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OVERVIEW

Welcome to this manual on Facilitating learning processes within Organisations.

This learner manual, accompanied by a facilitated programme of activities, should
be followed up by practical ‘on-the-job’ experience and practice (supported by a
mentor if possible). Once you have read through this learner manual, done all the
exercises, and implemented the learnings in your organisation, you will be ready to

have your competence assessed, if you choose.

Below follows the Specific Outcomes and Assessment Criteria that this learner
manual is based on. This means that at the end of your learning period, you will be
able to practice all the points listed below. During the learning period you will be
reminded to keep and file proof of your work. This is called a Portfolio of Evidence.
It is a collection of evidence to show what was leant during the course and from
past experience, including all other training courses attended. Recognition of prior
learning (RPL) is when all your learning is taken into account and acknowledged
when assessed for a specific standard. Outcomes are the result of your learning. At

the end of each section there is a symbol for you to check your understanding.

Please read the competency standard below carefully.
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SPECIFIC OUTCOMES AND ASSESSMENT CRITERIA

Specific outcomes

Competence in this
standard means that
the learner has clearly
shown that s/he is
able to...

1. Analyse the role

of a facilitator of
organisational
learning

Assessment criteria

Tasks and activities completed by the learner contain the following
evidence of competence...

AC1: A variety of situations in which learning can be facilitated
are identified (team meetings, strategic planning sessions etc)
AC2: Personal strengths in the role of facilitator are identified
AC3: Fears and vulnerabilities as facilitators of group learning
processes are noted and ways of working with them are
explored.

2. Analyse group

AC1: Group development is described and some group dynamics

dynamics identified
AC2: Different interests, perspectives and relationships among
group members are analysed
AC3: Some different personality types are described and how to
support these are discussed

3. Fostera AC1: Various ways that people learn are discussed
participatory AC2: Agreement on ground rules is facilitated.
learning AC3: Factors that create/ inhibit an environment for learning and

environment

personal development are described (question and challenge are
appreciated, space for open conversation is given etc)

AC4: Constructive conversation skills are used and ways to
develop this within the organisation are explained

AC5: Techniques to draw out learning (such as reflection,
discussion, using own experience) are mentioned.

@ G)@@ Attribution Non-commercial Share Alike 11
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4. Use arange of
facilitation skills
and approaches

Learners describe these in broad principles and apply in
simulated or actual situations.
AC1: Variety of facilitation styles

within an AC2: Listen attentively and affirm contributions from
organisation or participants
community AC3: Stimulating participation in the group
AC4: Use questions effectively
AC5: Overcoming difficult moments and ‘stuckness’ are practised
AC6: Giving and receiving feedback
5. Plan and AC1: A variety of group learning processes in a CBO (staff
implement meetings, programme reviews, strategic review and planning)

group learning
processes within
an organisation

are identified
AC2: Outcomes for organisational learning process are identified
AC3: An informal plan for learning is developed

Note: Tasks may be presented for an actual or hypothetical organisation but must

be learner’s original work and not copied from existing documents. Learners should

be able to explain and justify their statements.
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ACTIVITIES

There are a number of activities in the manual. These activities are an important
part of the learning approach and you are encouraged to complete them as part of
your learning process. They will become part of your own “toolkit” to help you
operate more effectively. Some of these activities can also be used as part of your
portfolio of evidence (PoE), which you need to compile if you wish to be assessed

for competence in this standard.

Symbols used in this workbook

Self-test

This designates a self-test section - this is an opportunity for you
to check your understanding and if you are unclear, to discuss
with your trainer.

-;\/G;\\ Individual activity
\:\{2\9 This sign marks an activity — either during the class or as

' homework. These activities are important to complete — both for
your understanding but also as they can be included as part of
your Portfolio of Evidence (PoE) for assessment.

Group activity

This sign means that this activity is a group work activity.

@ ®@@ Attribution Non-commercial Share Alike 13
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Definition
When you see this sign, a term is explained here.

Important thought
This sign shows an important thought or idea for you to take note
of.

@ ®@@ Attribution Non-commercial Share Alike
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INTRODUCTION

Organisations by definition are constantly changing and developing. In order to
keep up with changing needs in the community and our world, we need to be able

to adapt and develop as people, as organisations and also the programmes we run.

