
Facilitation for Collective Organising

Facilitators, consensus and effective meeting processes

Workshop design, Format and editing: Jarra Hicks, Dany Boulos and Matt Allen.

Consensus decision-making is not always easy; however, with effective facilitation, we can ensure that our meetings are inclusive and democratic as well as efficient. The facilitator of a meeting rarely has much input into the content and direction of decisions, but is always busy making sure that agreed-upon processes are being followed and, importantly, that everybody in the meeting is able to participate equally. Like any skill, practice is the key to good facilitation, and there are many useful tools and processes that can help make the job of a facilitator easier. 
TOTAL TIME

      90 Minutes

WORKSHOP GOALS

· Develop an understanding of consensus-based decision making and effective group processes.
· Understand the role and importance of the facilitator in meetings
· Develop ideas and strategies around dealing with difficult situations in group meetings
MATERIALS NEEDED

· Lots of large sheets of paper (use butchers paper or re-use old posters)

· Lots of smaller pieces of paper or card

· Coloured and black textas, masking tape, blu-tack, drawing pins.

HOW TO PREPARE

· Set up the room and arrange chairs in a circle

· Write up the Agenda and Goals (next page) on large sheets of paper

· Write on large piece of paper: “Facilitate: To make easy”

· Draw on large piece of paper: outline of a human body

· Write meeting roles for role-play on small pieces of card, making sure there will be enough for everybody. See support marerial for suggestions.

· Make enough copies of the “Consensus and Meeting Process” handout for everyone.

· Prepare with your co-facilitator before the workshop; review the agenda, divide up sections, get to know each others training style and strengths.

· Check in with the organiser of the training/event to find out more about the group’s experience level and the makeup of the group, and to confirm logistical arrangements.

Agenda:

Introductions

The role of the facilitator

Qualities of a good facilitator

Facilitation tools

Consensus and process

Meeting role-play

Debrief

Goals

Develop an understanding of consensus-based decision making and effective group processes.
Understand the role and importance of the facilitator in meetings
Develop ideas and strategies around dealing with difficult situations in group meetings

WORKSHOP DESIGN

Time


Exercise and description                                                                  

5 Minutes

Welcome and introductions

Introduce the trainers, create a welcoming space for participants. Overview the workshop plan with the group. 

5 Minutes

Object Clumps Game

Set a tone and energy for the workshop that encourages sharing and participation.
15 Minutes
The Role of a Facilitator and Qualities

Explain the role of facilitator, and how the facilitator assists groups in making participatory decisions.

Explore the role of facilitator in a fun and visual way. Identify some qualities a good facilitator might have. 


15 Minutes

Tools for facilitators

Assist participants in developing some tools and strategies for effective facilitation.

10 Minutes

Consensus and Meeting Process

Develop understanding of consensus decision-making, and explore processes for making consensus decision-making run smoothly.

15 Minutes

Meeting Role-Play

Practice group facilitation in difficult situations. Introduce common problems in consensus based decision-making in a fun and supportive setting.

25 Minutes

De-role, Debrief and Report Back

Break into smaller groups and discuss how the role-play went. Come up with some outcomes and ideas to take back to larger group.

Discuss outcomes with large group, add comments and feedback.

2 Minutes

Close and Evaluation

Get feedback on how the training went, and provide a closing for the training.

Welcome and Introductions



  [Time: 5 mins]

GOALS 

Introduce the trainers, create a welcoming space for participants. 

Let people know what to expect from the training by reviewing agenda and goals. 
RUNNING THE EXERCISE
[image: image2.png]


Welcome the group into the space. Introduce yourself to the group, giving any information about your experiences with facilitation you want to share. 
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“Going around the circle, please introduce yourself briefly, and say one thing you hope to learn from this training.”

[image: image4..pict]Pay attention to what people say they want to get out of the training. It can help you get a sense of how experienced the group is in this   area, and help you to tailor the training and debrief the exercises to   meet people’s needs.
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Go through the goals first, then the agenda with the group. Just give a broad overview of each exercise or section, rather than an in-depth description. 


“Are there any questions about things that are or aren’t covered in this workshop? 


Answer any questions before moving on to the next exercise. 

Object Clumps Game





  [Time: 5 mins]

GOALS 

Set a tone and energy for the workshop that encourages sharing and participation. 

Raise energy levels and get people to interact and have fun.
RUNNING THE EXERCISE


Ask everybody to stand up and wander randomly around the space.


 “Now, I’m going to call out a number and the name of a shape or object. Without speaking at all, quickly form a group with that number of people and try to make the shape of the object with your bodies.”


Start with fairly simple objects like triangles and squares, then throw in more complicated ones!


After repeating the exercise four or five times, get people to sit down in a circle again. 

Where This Tool Comes From


Adapted from ‘Clumps’ exercise in The Change Agency’s ‘Games and Energisers’ resource. (www.thechangeagency.org)
The Role of a Facilitator and Qualities


[Time: 15 mins]

GOALS 

Explain the role of facilitator, and how the facilitator assists groups in making participatory decisions.

