelve
Temporary withdrawal from a group
There are occasions when a group or community worker temporarily withdraws from a group. This chapter outlines some of the reasons and benefits as well as the pitfalls of doing so.
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Personal Reflection No. 21
Try making a list of legitimate reasons for withdrawing for a short period from a group or a project.
Compare your list with the one opposite. Can you add to it?
If this is used as a Group Exercise, you could use the points opposite as a check list.
Withdrawing
Introductory Reflection
Have I found myself having to withdraw from a group for a shorter or longer period?
How did I talk to the group about it?
How did the group get on in my absence?
Did it have any good effects on the group or any individuals?
Did it have any bad effects on the group or any individuals?
There may well come a time when the worker considers the group or project staff has a programme and do not need her presence for a period, or it may become necessary or advisable and of benefit to the group to withdraw for a shorter or longer time to give members the space to think, discuss and work together without her. Such a temporary withdrawal provides the group with an opportunity to grow both in self-confidence and competence and consequently become more self-reliant.
The worker needs to be clear just why she is withdrawing and plan carefully how best to suggest this to the group. She needs to do her best to ensure that the work will continue effectively and harmoniously. Below are some of the factors to take into account when negotiating a possible period of withdrawal.
Why withdraw?
People need to know, understand, and agree with the real reason(s) for the worker’s withdrawal.
⇐PERSONAL REFLECTION No. 21
For various reasons it can be helpful to withdraw from a group or a project:
●
people may experience a greater freedom to think things through on their own without the worker present;
●
they may need time to think through things together in a more leisurely way;
●
they may be able to carry on with some of the work without the worker’s help;
●
the worker may want them to experience working on their own in order to boost their self-confidence;
●
it provides an opportunity for people to get on with various aspects of the work in sub-groups;
●
the worker may be under pressure or need to withdraw for personal reasons.

Personal Reflection No .22
What would you need to consider when deciding whether or not to withdraw from a group or project for a while?
Compare your list with the opposite. Can you add to it?
Personal Reflection No. 23
Think of a group you work with and have a go at working out how you could explain why you think it could be appropriate to withdraw for a short time.
Look at the suggested steps on the opposite page. Would you add any ideas from it to your own list? Could  you  add  any  points  to  the  steps  on  the
opposite page?
Deciding whether or not to withdraw
⇐PERSONAL REFLECTION No. 22
There are several factors to be taken into account, and some of them, may need to be discussed with the group members, for instance:
●
The commitment of the group and the ability and willingness of members to do the task(s).
●
The relationships within the group: will the members co-operate well together?
Is there any danger of faction?
●
Whether anyone is likely to act directively or pressurise the group into making unwise decisions or into doing things against its better judgment.
●
Your relationship with the group. Is there any danger that members will think you have lost interest or feel you are letting them down?
●
Are there any other dangers within the situation, or is there likely to be any outside interference, or anything else that might put the good of the work in jeopardy? And if so, how could these things be avoided?
The worker and the group may think of other factors that need to be considered.
How to withdraw
⇐PERSONAL REFLECTION No. 23
To negotiate your withdrawal you could take the following steps:
●
Explain that the working arrangement by which you assist the group means that at times you will be working face-to-face with the members and times when you withdraw and they work together without your presence. (This should also be done at the outset of a working relationship.)
●
Explain your reasons for raising the subject of withdrawing and why, as far as you can see, your presence is not needed for the moment.
●
Ask them how they feel about this and have as thorough a discussion about it as necessary.
●
Arrange a date when together you will review how things are going. This would provide an opportunity for them to ask for or for you to give any necessary help. It could be also be a time to arrange for your return.
●
Negotiate with them how you will keep in touch with each other if, for instance, you or they feel the need. They may feel uneasy about something or want help due to an unexpected problem. You may just want to know how things are going,

Group Exercise No. 19
Try listing any dangers you would want to avoid when withdrawing from a project or group.
Compare your list with the one on the opposite page. Can you add to it?
Group Exercise No. 20
If you were to withdraw and leave other people to continue the work, what practical questions would you need to ask in order to make sure that all aspects of the work are covered and that the group or groups are able to get on with it?
Again, compare your points with those on the opposite page and add to it if you are able to do so.
or are feeling uneasy for some reason. You need to feel free to contact them, without them feeling you are interfering.
●
Finally, if you are going to withdraw, discuss when would be the best moment for you to do so and when you might return.
Dangers to avoid
⇐GROUP EXERCISE No. 19
Try to avoid possible dangers, for instance:
●
people feeling ‘dropped’ or let down;
●
leaving the group for too long, without adequate support or help;
●
leaving people to do a task they are not up to or where there is a likelihood of failure;
●
harming your working relationship with the group or community;
●
members getting into conflict with one another, or the group getting to conflict with other groups or individuals.
Some practical questions
⇐GROUP EXERCISE No. 20
When negotiating your withdrawal it is important for people to be clear about the basic purpose and any policy or principles that are central to the work. You also need to explore how the work will be organised, by asking questions such as:
●
What needs doing?
●
Who will do what? Do you need a colleague to work with? At times two people may feel able to take on a task and job-share, whereas one person would feel inadequate.
●
Are you clear or do we need to talk more about how to do any of the tasks?
●
Do you need any outside help or preparatory training beforehand?
●
When do things need to be done by? Would it help to make a timetable?
●
Do you feel happy/ confident/ uneasy about taking any of this on?
Other more general questions may also be of use:
●
Do you foresee any crises or crucial events over the next few weeks?
●
What will you do if problems arise? Can you foresee any?
●
Is there anything else we need to take into account or discuss before I go?
Concluding Reflection
Having studied this chapter, pause and ask yourself: What have I learnt? What has struck me?
How, if at all, will it affect my work?
It could be helpful to make a note for yourself.