To be able to meet these changes and developments, we need to be constantly
learning — about our environment, our organisations, ourselves and the work that
we do. Often in communities, we are so driven by the desperate needs that we are
faced with every day that we do not take the time to stop and learn from all that is

happening around us.

In this course we will be exploring the skills and capacities needed to build a culture
of learning in an organisation. We will reflect on why we need to learn as an
organisation, and how we can encourage this in our organisations. We will be
looking at how people learn, how best we can facilitate this learning and what skills
we need as facilitators to do this. These facilitation skills can be used both within

an organisation and also for the programmes or projects you run with your clients.

The facilitation skills discussed here are both for learning in organisations, but also
in any group. Just remember - being a good facilitator takes time and experience
and cannot be achieved in one course. The skills shared in this manual are the

beginning of a journey of learning and development — Enjoy!
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FACILITATING LEARNING IN AN ORGANISATION

Learning together

Organisations are made up of people. These people often come from different
cultures, life experiences and approaches. We need to ensure that we put in place
processes to assist us to work well as a team and that we create the opportunities
to learn together so that we can achieve our objectives.

Now briefly discuss when you would need to facilitate agreement on ground rules

in an organisation and how you would do this:

17
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Facilitating Learning

What is facilitation?

Group activity

What is facilitation? And what is a facilitator? In groups come up
with a definition for each.

Here are some definitions by other people of a facilitator:

e "Anindividual who enables groups and organisations to work more
effectively; to collaborate and achieve synergy. She or he does not take sides
or express or advocate a point of view during the meeting, can advocate for
fair, open, and inclusive procedures to accomplish the group's work" —
Michael Doyle

e "One who contributes structure and process to interactions so groups are
able to function effectively and make high-quality decisions. A helper and
enabler whose goal is to support others as they achieve exceptional
performance" — Ingrid Bens!

o "The facilitator's job is to support everyone to do their best thinking. To do
this, the facilitator encourages full participation, promotes mutual
understanding and cultivates shared responsibility. By supporting everyone
to do their best thinking, a facilitator enables group members to search for
inclusive solutions and build sustainable agreements" — Sam Kaner

@ ®@@ Attribution Non-commercial Share Alike 18
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Definition

Facilitation is the process of making learning easy. This is done through various
approaches such as small group discussions, debates, question and answer
sessions, personal reflection and sharing, experiential activities and practical
exercises. You allow participants to discover solutions for themselves and

encourage them to internalise lessons learnt, rather than teach on topics.

K\\:/ \@ Individual activity

In your organisations, in which situations might you need a facilitator? What would

the facilitator be responsible for and what would you hope to learn at these times?

The most common and frequent place that one facilitates learning in an

organisation is during meetings. Facilitation helps create a productive and impartial

@ ®@@ Attribution Non-commercial Share Alike 19
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meeting. Any group meeting with a common purpose (for example making a
decision, solving a problem, or simply exchanging ideas and information) benefits
from having a facilitator to assist in this process. Meetings include strategic

planning, team planning, project reflection, evaluation and much more.

Being a facilitator of learning

e
E&O Pair activity: Thinking Partners

In pairs complete, the interview on the following pages. When doing the interview,
take these points into consideration:

e Ask all the questions of your partner before swapping over

Allow for about 10 minutes each way

Use the questions as prompts for your partner to think

Listen as a learner and encourage the story

Allow your partner time to think

1. Best Experiences

a) Reflecting on your life experience, think of a time of significant learning and
growth or a particularly insightful moment that was triggered, supported or
facilitated by another person.

Describe the situation and conditions under which the learning took place

@ ®@@ Attribution Non-commercial Share Alike 20
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Describe the qualities that the person brought to the situation

How did it make you feel and what did you learn about yourself?

b) Now think of a time when you were instrumental in encouraging, supporting or
facilitating the growth and learning of another — a time when you enabled
someone to really learn something about themselves or build on their strengths.

Describe the situation and the conditions under which the learning took place.

How did it make you feel and what did you learn about yourself.