Explore the role of facilitator in a fun and visual way. Identify some qualities a good facilitator might have. 


RUNNING THE EXERCISE

Briefly outline the role of the facilitator, and invite input from the group with a brainstorm. Write people’s ideas up on big sheets of paper as you go. 

  “Basically, a facilitator is someone who supports a group of people in making decisions together. They help to ensure that decision-making processes are inclusive and participatory as well as efficient, and often     take on a leadership role in the meeting without controlling the content or outcomes of discussions. What else does a facilitator do in a meeting? Just call out your answers and I’ll write them down.”


           Feel free to alter the above description to suit the group 

you are working with…

Once the group has come up with ideas about the role of a facilitator, explore the qualities of a good facilitator using the outline of a human body you drew before the meeting. You will be asking participants to call out ‘qualities’ a good facilitator might have, and invite them to come and draw the ‘quality’ on the outline. (This works best in smaller groups; in a group of more than 15-20 people you might want to draw on the outline yourself).

“Imagine that this outline is the ideal facilitator. Look back at some of the points we just brainstormed, and think of some attributes that might help the facilitator do a good job in their role. When you have an idea of an attribute for our facilitator, grab a texta and come draw it up!”

 If people seem confused or are not coming up with ideas, suggest a few to start them off, i.e. big heart, precise speech, listening skills etc.   

Once the outline is full of ‘attributes’, look over it with the group. Have a laugh about some of the more outlandish drawings. 

Where This Tool Comes From

James Whelan and Sam LaRoccca, The Change Agency

www.thechangeagency.org
Tools for Facilitators 
[Time: 15 mins]

GOALS 

Assist participants in developing some tools and strategies for effective facilitation.

RUNNING THE EXERCISE
Get the group to break off into five smaller groups of roughly equal size. Give each of the groups a large sheet of paper and some textas. 


“Each group is going to look at a different aspect of preparing for and facilitating meetings; the idea is to come up with some ideas to help the meeting go as smoothly as possible.”

Group 1: Things to do before the meeting.

Group 2: Things to do at the start of the meeting

Group 3: Things to do during the meeting

Group 4: Things to do at the end of the meeting

Group 5: Things to do after the meeting.

Walk around and make sure that the groups understand the exercise. If people seem lost, rephrase the question; ie, “What is something that you could do before a meeting to help it run smoothly? For example, looking over the agenda.”

Give the groups just under 10 minutes and ask them to come back into a big circle. 


“Can somebody from each group report back on what they came up with? Just give us the most important ones you thought of.”

As the report backs finish, take the group’s sheet of paper and pin them up in chronological order, i.e. before the meeting to after the meeting. 

Consensus and Meeting Process 
[Time: 5 mins]

GOALS 

Develop understanding of consensus decision-making, and look at processes for making consensus decision-making run smoothly.

RUNNING THE EXERCISE


“As a facilitator, it’s important that you keep the conversation on track. This means reminding people to stick to the topic if they drift off, and making sure that when a proposal is put forward, the decision-making process is followed properly. It’s also the facilitator’s job to help ensure everybody in the group gets to participate in the conversation. Can anybody think of some ways that a facilitator might do these things?”

Write down people’s suggestions and pin up on board. Give everybody in the group a copy of the Consensus and Meeting Process Handout. 
“We can’t hope to cover all the different methods of consensus decision-making and all the meeting processes that we might use – that would be another whole workshop in itself. But for those of you who are relatively new to consensus decision-making, this handout shows a simple version of consensus, and some common hand signals that we use to make consensus decision-making processes run smoothly. Are there any other hand signals or non-verbal tools that people have used, or seen being used, in a meeting?”

Encourage people to do further research if they’re interested in meeting tools and processes. Remind them of the importance of explaining tools and processes to new members before the start of a meeting. 

Meeting Role-Play 
[Time: 10-15 mins]

GOALS 

Practice group facilitation in difficult situations. 

Introduce common problems experienced in consensus based decision-making in a fun and supportive setting.
RUNNING THE EXERCISE

In this exercise, you will be asking the group to have a ‘pretend’ meeting in which everybody will take on a character, which will be chosen randomly by you handing out ‘role cards’. You will give them a scenario for the meeting, and ask for a volunteer to facilitate. 


If the group is larger than 20 or 30 people, consider splitting them into two separate ‘meetings’ so that everybody will have the chance to participate.


“We are going to do a role play of a collective meeting where we can practice the tools of facilitation and consensus decision making processes.  This is going to be a challenge, but don't worry, its a learning process.  Some things are going to work well, and some won’t. We’ll have plenty of time to debrief afterwards and talk about how it went. Now, who wants to be the facilitator? “
Hand out the role-cards. If people ask to swap, encourage them to do so only if they’re really uncomfortable with the role they have been given. Write up a scenario for the role-play on the board – there are some suggestions in the support material, but feel free to make up your own!