Part
Providing training
Part Four is primarily for those who want to introduce others to community development ideas and approaches through training sessions or courses for group and community workers.   Local workers may also find some of it of use in working with community groups.
■
Chapter Thirteen: Conducting courses
■
Chapter Fourteen: A short course in group work skills
■
Chapter Fifteen: From learning on courses to learning as you work.
Chapter Thirteen
Conducting courses
This chapter provides additional material by way of information and suggested exercises directly concerned with the practical training of others who are engaged in face to face work with people, either locally or in specialised areas work.
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Conducting courses
Introductory Reflection
What are your particular hopes and fears about conducting courses?
In any courses you may have conducted:
– What did you learn from them?
– What did you find especially difficult?
The whole handbook is about stimulating people to think about their work and how they approach it: reflecting on what they are doing, how they are doing it, and why. This chapter gathers together material helpful to someone running a training course. A course may consist of several evening or day sessions spread over weeks or months or it may be concentrated into several days. Both have advantages and disadvantages, so whatever is convenient for those in your local situation will be best for you. I have found the ideal number of participants is twelve to fifteen though at times I have worked with more.
Encouraging thoughts
When I first started running training courses I was exceedingly nervous and later on when I was anxious about a course, the thoughts below encouraged me. Maybe they will do the same for you if you become apprehensive.
●
Trust  yourself and the group
As a non-directive worker you do not need to know all the answers: one of your tasks is to release the resources of the group or community with which you are working.
On the first course I attended, run by T.R.Batten and his wife, I was suddenly asked to lead a discussion on a problem we all faced as group workers. I experienced, quite unexpectedly, an enormous sense of relief. I realised that we were all in this together. My task was to ask questions to get people thinking, and we would all work out the answers; I trusted the group and myself.
Many years on I realised the need to ask penetrating questions and that the order in which I asked them could either help or hinder our exploration of ideas, but that sense of relief is still with me. At times when I have felt completely stuck or have found the group uncooperative, I have found that asking the question “Why are we stuck” or “Why do you not want to …?” led to a fruitful session with much learning on all sides.
●
Do not let all the detail in this manual  intimidate you
For the first course I ran with a colleague who was equally new to this non- directive approach, we invited several full-time church and community workers in our neighbourhood ‘to explore a way of working with people that we have just
learnt about and think could be helpful to you and us’. All we had to go on was a five-day course we had both attended and two or three handouts we had been given. That course was a great learning experience for all of us and it went well.
Reflecting now, I think I might have felt rather intimidated had I been given a training manual like this! It is not meant to be intimidating. Do not follow it slavishly but use it as your servant. Think of it as a mine of information and ideas from which to pick and choose whatever you think will be of value to those with whom you are working. Above all, adapt, amend, and let it spark off your own ideas and creativity.
●
Do not expect quick results but welcome them if they come!
Progress is often slow and some of us are slower learners than others. In some, the learning may come gradually but deeply: the sort of learning one never forgets. T.R.Batten used to say very firmly “Any progress is progress!” I found that encouraging and I still do.
Things to keep in mind
I have learnt that I need to remind myself of various points to keep in mind, particularly at the start of a course.
●
Remember that everyone is unique All workers have their own way of working with people, their own skills. For those used to doing all the thinking, deciding and organizing themselves and getting other people to follow their instructions, or who habitually have done things for other people who are dependent on them, the approach advocated in this manual may come as a bit of a shock or they may become defensive.
●
Go slowly, go gently Take care not to belittle or criticise peoples’ way of working but ask questions to get them to explore various ways and methods, including their own. That is more likely to help them become open to other approaches.
●
Be tentative It is wise to ask questions and offer any suggestions or comments tentatively rather than push ideas on people. I may well be certain about what has helped me in a particular situation and be able to explain that clearly and firmly. I try to be tentative when inviting others to consider if it would help them. It may or may not have any relevance to their situation. Even if it has, it may take them time to see it.
Use your own experience
●
In preparing for a session, use any experience of your own in order to get out the key questions it would be useful to ask.
●
Be ready to share experiences from which others might learn. Be as open as you can and include any mistakes from which you learnt or which moved on your thinking. Keep any personal anecdotes brief: lengthy reminiscences can bore!
●
Recounting your mistakes also underlines that none of us will ever work perfectly with people: we all make mistakes at some time or another. Most mistakes we can do something about afterwards. All mistakes can be learnt from.
●
Be ready to share any information you have and which is relevant to the matter in hand. This may include an account about what happened in a similar situation elsewhere. It is important in doing this that you give it ‘as an offering’ and get people to consider it critically: what was successful in one place will not necessarily work in another.
Introducing a course
The experience of the participants during the first fifteen minutes or so of a course is likely to help them to feel positive and hopeful that the event will be worthwhile or the reverse.
Personal Reflection No. 24
Think about a recent meeting you went to and how you felt as you arrived. Were you looking forward
to it?
Did you feel shy, nervous, curious or wish you had not come?
During the introduction how did you feel? Did it make you relax and ready to enjoy it or the reverse? What happened to make you feel like that?
What did the person running the meeting do during the first fifteen minutes or so? Was there anything they did not do which you would have found helpful?
Group Exercise No. 21
Discuss the points you have just been reflecting on above.
Make a list of things which are likely to help people to relax and participate positively.
List those things you would try to avoid during the first fifteen minutes or so.
During the discussion of the above, check that the points below and any others that occur to you have been included. Raise any point which has not been mentioned and ask people whether or not they would find it helpful. Points to include (not necessarily in this order):
●
getting members to introduce themselves briefly: their name, and why they have come or their work or what they hope to get out of it, i.e. to give you and others some idea of their interest in the course. One reason for this is that it is easier for people to contribute to a discussion or ask questions once they have spoken in the group.
●
giving members some idea of what will be happening in terms of the times of sessions, breaks and other practical details;
●
I state the purpose of the course clearly and often write it up and give members a chance to think about it, before checking it out. Everyone needs to be clear and agreed about what the course is for, what ‘we’ hope achieve through it;
●
with a large group it can help to ask people to turn to their neighbours to intro- duce themselves, or check out the purpose, etc. This can help them relax and begin to feel part of the group.
At the beginning of a course I have often found myself making the various points below, on behalf of my co-worker and myself. I find it help to put people at ease and to dispel any misunderstanding about the nature of what we will be doing and how we will be doing it.
●
This course is a boost for our life-long learning. It is for all of us, including myself. We will all learn from one another. My task is to try and make this happen. We need to co-operate by helping each other to think and to learn and by building on each other’s ideas. Asking each other questions in order to become clearer about what they are saying and why, can help the rest of us.
●
I will be feeding in some information and ideas. It is important to make sure that I am being clear. If you have any questions or feel confused, or you don’t under- stand, please ask. You will probably be voicing a question in someone else’s mind as well. Your question is likely to help us all to learn.
●
We are each unique: we each learn in a different way, different things strike each of us. This means that we are each responsible for our own learning. People can help me to learn but they can’t learn for me.
●