@ G)@@ Attribution Non-commercial Share Alike 21
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2. Value about self

a) What do you value about yourself that releases potential and possibility in
others?

b) What do you value about yourself that enables your own learning and
growth?

@ G)@@ Attribution Non-commercial Share Alike 22
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Roles of a Facilitator

Group activity

In groups, share some of the stories from the Thinking partner
exercise and come up with what you think the role of a facilitator
is? What do you need to do and how?

‘ The basic skills of a facilitator are about following good meeting

practices: timekeeping, following an agreed-upon agenda, and
. ‘ keeping a clear record. The more advanced skills involve
watching the group and its individuals in light of group

dynamics (more on this later). In addition, facilitators also need a
variety of listening skills including the ability to paraphrase; draw
people out; balance participation; and make space for quieter (less
involved) group members. It is critical to the facilitator's role to
have the knowledge and skill to be able to intervene in a way that

adds to the group's creativity rather than taking away from it.

A successful facilitator embodies respect for others and an awareness of the many

@ ®@@ Attribution Non-commercial Share Alike 23
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layers in a human group. It is a principle of facilitation that the facilitator will not
lead the group towards the answer that s/he wants even if they have an opinion on

the matter.

A Facilitator’s role is....

to make it easier for the group to arrive at its own answer,
decision, or goal. In the event that an agreement cannot be
reached then the facilitator would assist the group in
understanding the differences that divide it.

But the role of a facilitator in an organisation that wants to grow and develop is
even broader than this. The role of the facilitator then also includes assisting the

organisation to learn — both for individuals within the organisation to learn ,

about themselves, and the group; but also for the organisation to

learn about itself.

Learning is happening all around us all the time, yet often we
don’t notice it or take the time to properly learn. It is for this
reason, that in an organisation we need to make a formal
commitment to learning together and making time and space for
this learning to happen. Members of an organisation need to take
responsibility for encouraging learning - this might be in the formal
role as a facilitator, or it might be just in your personal capacity, by
raising important questions and encouraging your colleagues to think

about their practice and what is happening in the organisation.

@ @@ Attribution Non-commercial Share Alike 24

Y MC SA



Facilitate Learning Processes within Organisations
Level 4 - Learner Manual

A good Facilitator will do a number of things. Below are some:

Give direction to the group

Create a comfortable and friendly environment for the group

Observe what goes on in a group to notice where the problems are. What
are the strengths and weaknesses?

Identify the main needs of the group and critical issues

Learn ways to address these needs— Try to involve people and get them to
participate in solving the problems themselves

Adjust to the level of the group — language, content, presentation, and pace.
Set up ground rules together - to ensure that everyone agrees on these
Apply and practice these skills in many different situations and practice what
you preach — Remember that if you preach about listening well or
participation and empowerment, you need to demonstrate this as a
facilitator too. There cannot be different rules for the facilitator than for

those s/he is working with as this builds resentment and mistrust.

Self-test

You should be able to:

Define what facilitation is and what a facilitator does

Identify a variety of situations in which learning can be facilitated
Facilitate agreement on ground rules

Identify your personal strengths in the role of facilitator

Please ask your facilitator if you are unsure of any of the above.
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UNDERSTANDING GROUPS

Every organisation and every group is different. As a facilitator of learning it is
important that you are able to observe the group and get to understand their
particular structure and relationships so that you can support them to develop and

grow.

Groups and how they work are affected by a number of issues — how long they
have known each other, the norms of the organisation, the organisation’s history,
the different personality types present, the surrounding environment and the
various power relationships. These different patterns and influences on the group’s

behaviour are often called group dynamics.

Group activity

In groups, brainstorm some of the group dynamics that you might
have to deal with as a facilitator in an organisation

Being aware of how each person is doing in the group — emotionally, mentally and

possibly even physically, understanding personality differences and looking out for

@ G)@@ Attribution Non-commercial Share Alike 27
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the various group dynamics is part of the role of the facilitator. Therefore when
facilitating any process, the facilitator has to take into account not only the task
that they are trying to assist the group in achieving but also the relationships, and

not only ensuring these are good but aiming to improve these.