“Does everybody understand? Any questions? Okay, let’s start the meeting.”

Observe the group and check that no-one seems confused. If the facilitator appears lost, it might be a good idea to sit near them and help them out when things get tricky. 


Don’t wait for them to come to consensus; just end the meeting after 10 or 15 minutes, depending on how things are going.

De-role, Debrief and Report Back
[Time: 25 mins]

GOALS 

Break into smaller groups and discuss how the role-play went. Come up with some outcomes and ideas to take back to larger group.

Discuss outcomes with large group, add comments and feedback.

RUNNING THE EXERCISE

Ask the group, going around the circle, to state their role in the meeting, spin around and then say who they really are. Then ask the group to split up into groups of around 5 people. Give each group three large sheets of paper and some textas.


“Thinking about the role-play of a meeting we just did, I’ll give you a couple of questions to brainstorm some responses to:

· What worked well in helping the meeting run smoothly?

· What was difficult to deal with?

· What facilitation qualities and tools do you think can help in overcoming these difficult situations?

You have just under ten minutes to go through those questions, and then we’ll report back to the larger group.”


Walk around and check in with how groups are going, and give people a time-check when half their time is up.

Once the 10 minutes are up, get everyone to stay sitting with their group but move into a circle. Ask each group to nominate someone who will report their ideas back to the large group. 


“Okay, so we’ll go around the circle with someone from each group reporting back – trying to just say stuff that hasn’t been said yet.”

As people list off their answers, scribe the key points up on large pieces of paper on the wall – making sure beforehand that you’ll have enough room and paper!
Close and Evaluation 
[Time: 2 mins]

GOALS 

Get feedback on how the training went, and provide a closing for the training.

RUNNING THE EXERCISE

Get two large pieces of paper; on one, write ‘what was good’ and on the other ‘what could be added/improved’. 

“This brings us to the end of the workshop, but there’s one last exercise that is designed to help me improve upon and develop this training for the next group I work with. If you could just take a minute to list some aspects of the workshop that you enjoyed, and parts that you might change or improve, that would be much appreciated.”

Facilitation for Collective Organising:

Support Material for Role-Play Exercise

SUGGESTED SCENARIOS:

1) The group is having a special meeting to decide on a ‘mascot’ for their organization. If you have people from several different organizations in the workshop, pick one of the organizations to focus on.

2) The environmentally destructive industry/business that your group has been campaigning against is holding a big public forum entitled “why our industry is great”. The forum is in four days; what is your group going to do?

3) Three different environmental organizations (choose any three from the group) have decided to form a coalition to campaign against a proposed nuclear waste dump in the local area. This is your first meeting together, and you need to decide on a name for the coalition. This topic is good for when participants are from a range of different organizations. 

SUGGESTED MEETING ROLES:

Facilitator – you are facilitating this meeting, trying to be accomodating of the different personalities in this meeting by putting the tools and qualities we have talked about into action. You could start the meeting with a quick a name round and explain the purpose of the meeting.

Agreer – you are not very confident in your own opinions and generally just agree with what everyone else says. You say “yeah I think thats a good idea” a lot.

Shy person – you are new to the group and to enviro activism.  You're unsure of what's happening and are too shy to contribute very much to the group.

Dominant person – you are very confident and you have a lot to contribute.  You are continuously involved in the discussion.

Aggressive person – you are very opinionated and use aggressive behaviour (loud, demeaning to others, big body gestures, stubborn) to get your point across. You don't give much respect to other's views and suggestions and might even speak over others..  In this role play you have a very strong (and preferably controversial) opinion about the subject at hand, and you refuse to budge or change your opinion

Process Junkie – you are always calling for things to be done through proper process (having an agenda, following speaking lists, making proposals and speaking to them, proper process of consensus [call for 

dissent, modifications, active consent]).

Participant – you are 'playing' yourself as a normal character within the meeting. You should focus a bit on observing the group dynamics and the facilitation. 

Facilitation for Collective Organising:

Consensus and Meeting Process Handout.

Basic Consensus Decision-Making Process:
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Useful Hand Signals for Meetings:

Raising Hand: The old classic. Signals to the facilitator that you would like to speak, or be added to the speaking list.

Twinkles: Performed by raising your hands in the air and wiggling your fingers around, twinkles signal agreement with an idea or proposal.

Block: Cross arms in front of your chest with fists clenched. Signals very strong opposition to the direction of discussion or the decision being proposed. 

Clarification: Make a ‘C’ shape with the thumb and forefinger of one hand. Signals that you do not understand something and need clarification on what the speaker or group means.

Process: Make a ‘P’ shape with both hands; one forefinger straight and the other curved. Signals that you want to propose a change in the process of the discussion, or that one or more people are not following the agreed-upon process. 

Direct Response: With your palms facing one another, point at the person you want to respond to. Signals that you have information the speaker is not aware of, that will change or make irrelevant what they are saying, and therefore you should speak right away. This can be abused and requires strict facilitation and self-control.
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