If at any stage you feel uneasy about any activity or part of the programme, please say so. You can do this during a session or afterwards. Do not delay until it is too late to do anything about it.
●
I describe simply what I will be doing as a non-directive worker (p.31).
Suggested use of this manual by trainers
If you have turned straight to this chapter, my first suggestion is to have a fairly quick browse through this manual so you get some idea of all it contains. Parts I to III contain the key material which I have used to form most course programmes. Use the extended list of contents and also the index at the back to help you find what you need.
Promoting real learning
As a course leader you will find yourself engaged in various activities:
Putting across basic ideas about the approach and its practice
●
It is important to convince members of courses that you are not trying to persuade them to accept what you are saying. You are helping members to understand and think openly and critically about what is being said, so they each make up their own mind about it. Your task is to help them to:
➤
understand the ideas;
➤
consider them in relation to themselves and their work and practice;
➤
assess whether or not they could be useful;
➤
decide whether or not to use of them;
➤
work out how to do so if they decide to use them.
●
Explain your ideas or those of others. Remember that real learning is that which we make our own or discover for ourselves. To be in a position to put across ideas to others, we need to understand them and be able to explain them in our own words. Try asking yourself:
➤
Does this make real sense to me? Does my way of explaining it ring true?
Do I need to give examples? Shall I use my own example or one in this handbook?
➤
Would it help if I used a diagram of any sort?
●
Ask questions to make sure that you and others are clear about what has been said or to explore something more deeply.
Stimulating reflection and discussion
●
Promoting dialogue Rather than give a lengthy talk to a passive audience try to get a dialogue going between you and the participants. Ensure that people are clear about what you are saying. Ask questions such as: Does this make sense to you? Is this clear? Do you see what I’m trying to explain? Have you any questions? It can be useful to suggest people talk to their neighbours for a couple of minutes and come up with any comments or questions from the group.
●
Using handouts (pp.103-104 and Appendix I) If you decide to use handouts, work out how to do so. There are various ways:
➤
give them out beforehand  so people have time to reflect on them any explanation you give will help to clarify and re-enforce the material;
➤
give them out during a session after your explanation. This will help people to grasp the ideas in a different way;
➤
give them out after a session so members have them to read and absorb at their leisure and can refer to them later on.
See p.42 for a handout that I have used at different times in all these ways.
●
Exercises for personal reflection The numerous exercises throughout the text have been included for those individuals, including trainers, who wish to study this approach to community development (p.8). They underline the need for people to do their personal thinking about their work in relation to the points being presented in order to ensure that they are engaged in a realistic way with the material. Please see these exercises as tentative suggestions to use, adapt, or change, or stimulate you to make up your own.
Trainers may also find them of use during a course. You could use them to give individuals time to think before introducing a topic or before a group discussion to help people to participate rather than just be passive listeners. At times it is valuable to give them as ‘homework’ the night before a session. Although some of these personal exercises are essentially private to the person concerned, it could be of value for others to be shared in pairs or a small group, or people could be asked if they wished to share anything with the whole group. Not every- one would want to do that.
●
Group exercises are suggested as a way of helping people to clarify and under- stand what has been said, to consider it in relation to their own work, or to open up a subject. At times they are a mixture of all three. I have also used them when it is difficult for everybody to arrive on time, due to traffic or distance. I have put people into small groups as they arrive and suggested a group exercise for them to work at, so they do not feel they are wasting their time waiting the latecomers. I start the plenary session with their feedback and those who have had less or no time in a group, I encourage to add any comments or ask questions.
Depending on the size of the entire group, these exercises are probably best done in small sub-groups of two or more people. The use of sub-groups is discussed on p.99.
●
Examples Several examples are given throughout the text, often with sugges- tions about their use. I have tried to give examples from Africa as much as possible. However, if you can substitute examples from your own experience wherever appropriate, they will have a special value and carry more weight. Many of the examples could be used as case studies (p.135). Case studies are unique learning opportunities but their use requires a good deal of time: they can take up to three hours.
Practising skills on courses
During a training course it is useful to provide small opportunities for people to practise the approaches and so develop both their understanding of what is involved and their skills. For instance:
●
Sub-groups: When members are working in sub-groups you could invite one person to facilitate the discussion or simply ask them to be timekeeper and help people to keep to the point.
●
Working in tandem: Invite two or three people to work together to prepare and run a session sharing the roles of worker, co-worker and note-taker and/or observer. In this way they could learn by practice and gain confidence while supporting each other. Work out with them whether they want you to help them during the preparation, observe during the meeting, as well as discuss how things went afterwards, or whether they will do it on their own and just discuss with you afterwards about how things went and any problems they faced. Chapter Fourteen deals with this in greater detail.
●
Using a co-worker Doing this on a course can, at times, give a member the opportunity to work alongside you as worker or co-worker. The use of co-workers is outlined In Chapter Fifteen: From learning on a course to learning as you work.
●
A Practice session using group work skills This is described on page in Chapter
Fourteen.
Things to stress at the end of a course
Towards the end of a course I have found myself stressing the following points. I offer them as a memory aid. Page references are given where these items appear at greater length in the text. They may well be arrived at through using the Personal Reflection and Group Exercise below.
Personal Reflection No. 25
If you were asked what five things you feel you personally need to keep in mind when working with people, what would you say? Jot it down for yourself.
Group Exercise No. 22
The above could be done as a group or members could get into pairs or small groups, share what they have written and then put them on a flip chart for everyone to consider.
●
Your attitude Your attitude towards yourself and other people is crucial: as a non- directive worker you are in a servant role, your task is “not to be served but to serve”. Never become complacent. Remember that no two groups are ever the same: fresh challenges are always round the corner to give you a new challenge! Expecting people to be co-operative and join in encourages them to do so.
●
Build up a relationship of trust Try to be relaxed and natural with people. Keep a balance between being honest and open and ready to admit your mistakes, and showing confidence as a worker. After all, none of us will ever be 100% effective as community workers. Knowing you have your weaknesses will give people courage to ask questions and contribute their ideas. Ask yourself, “What helps me to trust a person?”
●
Develop an exploring mind There is always more to learn. Never be afraid to ask questions. Taking things at face value will not reveal hidden treasures.
●
Be self-aware Be aware of your own inner responses to people and situations.
Facing both your positive and negative feelings will enable you to use them well rather than allow them to suddenly overwhelm you and cause you to say things you later regret.
●
Putting the course into practice Suggestions for stimulating members to reflect on what they have learnt and to make personal decisions about what they will put into practice and how they might do so are outlined in detail in Chapter Fifteen.
●
On-going self-training It is useful at this stage to remind people that the course has been a brief introduction to community development approaches and skills. Their real training will come about as they put what they have learnt into practice. Ideas and suggestions, Personal Reflections and Group Exercises are also out- lined in Chapter Fifteen.
Organization of the course
When running an event over two days or more, it is wise to think in terms of the overall shape of the programme and introduce some variety into it. Spending too long at any one activity, or sitting in a plenary session or in the same small group, can become tiring. Try to ring the changes between plenary sessions, buzz groups and sub-group work; between input and discussion; and use different methods. When you suggest a method or exercise, explain it clearly and then check that people understand and are happy to participate in it.