It is helpful to think of group needs as being grouped into these 2
areas:

e The task - Every group has a job to do — a reason why they exist. It is
important to help a group stay focused on their direction so that they
do not get frustrated. Focusing on setting goals is a helpful way to
do this.

e The relationships — To get the task done, the group needs to stay
together and work well together. The individual needs of the
group should be met and healthy relationships encouraged. It is
therefore important to build trust and understanding amongst the
group and assist people to deal with conflict constructively when it
happens. A sense of belonging to the team or group fosters

teamwork.

An understanding of how groups develop contributes to a good team

spirit and cohesion.

@ @@ Attribution Non-commercial Share Alike 28
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Stages of Group development

Along with the basic needs of a group, they also go through different stages in their
development. Just like a person grows from child to adult, so do groups develop

and change.

Below is a model of four stages of group development (developed by

B.W.Tuckman) that most groups go through:

Storming = Norming - Performing

Group activity

What do you think happens at each stage of group development?

FORMING

STORMING

NORMING

PERFOMING

Attribution Non-commercial Share Alike 29
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Forming is the stage when the group first comes together.
‘ Everybody is very polite. Conflict seldom happens openly. Since
the group is new, the individuals are shy about their own opinions
and generally reserved. This is particularly true of the more

nervous and/or subordinate members.

Storming is the next stage. Factions form, personalities
clash, no-one gives a single point without first fighting tooth
and nail. Most importantly, very little communication
occurs since no one is listening and some are still unwilling
to talk openly. It is not always this extreme but there is

always a testing of the group and its contract.

Then comes the Norming stage. At this stage people begin to see the benefits of
working together and the fighting subsides. A new spirit of co-operation can
emerge and people begin to feel secure in expressing their own view points and
these are discussed openly with the whole group. The most significant
improvement is that people start to listen to each other. Work methods become

established and recognized by the group as a whole.

9

And finally: Performing. This is when the group has settled on a

system which allows free and honest exchange of views and a

high degree of support by the group for each other and its own

decisions.
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Here are some questions a facilitator can ask themselves at each stage.

How can | help the group to build trust?
0 What will make the group start to communicate honestly?
@mhmn[m@ What guidelines can | set up to assist the group to work well
together?
c % How can | support those being honest about their feelings?
u‘tommg How can | help the conflict be constructive and positive?
How can | prevent the conflict from becoming destructive?
How can | assist the group to control any aggression?

Is the group starting to develop and work together as a team?

0
m@ﬁ)mmﬁ] How can | encourage responsibility amongst the team?
What are our unspoken rules?

Does the group have a vision of their values and identity?

Are the group needs being met?

1]
Pe"ormln Is everyone fulfilling their role/ task in the team?
What achievements can we celebrate in the group?

"eﬁ@i}' Group activity
&3

S

What could a facilitator do at each stage to support development?

FORMING

STORMING
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PERFOMING

An Overview — the Stages of Group Development

Stages Group Processes Possible ways of Assisting
Groups through the process
Stage 1: e Considerable anxiety e Clear introductions
Forming e Testing relationship e “safe” starters
e Dependency on the leader e Visibility of the leader
e Hesitant participation e Opportunity for group
e Will they let me join? members to contribute
Stage 2: e Conflict emerges between sub- | ® Open recognition of conflict or
Storming groups anger
e Ambivalence towards the e Opportunity to express ideas
leader which are valued by the leader
e Fighting e Allow members to challenge in
e Defensiveness, competition, a constructive, not a
jealousy destructive way
Stage 3: e Group cohesion develops e Allow time for members to
Norming e Norms emerge begin to work, talk
e Authority problems resolved e Draw up plans, make
e Members identify with the preliminary decisions
group
Stage 4: e Clear, flexible rules e Let them do it and join if
Performing | ® Pragmatism in support of task appropriate

Satisfaction in achievement

BY MG SA
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Group Roles

In every group there are people with different personalities and characterstics.
Sometimes these personalities come into conflict with each other and make it
difficult to work together. It is a facilitator’s role to look out for these potential

conflicts and to help groups either avoid them, or deal with them if they happen.

In order to do this, it is important to have an understanding of the different roles
people play in a group, the different personality types and the affect they have on

each other. This will help you understand yourself and groups better.