Personal Reflection No. 26
After planning sessions for a course of two days or longer, it might be useful for you and your co- worker to ask the following questions:
Have we enough variety in the programme?
Have we used different methods? Are the methods we have planned likely to be acceptable to participants? How are we going to introduce and explain them?
What shall we do if ........................... (insert any difficulty you fear or expect)?
Evaluation of a course
It is always useful to have a brief evaluation of a course with the participants. It allows them to suggest improvements you might try out on a future course; and it can clear up any confusion or any misunderstandings members may still have. It is also an example of good practice, showing members of the course that no one can expect to be a perfect group worker!
An evaluation does not need to be too time taking. On a short course it can be done quite simply and in many different ways.
●
Ask people in small groups to note down three helpful things and three unhelpful things about the course; or make three suggestions for any future course you may run, etc.
●
Use a simple evaluation form such as those in Appendix V. These could simply be handed in to you or you could have a discussion about the points raised. This can be more fruitful as people may have different views on the same item and this could give you a more balanced assessment of the matter under discussion. It is important to avoid becoming defensive and to take all suggestions and crit- icisms seriously: they may or may not prove to be useful on reflection.
Concluding Reflection
Has anything particularly struck me?
Can I improve my practice in any special way? What have I learnt that I want to use:
– immediately?
– later on
Chapter Fourteen
A short course on group work skills
The course described in this chapter was developed to introduce people to non-directive group work skills. The emphasis is on learning by doing. Participants have an opportunity to experience the whole process of leading a group discussion.
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The course
The main objectives of this short course is to give people an opportunity to try out or develop their skills in working with people in groups, so they become both more competent and more confident in doing so. However, I find the course also sharpens people’s ability to think clearly and logically as they plan the practice discussions, experience them, and review them afterwards. Therefore, running them can be a powerful learning experience both for you and the participants.
I have used the course as a taster for people who were unable or unwilling commit them- selves to a longer course on community development approaches. They have also proved useful as a follow-up to a longer course, or one or two sessions can be used as part of one.
In publicising and recruiting for the course it is important to make it clear that it is a very practical course in which members will learn from the experience they and others have of practising various group work skills.
The course described below is designed to take two or three days with twelve to fifteen members who can be divided into three groups. With a larger group it can be difficult or even impossible to give each person a chance to practise the various skills. Naturally you can amend it or adapt it to suit your own group or situation.
Outline of the programme
The programme includes the following:
1.
Introduction and explanation of the purpose of the course.
2.
Brief explanation of the directive and non-directive approaches to working with people.
3.
Identifying an agenda of key problems experienced by members when working with groups.
4.
An explanation of the problem tackling sequence.
5.
An explanation of how the practice sessions will be organized, including their preparation and review.
6.
Preparing to lead a discussion.
7.
The practice discussions and reviewing each one.
8.
Dealing with any outstanding problems on the agenda, as far as possible.
9.
Evaluation of the course.
10. Discussion about on-going self-training.
The detailed description below of the running of the course can make it look complicated, but it is, in fact, a straightforward course to run and one that I find is greatly enjoyed by the participants.
Introducing the course
At the start of a course:
●
I include many of points outlined in Chapter Thirteen p.172.
●
I stress that this is a very practical course, so although there will be a brief explanation of ideas early on, most of the time will be spent learning together from the practice sessions. I explain that they will be working in groups of three to five people so they will have the help and support of the rest of the group.
●
I explain that the purpose of the course is to enable them to develop their skills in  working  with  groups  so  they  become  more  confident  and  competent through:
➤
considering basic ideas about working with people;
➤
giving them opportunities to prepare for and conduct a meeting;
➤
reviewing what happens during that meeting and learning from it.
Usually I also write this up on a large sheet of paper, give the members time to read it through, and then check that it is clear and ask if they have any questions and whether they agree with it.
Explaining the approaches on which the course is based
There are various ways of explaining the approaches on which the course is based. I usually give a brief and simple explanation of the directive and of the non-directive approaches, saying that the course will focus on the non-directive approach because that is the one which people are likely not to have experienced very much. It is best to begin by describing the two approaches in non-technical terms, that is, to talk about ‘working for people’ and ‘working with people’. These are explained in Chapter Two and can be illustrated by your own examples where possible.
To make sure they have a basic understanding, suggest they talk in buzz groups and come up with any questions. You could also then or later give each group a copy of Figure 2:1 which is a diagrammatic summary of the approaches (p.42).
Try to keep the discussion that follows fairly brief, although people do need to be clear about the main points. If they ask for very detailed explanations, such as “What do you do if …..?” or “How can you ….?” I explain that these points are likely to become clear and be dealt with more helpfully during practice sessions. I also tell them that there will be several opportunities to ask questions later on and suggest it would be best to get on with the programme at this stage. I check they are willing to do this.
In explaining the above I am trying to avoid imposing a structure on the group. However, I also know from experience that sometimes a group will want to keep talking in order to delay the moment when they have to prepare and lead a discussion because that means hard work and they may be afraid of making mistakes!
Identifying an agenda of key problems
As the course is on group work skills it is useful to get from members a list of the main difficulties they experience when running a discussion. This will then provide material for the practice discussions to focus on. Divide them into small groups with the task of listing the chief problems they face when working with groups. Stress that you only want two or three difficulties from each group not a lengthy list. It is helpful for each problem to start off ‘How to…’, for example, ‘How to help a silent person to make her contribution?’ This should take ten to fifteen minutes. Collecting the points from each group is described in Chapter Seven under Agenda Making on p.98.
When collecting the various items from the groups there are a few things I try to avoid, for instance, a group may come up with ‘How to deal with a difficult person?’ Labelling someone as ‘difficult’ makes it harder to consider the situation objectively because it seems to cast the blame on the person concerned. It is easier to work at the problem if it is re-phrased ‘How to deal with someone I find difficult?’
Introducing the problem tackling sequence
It is useful to start by saying that no one is a perfect group worker: we all make mistakes, we all face difficulties and problems in our life and in our work. I then introduce the problem tackling sequence outlined on p.132 in its simple form and talk them through each part of it. I encourage the groups to make use of it during their practice sessions.
Explaining the organization of the practice sessions
For those new to this type of course it is useful to give a brief outline of the steps before going into detail about each one. The members will be divided into three groups. Each group will then:
●
choose, from those listed earlier, a problem on which to lead a discussion;
●
prepare to lead a discussion on it with the larger group, sharing between them the tasks of worker, co-worker, note-taker and observer(s);. The preparation time will last about 20 minutes.
After each discussion there will be a review of how it went, so that everyone can learn from what well and any problems the worker and co-worker or members faced. Then the next group will lead their discussion. The discussions can last 20 minutes or so depending on the amount of time available (see Organization of the programme, p.188).
The following figure  may help to clarify the process.
note taker
C
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B
observer


observer
A
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co-worker
staff member
Stage 1 Preparation
3 groups of 3-5 people
prepare to run a discussion

Stage 2 Discussion Group A runs a discussion with groups B & C

Stage 3 Review
What did the worker do:
– that was helpful?
– that was less helpful
Figure 14:1 Process of the practice discussions
Preparing for the practice discussions (Stage 1)
You may find it helpful, now or later, to give everyone a copy of Instructions for Practice Sessions which explains the tasks to be done in each group (Appendix VI). The tasks of the three groups are:
●
to choose a topic Ask each group to choose two problems from the list on either of which to lead a discussion. It is best if each group has a different topic, so if two choose the same one, negotiate which is willing to move to their second choice.
●
to prepare to lead a discussion The preparation of the discussion on their chosen topic is a group responsibility. Remind them of the problem tackling sequence and have it up on a large piece of paper where it can be easily referred to. Figure
9:1 on p.117 showing the different parts of a meeting might also be useful at this point. Their preparation includes working out:
➤
how to introduce the discussion so that people are clear about the topic and agree to discuss it, and are motivated to do so. They may also explain how they propose to tackle it;
➤
questions which are likely to get to the heart of the matter and putting them in the best order ( p.95);
➤
how the discussion will be drawn to an end (p.125);
➤
who will be worker, co-worker, note-taker and observer(s). If the groups are too small, omit the observers;
➤
whether they or the group need large sheets of paper to write on or any visual aids;
➤
how they will arrange the seating of the group and themselves: it is useful for the observer(s) and perhaps the note-taker to sit outside the circle, so the worker and co-worker can see easily who is taking part in the discussion.
One pitfall that a group is liable to fall into during this preparation is that members spend the time actually discussing the topic themselves rather than how to get others to do so. It is worth warning them about this and also visiting them to ensure they are getting on all right.
About 20 minutes is usually long enough for this preparation. Towards the end it is useful to go round and see which group is ready and prepared to start. You may need to be both encouraging and firm as groups often want to put off the moment of leading a discussion!
Conducting the discussions (Stage 2)
At this stage you need to set the scene:
●
negotiate with the worker who will time the session, does he want you to warn him when time is nearly up or will he bring it to a close himself?  It is useful to sit where you can catch the worker’s eye in case he allows the discussion to go on and on!
●
explain to everyone that this is to be a real discussion, it is not a role play. I always tell them they do not need to try to be difficult to test out the worker: things are difficult enough already!
●
brief the observers: their task is to note down anything that the worker and co- worker do which is helpful or unhelpful and of the point in the discussion when it occurred. They also note anything else which strikes them, such as people looking bored, puzzled, or wanting to speak without being noticed, etc.
●
brief the Note-taker: His task is to write down important points, but not necessarily who made them, so a summary of the topic can be made later.
You and your co-worker need to sit outside the group so that between you, you can see everyone’s faces.
The Worker then introduces and runs the discussion and brings it to an end.
Learning from the experience (Stage 3)
This review is conducted by the trainer. It is important at this stage to support the worker and co-worker and make the most of the things they did or said which helped people to think, express themselves or generally move the discussion along.
Invite the note-taker and observers to become part of the circle again. You and your co- worker do the same.
●
Ask the worker how he feels about the discussion. When he mentions anything he felt he did badly or which got a negative response, make the most of the potential learning by asking him and the group, “What could a worker do in that
situation?”, or “What could a worker do when faced with…?” After he has raised his points, ask the observers whether they have anything to add which the worker did which was helpful or unhelpful. Then, and only then, ask the group members, whether they have noted anything else that the worker did which was helpful or unhelpful and make the most of them as described above. Always try to be encouraging as well as gently challenging. End by thanking him for taking on the most difficult job.
●
Next, ask the co-worker, followed by the observers dealing with things in the same way.
●
Check with the note-taker how he got on and decide with the group what they want to be done about summarising the topic should that be desirable. If there is to be a second session on the same topic, clearly, the small group will need these notes from which to make a summary by way of introducing the second discussion on the same topic.
Dealing with outstanding problems
It may be that some of the problems discussed during the practice sessions did not get a thorough treatment, or that the question, ‘What can we do about it?’ was not dealt with. There may also be problems left on the original list that have not yet been considered.
If there are a great number of topics and the time is short it is wise to explain to the group that there may well not be time to deal with them all and ask them to highlight the ones they particularly want to work at.
Below are some ways in which to do further work on any of these.
●
Use the problem tackling sequence (p.132):
➤
either you or your co-worker could lead the discussion;
➤
or your could divide the group in two with you and your co-worker leading the discussion on two different topics;
➤
members of the group could be used in any of the above as worker, co- worker, observers or note-takers: this would give an opportunity for anyone who has not yet been worker or co-worker to have a go;
➤
set up another practice discussion with the worker and co-worker preparing overnight or in their own time.
●
A brainstorming session This would not take so long as the above. Give members time to think on their own or in pairs as to what they see to be the problem and why they think it occurs. In the group they could each just report their ideas without discussion, and then go straight into brainstorming ‘What could we do about it?’ Rules for brainstorming are outlined on p.98.
●
Identify the necessary questions A useful way to start yourself thinking is to identify the questions that will stimulate you to do so. Ask the group, ‘What are the questions we need to explore in order to tackle this problem?’ In this way they list questions that they could work at on their own or with a partner after the course.
●
Later use of the problem tackling sequence Suggest this could be used after the course on their own or with a colleague for any remaining problems.
On-going self-training
This session gives each member an opportunity to reflect on what they have learnt and on what they particularly want to practice in order to develop their skills further. One way of doing this is to use the Personal Reflection below. This could be followed by sharing in pairs, small groups, or in the large group. When people say aloud what they intend to do, it re-enforces their decision. If working in pairs or groups members could help the individual by asking questions to ensure she is not being over-ambitious or impractical, and how she will remind herself, etc. (See also Introductory Reflection on p.191)
Personal Reflection No. 26
Ask yourself the following questions: What has struck me during this course?
What have I learnt which I find particularly useful? What am I hoping to put into practice straight away? When and how am I going to do this?
Will I need to explain what I am trying to do to those with whom I am working?
How will I remind myself?
Am I going to share anything I have learnt with any colleagues?
It could be useful to ask members when they will reflect again on the course and possibly read the notes they may have or any handouts you have given them.
Evaluation of the course
Finally a brief evaluation of this type of course will be particularly useful. As members have spent some time during the course in evaluating their own and other people’s way of working, you can expect some valuable comments from them. This is discussed in Chapter Thirteen on p.177. A simple Evaluation Form is given in Appendix IV.
Organization of the programme
Shape and variety
In Appendix V there are two samples of a programme of a three-day course, which could be adapted to fit into two days. To get some variety I find it useful to have one or two short sessions on topics that are appropriate to a particular course, for example the ideas in Chapter Four on participation would help members prepare for running sessions themselves. Having variety in a course is discussed in Chapter Thirteen, p.176.
The practice sessions
On a course of two or three days I have found it useful to have the practice discussion in two stages:
●
Day One: each group has a short discussion of 20-25 minutes to clarify what the problem is and maybe to start talking about why it occurs.
●
Day Two: the groups have about 45 minutes in which they need to (a) give a brief summary of the discussion so far, and (b) to continue from where they left off.
Doing this allows other members to have a turn as worker, co-worker, note-taker and observer. During the second session the new worker and co-worker may decide to change places half way through, for instance one could do the summary, checking is correct and adding any points want to make, and the other could continue the discussion to the next stage.
The groups are unlikely to finish dealing with their topic but any outstanding problems can be dealt with later. It is important to stress that these practice sessions, are primarily to give an opportunity for people to practise group work skills, although, of course, the content of the discussions are also likely to be of use.
The Personal Reflection No. 26 from Chapter Thirteen, p.177 could also be used by you and your co-trainer at the end of a course on group work skills.
Chapter Fifteen
From learning on a course to learning as you work
The aim of this chapter is to prepare course participants to put what they have learnt into practice in their community or in the organizations or groups  with which they work.
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Reflecting on what has been learnt