_vexy

There are many different models for understanding group roles and personalities.
We have picked one model for this manual to help understand how different
people behave in groups and particularly in conversations and discussions. It is
called the Four Player System (adapted from David Kantoor, 1997) because these
are all roles that we play at different times. However there is probably one that we

more easily do —and that can be more dominant or common for us to play.
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MOVER
Initiates Action
Proposes Ildeas

OBSERVER SUPPORTER
Reflects Appreciates
Gives Feedback Adds, Expands on

Sees and names

CHALLENGER
Opposes
Adds dif ferent views
Pl ays devi |

© David Kantoor, 1997

T

X \@ Individual activity

Which of these roles do you play more regularly in your work environment? Is it

different from what you do at home or in your personal environment?
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What is important to understand is that every personality dynamic has a shadow

side. This is a part that makes that type of personality difficult for other people to

get on with sometimes and come into conflict with others.

It is important that we understand our own and other’s shadows so that we know

how to handle this. On the next page, we look at the four player system and its

possible shadows.

FOUR PLAYER SYSTEM: INTENTIONS & IMPACTS

ROLE INTENTION SOMETIMES COMES ACROSS
AS:
MOVER Direction Omnipotent
Clarity Dictatorial
Discipline Impatient
SUPPORTER Appreciation Yes-person
Loyalty Pliant
Compassion Soft
CHALLENGER Correction Critical
Integrity Competitive
Courage Attacking or Defensive
OBSERVER Perspective Disengaged
Self-reflection Withdrawn
Name what they Judgemental
see

BY MG SA
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X b >
==X Individual activity

Reflect on your role as a facilitator — what are your strengths and weaknesses? Do
you have any fears about fulfilling this role? What can you do to address these?

Self-test

You should be able to:

e |dentify fears and vulnerabilities as facilitators of group learning processes
and explore ways of working with them.

e Describe group development and identify some group dynamics.

e Analyse different interests, perspectives and relationships among group
members

e Discuss some different personality types and how to support these.

Please ask your facilitator if you are unsure of any of the above.
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HOW DO WE LEARN?

If we want to facilitate learning, it is important first that we understand how people

learn as this will assist us in knowing what to do to encourage that as a facilitator.

=
t&g Individual activity

= :

Think about a time when you were trying to learn to do something new and
perhaps failed the first time. What happened? How did you eventually learn to do
this? Share your stories in pairs.
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People all have different ways of learning and as a facilitator, understanding this is
important, as it helps us support and ensure that learning happens. Some people
are visual learners — they need to see something to begin to understand. For others
it is enough just to hear about something to start to learn, while others need to do

it in practice to learn.

An old Chinese proverb says "I hear and | forget. | see and | remember. | do and |
understand." All of us also learn from our experiences. It is this that a facilitator can
really support in an organisation. In the everyday life of an organisation, lots of
things are happening — to individuals, with the various projects and to the
organisation itself. Most of the time, we don’t make the time to stop and reflect
and really learn from all that is happening in our organisations and to ourselves, so

that we can improve and develop. Facilitating learning in an organisation requires
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stimulating and encouraging the processes of learning and motivating people to
reflect on their practice. Action learning is one

way of learning from all that is happening.

Action Learning Cycle

(Acknowledgment to CRDA for much of the theory in this

section)

One of the natural ways that we all learn is from
our experience. Action learning explains this
process of learning — the learning from our

experience and our actions that we use to

improve our practice and future plans. It is different from being taught and is
important as it assists people in becoming more independent and trusting of their
own ability to find the answers to their challenges. Action learning can help people

become less dependent on experts for all the answers.

Definition

Action learning is a continuous process — we do something, we stop and reflect on
our actions, we learn something and we use this to plan to do things differently the
next time. In this way, the end of the cycle becomes the beginning of the next

cycle, as shown in the drawing above.

It starts by our experience and remembering this and all the elements that made it

the way it was. We then need to make time to stop and reflect — to re-examine the
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event or our actions to get a better understanding of what happened. ',

Sadly we often don’t take time to do this and end up repeating the same Q
actions (and often the same mistakes). Sometimes it takes a crisis to get
us to do this — or a facilitator who can help encourage this. Reflection

involves looking at what happened from many different angles.