Towards the end of a training course members need to consider whether, when and how they will use in their own situations anything they have learnt. They may also need to warn themselves about any pitfalls or things to avoid. Various alternative ways of helping members to reflect on these things are offered in the exercises below. Adapt and use them in a way that will suit your group, or make up your own exercises on those aspects you judge to be of especial significance to the group. The exercises below are followed by material that may be used as a personal checklist so that any relevant points not already raised by members can be fed in at the appropriate moment.
Introductory Reflection
•
What are the key things about working with people that I
have learnt from this course?
What ideas have I had re-enforced?
•
Which of them can I make use of immediately?
How do I think my colleagues are likely to respond?
How do I think the people with whom I work are likely to
respond?
•
Do I think I will find it easy to practise any of the approaches and methods I have learnt?
What difficulties do I foresee in putting any of this into practice?
Group Exercise No. 23
•
List any pitfalls you need to avoid in putting any of the approaches and methods you have experienced on the course into practice.
•
Ask individuals to jot down for themselves the four or five pitfalls they are most in danger of falling into.
Group Exercise No. 24
In threes get members to share the results of the Introductory Reflection. Suggest each group focuses on one person at a time. The task of the other two members is to clarify and
explore the ideas and what the person proposes to do and how she will do it, by asking questions such as:
“How would you do that?”
“Is this something that you feel confident about?”
“Do you foresee any difficulty or danger in trying to do that?” Thus each person has a chance to check out what they want to do as a result of the course and will feel encouraged and
supported by the other two.
Towards working in a new way
Members are likely to want to try using the approach and methods gradually with a group with which they already work. The exercises below may help to prepare them about both what to do and what to avoid doing.
Group Exercise No. 25
Divide members into two groups. Explain that when beginning to work in a new way there are many Do’s and Don’ts a worker would be wise to take note of. Put the following questions at the top of two large sheets of paper give a different sheet to each group to work on. Share the findings in the usual way.
1. What advice would you give someone beginning to work in a new way? On this sheet list the ‘Do’s. (The ‘Don’t’ are on another paper.)
2. What advice would you give someone beginning to work in a new way? On this sheet list the ‘Dont’s. (The ‘Do’s are on another paper.)
Starting to work in a new way needs to be a slow and gradual process. It is important to understand and feel at home with any new approach before using it and to take those you will be working with into account.
●
Start by taking small safe steps that you feel confident about.
●
Don’t be over-ambitious or over-enthusiastic.
●
Remember that most people are naturally conservative: they do not always welcome change!
●
Explain what you are doing and why you are doing it, or check with the group if you can try something out, “Could we try using this way of working at problems and see if it would be useful to us?” or “Would it be all right if I use a diagram to try and explain what I’m getting at?” This will prevent people feeling that you are suddenly imposing new ways of working on them.
Afterwards you may or may not decide to check out with the group how they felt about the new ways of work. What is important is for you to review on your own, how you felt the session went and perhaps make a note about what you have learnt from it. We learn from both what we do well and from our mistakes.
Sometimes the reason things go wrong or the meeting is disappointing is due to outside causes. Even so there may well be things we can learn from what happened and how we responded or did not respond.
You could try asking yourself questions such as the following:
●
Did people appear to enjoy the meeting? How can I tell? Where there parts when everyone got involved? Why was this?
●
Did some people not take part or look bored? Why do I think this was? Did I try to interest them and, if so, how? What else could I have about it?
●
In general, did the meeting go as I had hoped? Which parts went particularly well?
●
Did difficulties arise? What happened? Why do I think this was? What might I
have done to avoid any problem? What could I have done once it arose?
●
What are the main points I have learnt and which I want to learn from for next time?
Introducing the non-directive approach to a group
Group Exercise No. 26
Rather than use the exercise that follows, you may prefer to use or adapt those in Chapter Two which are similar (Personal Reflection No. 5 and Group Exercise No. 6 on p.32).
What factors would you keep in mind when you want to use the non-directive approach with a group which is not used to it?
Prepare to explain the directive and non-directive Approaches to people who have not heard about them. Give examples from your own experience.
Attempting to work with people for the first time must take into account several factors.
●
Members’ previous experience Are they used to having everything done for them? If they have always been dependent on other people to make decisions, to provide what they need, and tell them what they should do, it can be something of a shock to be asked suddenly to do these things for themselves. A worker can build up their self-confidence by gradually getting them to do small things for themselves and make minor decisions.
●
Capability of members There is a danger of trying to get people to do things which they do not know how to do or for which they lack the necessary skills. This invites failure or a job badly done and can make them feel inadequate. Working with them yourself to begin with, showing them what to do and how to do it, or giving them some simple training may well be necessary. To start with something that is bound to succeed will build up their confidence.
●
Crisis situations In a crisis when people are incapable of doing things for them- selves, such as an accident, or when speed is vital, a fire for instance, the direc- tive approach is necessary (p.29).
●
Make use of Chapter Two: Working with and for people in relation to explaining the approaches.
Creating helpful attitudes in those with whom you work
Group Exercise No. 27
What sort of attitudes do you hope those you work with will have towards:
– the work you are doing together?
– other members?
– you, the worker?
How would you try to encourage these attitudes by
– what you say?
– what you do or get them to do?
You will be able to work more effectively with people if you can create positive and co- operative attitudes in them and allay any hidden fears or misgivings they may have. You may find it helpful, especially when working with people whom you do not know, to say such things as:
●
‘This is a collaborative exercise. We need to listen to each other and build on each other’s ideas…’
●
‘Every one of us is unique, we all have different gifts, background, training, experience, ideas, etc. We need to make sure we all have a chance to speak…’
●
‘We will be discussing rather than arguing and that means exploring ideas together…’
●
‘We need to “listen to understand”. Can we try to get an idea or suggestion clear before we start to examine whether or not it would be helpful in our situa- tion…’
●
‘We all have experience of working with people…but none of us is 100% good at it, so we all have something to learn from each other…’
●
‘I want to make a contract with you: if you are uneasy for any reason or feel we are off the track, wasting time, or going about things in an unhelpful way, please will you tell me – either while we are in the group or afterwards. This is very important as we do not have unlimited time and I don’t want to waste any of it.’ After this sort of remark I try to look each person in the eye and get their agreement!
●
‘I hope we will all learn from our time together, and we are each responsible for our own thinking and learning – though we can help each other to think…’
Working with a partner or co-worker
Learning with a partner  Try out learning about the approach though working with a partner who takes notes of what you did or said as worker that were helpful and of those things that were unhelpful. You could take it in turns to do this for each other. Afterwards you could share what you both saw. Some of the points below are relevant in this situation.
Having a co-worker It can be of mutual benefit to have a colleague working alongside you as a co-worker for a period of time, either on a course, project or programme of work. A co-worker is able to notice things you may not see and it can provide an opportunity for someone to develop group work skills. There is an added value in having someone of the opposite sex.
Personal Reflection No. 28
Have you worked with a colleague or been in a group in which there was a worker and a co-worker?
In what ways was it helpful or unhelpful? What would you want from a co-worker?
– before a meeting?
– during a meeting?
– after a meeting?
How would you try to form a working relationship with your co-worker?
When working with a co-worker for the first time it can be useful to talk through the sort of relationship that you hope will develop between you. It should be such that you can say things to each other clearly and briefly and phrased in such a way that there is minimum hurt and pain but maximum good effect on the work. Giving moral support is important, but it must never be a substitute for critical support.
It is important to face any problem that arises between you: talk it through rather than bury it. There is often little time for this sort of conversation during a short coffee break. Should this be so, agree to put it aside, work with the group as though all was well between you, and sort the difficulty out at the first opportunity.
Ideally it is helpful to work with a co-worker before, during and after meetings:
Before meetings Co-workers can help you to prepare how you are going to conduct the meeting, or check through your preparation with you. They need to approach this with such questions in their mind as: What is the aim? Will the questions help people to think? Is the task clear? Is it possible to do what is suggested? Will the methods be acceptable to people? What would I feel if I was a member of the group? Am I uneasy in any way? Why?
During  meetings Because co-workers are not leading the discussion, they are free to observe what is happening. They need to be alert: Is someone trying to speak? Are people looking tired, bored, anxious or confused? Is the worker missing anything? Has the worker understood what is being said? Have the members?
Another highly significant contribution co-workers can make is if and when you get into an argument, take sides, or someone ‘attacks’ you. They then temporarily replace you as worker and facilitate the discussion between you and the group member. It is important that co-workers do not take sides, particularly siding with you. Their job is to be objective and clear and to help to resolve the difficulty.
There are many other occasions when the co-worker can intervene usefully, for instance:
●
if they see someone wanting to speak but not getting a chance;
●
when you are going too slowly, or too fast;
●
to clarify something you have said by putting it in other words;
●
if they think that you have a useful contribution to make or an example to give, they can suggest you do so;
●
if they have an example or other contribution which would be helpful.
After meetings Discussion between you and your co-worker after a meeting can help you both to learn from your performance. Openness and honesty between you and your co-worker is of utmost importance when you come to reflect together on how a meeting has gone. Such discussion can be of enormous value in helping you both to learn, for instance:
About any problems which arose during the meeting Problems could include things to do with the material for discussion, relationships between people in the group or the general atmosphere. Why did the problem arise? Could you have avoided it in any way? What could you have done about it? What, if anything made things worse? What helped to sort things out? Is there anything you need to do immediately or later to put things right?
About your skills as non-directive group workers Beforehand you may ask your co- worker to make a note of any instances of good or bad practice, when people responded positively or negatively or with uncertainty to your explanation or suggestions. Likewise, you can help the co-worker to learn about ways of intervening helpfully or unhelpfully, both in what he said or the way he said it.
About working together What was helpful or unhelpful? What could you do in future to avoid any difficulties or to improve the way you work together?
About how the group is functioning Did everyone participate? Was anyone talking too much or too little? If so, how could you work on this either as worker, or as co-worker? Are people working in a co-operative way? What do you think people are learning? What do they need to develop? Are you uneasy about any individual, or about the group as a whole? If so, what makes you uneasy?
About the way forward If the meeting is one of a series, discuss together possible next steps.
Learning more about using the approach and methods outlined in this manual
There are several ways in which you can learn more about using the approaches to community development described in this manual.
●
Through trying out the approach for yourself in small ways and learning from what happens, both successes and mistakes. Chapter Fifteen gives many practical hints you may find of use.
●
Through trying it out with a partner or co-worker. Ideas for working with such colleague are described on p.193.
●
Through introducing it to a group (p.191).
●
Through attending a course. Information is obtainable from Yomi Oloko about the few courses that are available: yomioloko@hotmail.com or info@difn.org.uk
●
Through studying books or parts of them in relation to what you are doing or trying to do. In some cases you might want to read a book from cover to cover, in others you may want to dip into them to see if you can find the help you need. The following books lend themselves to both approaches.
➤The Non-Directive Approach by T R Batten. This is a short and readable explanation of the directive and the non-directive approaches in plain and simple language.
➤Meetings That Work: A Practical Guide to Team working in Groups by Catherine Widdicombe. This is a ‘how to’ book , much like this manual, about working with all sorts of groups, small and large. It is arranged so that readers can easily find what they need for particular situations.
➤The Church and Community Development: An Introduction by George Lovell.
The first part of this small book describes how local workers in churches and communities can encourage people to make their own decisions and act together to carry them out. The second part relates to the U.K. and gives examples of projects  and  difficulties  experienced  in  working  with  people  in  local situations.
➤Analysis and Design by George Lovell. This substantial and detailed book has practical examples of tackling problems, cases, projects and situations in dif- ferent ways. It discusses the underlying theory and theology and is a mine of wise and useful suggestions for both working with people and helping others to do so.
➤The Human Factor in Community Work by T R Batten. This book describes working at problems using the case study method. It gives thirty-seven examples of difficulties faced by local workers in Africa and other comparable countries and how they were studied with groups. Unfortunately it is out of print but may be available from some libraries.
All but the last book are described in greater detail in Avec Resources Brochure: Resources for people working and consulting in church and community. It is available from Avec Resources, Manor Cottage, Abbots Ann, Andover SP11 7BQ, U.K. www.avecresources.org.uk
Tel (0)1264 710090  email: david.read@ajustworld.co.uk
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Tasks of non-directive workers
Community workers perform the following tasks in order to facilitate the exchange of information and ideas between members of a group.
1.
Ensure that everyone is comfortable and, if possible, in a position to see and hear everyone else. Can everyone see any board, flip chart or visual aid. Are there enough chairs? Is there enough light and air? Is the room too hot or too cold?
2.
Get agreement about the task of the group and ensure that everyone is clear about what they are meant to be doing. Check that they think it is worthwhile and that they want to do it.
3.
Listen and show that you are doing so by your body language, and help others to listen.
4
Create an atmosphere in which everyone feels free to speak. It may be necessary to work out ways of giving the silent an opportunity to speak, or of quietening the talkative, etc.
5.
Make sure that everyone understands the various contributions to the discussion. (People often argue against each other simply because they have not got the other person’s point of view really clear.) It may help to clarify what someone is saying, or ask the member to do so.
6.
Help the group to consider each contribution objectively, especially minority opinions, whatever you personally think about it.
7.
Indicate any major differences of opinion and encourage members to explore why they differ rather than allow everyone to argue against each other. At times it is useful to suggest members list points for or against an idea.
8.
Point out when discussion wanders from the point. Check whether they want to go back to the original point or to consciously pursue the new one.
9.
Summarise at intervals so that members can see what progress has been made and what still remains to be considered. This helps to focus the thinking of the group. Summarising is especially helpful when you or the members are confused.
10.  Provide relevant information when appropriate and contribute your own ideas clearly and tentatively without pressing them on people. The timing of your contribution is important. Try to put your ideas alongside everyone else’s and ensure they are looked at as openly and as critically as all the rest. If you put ideas in too early, people may rely on your thinking rather than think for themselves. If you make a point after everyone else’s there is a danger that people will think you are correcting or improving on their ideas.
Two things can help a worker to perform these functions:
1.
Asking questions rather than making statements.
2
Avoid taking sides even when you favour one side rather than another. This is hard.
It means not arguing for or against a point or asking ‘loaded’ questions. In this way you will help members to say what they really think and feel because they become confident that their viewpoint will be considered rather than ignored.
The problem tackling sequence
What is the Problem? (Defining the problem and seeing if people want to discuss it.)
●
Clarify and get agreement on what the problem really is
●
Is this a problem that members face? (Clarify area, scope and nature of the problem.)
●
Is this a problem we want to discuss? Is it relevant? Would it be useful to discuss it?
Why Does it Occur?  (Diagnosis) Why has it arisen?
What caused it?
What Can We Do About it?
What alternatives are there? List pros and cons. Where is the balance of advantage?
Can we reduce the disadvantages? What action shall we take?
How? When? Where?
Who will take action? With whom do we take it?
Problem tackling sequence
An extended version
It can be appropriate at times to add further questions to those already sug- gested, for instance:
●
What have we (or others) attempted so far? What happened? Asking this early on when exploring the problem will reveal aspects that may not otherwise be thought of.
●
What is keeping this problem going? This may be a useful question alongside or instead of considering the causes. Occasionally going over past history may bring up painful emotions and make people feel discouraged, or rehearsing old arguments may add to or re-acti- vate the problem.
●
Are we doing anything to keep it going? Another question to be handled with care: if strong feelings of guilt or animosity are aroused it may be unhelpful or make matters worse.
●
What specific changes are desired and why? Identifying one or two key changes that you want to bring about can be difficult, but it can be a good pointer to future action.
●
Examine what can be done before, during, and after a problem. This can stimulate a range of ideas, particularly when working out what can be done about it. For instance:
➤
What can I/we do before being faced by this kind of problem? Is there some way of avoiding it? This can be useful in relation to a group member who is liable to make hurtful or negative remarks that upset people, or when working with members who are all liable to talk at once.
➤
What can I/we do during a meeting if and when a particular problem erupts? After working with a group over a period of time it can become obvious what sort of difficulties you are likely to face in any meeting. I find that having one or two ideas up my sleeve helps me to relax and feel confident.
➤
What can I/we do after a meeting in which a problem has erupted?
Is there any action that would lessen any negative effects or help to prevent it happening again? For instance if two people have had a fierce argument and not resolved the difficulty? Could the worker try to put both points of view in a clear and objective way at the next meeting and say that both have good and maybe less good points, and suggest the group look at the advantages and disadvantages of each view separately?
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Appendix III
How to motivate people
The following questions are arranged on two sides of an A4 sheet of paper on the next page.  Instructions for assembling it as a worksheet are given below.
Page 1
Question 1 – How do I motivate myself to do something I don’t particularly want to do?
Page 2
Question 2 – How do I respond when someone tries to motivate me? (a) What helps me to respond positively?
Page 3