Having reflected does not mean that we have learnt though! The next step
is to try and learn from our experience and reflections — this is about
identifying some general lessons that could be applicable to not just this

situation but our lives as well. With our new learnings, we then need to plan for a
different action in the future. Our insights must result in new decisions and
planning different actions. If we plan in our organisations, this must be based on

learning from the past otherwise it is often a waste of time.

Important thought

As action learning is about the personal experiences and learnings of individuals, it
is important that instead of telling people what they have learnt (which is more like
teaching), one should encourage people to come to their own conclusions and
learnings through a process of reflection. In order to achieve this, one should use

guestions to guide learning.

Our role as facilitators is to draw out learning rather than telling people what to
think. This is the important difference between teaching and facilitating.

Facilitating is also different from presenting.
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Below is an example of some of the questions that might be useful to draw out

learning for each stage of the action learning cycle:

ACTION
What happened?
Who was there?

Describe the
events. How do

I/we feel about it?

REFLECTION
Why did it happen?
What made it
better? What made
it worse? What

caused it?

PLANNING
What do we want
now? What will we
do differently? How
will we avoid the
same mistakes?

ACTION
LEARNING
CYCLE

LEARNING
What new insights
did we have? What
did we learn? What
would we have
done differently?

Important thought

Each part of the cycle is as important as the other and needs equal attention!
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We often make the mistake of only focusing on one part of
the cycle or only a couple. Ideally we should become better

and better in our practice by constantly learning from our past

experience, however, what often happens is that we get stuck in one
part of the cycle. As individuals we have our own strengths and
weaknesses — often we are strong in one part of the action learning cycle.
For example we might be very gifted at reflection. But that also often means that
we are not so good at the other parts of the cycle. We need to consciously develop
those other parts of ourselves so that we can operate effectively in all parts of the
cycle. In groups it is particularly important otherwise the group will be unbalanced
if they only focus on one part of the cycle. For example if an organisation is made
up mainly of planners, the other parts of the cycle will suffer and the planning will

not be based on learning and improving the actions of the organisation.

A facilitator needs to understand how people learn and support this process in

order to encourage learning in an organisation.

Encouraging Learning in Organisations

As we can see from the action learning cycle, encouraging learning in an
organisation is important in order to develop as organisations and to improve our

practice and the service that we offer to communities.

For some reason, even though we all know the benefit of learning from our
mistakes and using this to improve our lives or practice, we often don’t take time
to reflect and learn from our experiences. These resistances to learning are even

more obvious in an organisation. Often there is no history of learning, or there is no
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time made for it in the day to day activities of the organisation.

Resistance to learning is often also about one part of the cycle being favoured in

the organisation’s practice, while the others are not given any attention.

For example there are organisations that focus mainly on action — these are those
organisations that are just focused on doing and that see any process of reflection
and learning, as taking them away from the important, essential work that they do.
Learning and planning are often seen as a waste of time —the focus is on getting
things done not on learning or improving them. Often Community based
organisations are guilty of this, as the need in the community is so critical that it

takes all the focus.
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The organisations that are too focused on reflection, love
to debate and argue all the finer points. They spend a lot of
time analysing and discussing things, without getting much

done or coming to any conclusions or learnings.

Then there are those organisations that are very solution

focused — those organisations that over-emphasise learning.
They are always looking for the quick answer without taking sufficient time to

really reflect on their actions and ground their learning in the actual experience

Then lastly there are those organisations (or people) that spend all their time on
planning. This planning is not based on learnings from the past and therefore often
makes it difficult to implement — or otherwise the plan doesn’t get improved

results.

Important thought

All the parts of the cycle are important for success but if we focus on or have
passion for only one part of the cycle that means we don’t do the others, this is a

resistance to learning that will most likely have a negative impact on our success!
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Creating Good Environments for learning

If we know that people can be resistant to learning as individuals, what becomes

important is to create an environment that encourages learning.

Group activity

What makes a good learning environment? What encourages
people to learn?

In our organizations we have to make an effort to build this kind of environment

and to develop a culture of learning so that we can improve our practice and work.
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R
&\\,;/\\\:2\%9 Individual activity

Thinking about your organisation — assess your environment and culture. Is it one
that supports learning? What could you do to improve the environment to support
learning and build a culture of learning?