(b)What makes me respond negatively? Page 4
Question 3 – Why do I want to motivate people?
Page 5
Question 4 – What have I tried to do to motivate people?
Page 5
Question 5  - What does motivate people? (Something must!)
Page 5
Question 6 – What can I learn from all this about motivating people?
Step 1 - Fold sheet in half


Reverse of sheet will look like this
Q4
Q5
Fold here
-5-
Step 2 - Fold again in half
2
3
4
1
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206
Question 3 – Why do I want to motivate other people?
-4- Unfold for p.5 on reverse

How to motivate people
Answer questions in turn. Don’t turn over or open up this worksheet until you have answered the question below. Always leave a minute or two to jot down your answer quietly before discussing what you have written.
Question 1 – How do you motivate yourself to do something you don’t particularly want to do?
-1- Now turn to page 2
Question 4 – What have I tried to do to motivate people already?
What have I learnt from this?

Question 5 – What does motivate people? (Something must do!)
Turn the paper sideways when you have answered Question 5.
-5-
Appendix IV Evaluation form
Name ............................................................................................................................. Please fill in this form. We will use it as a basis for discussion in the final session and
then ask you to hand it in.
1.
What have you found most helpful about these days?
2.
What have you found least helpful?
3.
Has the course met you aims in coming?  If so how? If not why not?
4.
Have you any suggestions that would help us to improve similar courses?
5.
Any other comments or questions?
APPENDICES
Appendix V
Course in group work skills
Outline of suggested programme
	Day 1
	
	Day 2
	Day 3

	Introduction
1
Aims for the course and
difficulties we face.
Approaches to working
with people.
	10.00
	Group preparation
5
contd.
------------------------
Discussion of Problem
1 and learning from it.
	Working on
9 outstanding concerns

	Coffee
	11.00
	Coffee
	

	Preparing to conduct a
2
discussion
-------------------------
Preparatory discussion on
Problem 1 and learning
from it.
	
	Discussion of
6
Problem 2 and
learning from it.
	Working on
10 outstanding concerns

	Lunch
	12.30
	
	

	Preparatory discussion on 3
Problem 2 and learning
from it.
-------------------------
Preparatory discussion on
Problem 3 and learning
from it.
	1.30
----
2.30
	Discussion of
7
Problem 3 and
learning from it.
------------------------
Noting outstanding
concerns
	Application
11
to your work.
Evaluation of the course.

	Tea
	4.00
	Tea
	

	Promoting participation:
4 practical aids to working with groups
------------------------- Group preparation for 5, 6 and 7.
	
	Working on
8
outstanding concerns
	Promoting
12
self-training
as you work
with groups.


Sessions 2-3 – Members will work in sub-groups preparing to conduct a brief discus- sion to clarify the problem or difficulty. They will then conduct the discussion with the group and we will learn from it together.
Sessions 4-7 – In the same sub-groups members will prepare to conduct a discussion of the now clarified problem in order to try to overcome or lessen it. They will then conduct the discussion and we will learn from it together.
Thus members will have opportunities to experience helping a group to discuss, taking and structuring up notes of a discussion and being an observer and to help us to learn from the conduct of the discussion.
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Programme
	Day 1
	Flow or work

	Arrivals
9.30   Session 1 Introduction
11.00   Tea/Coffee break
11.15   Session 2
12.45   A few moments of reflection
1.00   Lunch
2.00   Session 3
3.15   Coffee
3.30   Session 4
4.30   Depart
	Aims of the course
Difficulties we face in groups
▼
Approaches to working with people
▼
Preparing to conduct a discussion
▼
3 preparatory discussions on 3 problems – and
learning from them
▼
Promoting participation
▼
Groups prepare for further discussion on their
problems
▼

	Day 2
9.30
Session 5
11.00   Tea/Coffee
11.30   Session 6
12.45   A few moments of reflection
1.00
Lunch
As for day 1
	continued
▼
3 discussions on the 3 problems –
and learning from them
▼
Noting outstanding concerns
▼
Working on outstanding concerns
▼

	Day 3
As for day 2
	continued
▼
Application to your work
▼
Promoting self-training as you work with
groups
▼
Evaluation of the course


Sessions 2-3 – Members will work in sub-groups preparing to conduct a brief discussion to clarify the problem or difficulty. They will then conduct the discussion with the group and we will learn from it together.
Sessions 4-7 – In the same sub-groups members will prepare to conduct a discussion of the now clarified problem in order to try to overcome or lessen it. They will then conduct the discussion and we will learn from it together.
Thus members will have opportunities to experience helping a group to discuss, taking and structuring up notes of a discussion, and being an observer and helping us to learn from the conduct of the discussion.
Appendix VI Instructions for practice sessions
Practice sessions
Participants of previous courses have suggested it would be helpful to produce a step- by-step guide to the process we will be using in the practice sessions on the first two days. Members will work in 3 sub-groups during these sessions. Each group will be asked:
●
to prepare to conduct a discussion (Session 2)
●
to conduct a discussion with the larger group in two parts: the first part on Day
One, the second part on Day Two
●
to discuss, with the larger group, how the discussion went in order to learn from it.
Your group will go through the steps below:
Day one
1.
Prepare to conduct Part  One of the discussion
Choose your topic (from those which have been raised by the larger group) Decide how you will lead the discussion. Think about:
➤
how you will start
➤
the questions you will ask
➤
how you will conclude
Decide who will be the Group Worker The Co-Worker Note taker Observer
2.
Conduct  your discussion with the larger  group
You will have 20-25 minutes.
3.
Learning from the Discussion
For 20-25 minutes we will discuss what you think and feel about the way you ran the discussion, any problems you faced in doing so, and what other people felt was helpful and unhelpful.
4.
Preparation for Part  Two of the discussion
Make a summary of the points from the discussion of your topic. Decide how to present the summary and how to check it out with the group. . .
Decide how to take the discussion on from there.
Decide who will present the summary and check it out and who will lead the con- tinuation of the discussion
Day two
1.
Preparation (Cont)
2.
Conduct  your discussion with the larger  group
You will have about 40-45 minutes.
3.
Learning from the discussion
For 25 minutes we will discuss what you think and feel about the way you ran the discussion, any problems you face in doing so, and what other people felt was helpful and unhelpful.
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PART 1: THE NATURE OF THE APPROACH
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PART 3: PUTTING THE APPROACH INTO PRACTICE
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Question 6 – What can I learn from all this about motivating


people?