Here are some ideas of what we can do in our organisations to build this kind of

environment:

e Set up regular learning ‘dates’
e Involve all in designing and deciding on learning processes (build ownership)
e Ensure that people feel comfortable and welcome

e Create a safe space for disagreement and encourage different viewpoints
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and be open to challenge
e Hold a non-judgemental standpoint and support others to do this too
e Always ensure that group contracts are established and upheld \ Y,
e Focus on relationship building at all times
e Encourage appreciation and celebration for achievements
and group performance '
e Recognise individuals for their contributions
e Create a non-threatening environment, where people
understand that there are no ‘wrong’ answers, and they can

be free to make comments and not be labelled stupid.

Self-test

You should be able to:

e Discuss the various ways that people learn

e Describe factors that create or inhibit an environment for learning and
personal development

e Use constructive conversation skills and explain ways to develop this within
the organisation

e Mention techniques to draw out learning (such as reflection, discussion,
using own experience).

Please ask your facilitator if you are unsure of any of the above.
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MORE ON FACILITATION — STYLES AND SKILLS

Different Facilitation styles

As we know from our definitions of facilitation — facilitation in its simplest
description is about making things easier. Facilitators support a group or an
individual to achieve their goals or purpose. There are however many different

ways to achieve this.
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There are many different facilitation styles and many different theories and names

that are used for the various styles. However they can all be placed somewhere on

this scale:
— >
Facilitator takes control Facilitators hands control

over to participants

Telling the group what to do <€ Providing guidance <» Paraphrasing <% Doing nothing

You might have a preference for one kind of facilitation or another. However
facilitators should always aim to give more control to the participants where
possible as this is more empowering and allows people to make their own decisions

during learning.

Facilitators can still offer structured activities to encourage learning — such as role-
plays, case stories and discussions pertaining to what is happening within the
group. However the facilitator is not there to make decisions on behalf of the
group or to be in control but rather to offer perspective and to take note of the
various things happening in the group (such as behaviour patterns, key moments)

to be used later in a debrief.

Sometimes the group may turn to the facilitator for help. As a facilitator you should
consider not providing a solution or direction as it might be good to let the group
struggle to find the answer themselves. In such cases, it may be good to rephrase
to the group what they have said (paraphrase) and summarise what has happened
until that point. This is like offering a mirror to the group, but allows control to

remain with the group.
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There are times and situations where you need to take more control as a facilitator.
This can be when the group is stuck, running out of time, when the group is
frustrated in the process or when the group dynamics are making it difficult to

work together.

-

Telling the group what to do is sometimes needed in these

situations. A facilitator may choose to intervene and give a

solution. However this still needs to be offered with respect
and allow the group a chance to comment. Even in such
cases, a gentler form of intervention is possible—the
facilitator can choose to ask some questions about the
group’s progress, offer some perspectives and get the group
to move on without telling them what to do. Telling a group
what to do is quite extreme and sometimes it is enough in these situations just to

provide guidance instead.

Between the two extremes of facilitation style are many different styles that are
about supporting and guiding the group. These facilitation styles are about offering

perspectives and raising questions that enable the group to move on and learn.

Important thought

Sometimes as facilitators we can make the mistake of keeping too much control
over information and the session. Remember: learning happens when people take
responsibility to learn. No amount of persuasion or direction will enable learning
that is long-lasting. With this in mind, it is important to stick to a facilitation style

that empowers people and builds ownership of the learning process.
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Key principles of facilitation

No matter what style of facilitation you use, there are some key principles that you

should always ensure you uphold in your practice.

Here are some further suggestions:

Confidentiality: What is shared in the group remains in the group. Personal and
sensitive information should not be told to others unless you need to for the sake

of the organisation. If this is the case, let people know beforehand if possible.
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RespectWe should respect each other’s opinions and experiences, even if they are
different from our own or we do not agree with them —this includes the facilitator,
who needs to display respect for every learner’s opinion and contribution, and to

make sure that s/he provides opportunity for all to participate.

NonJudgment: It is fine to disagree with another person’s point of view but not
to judge or put down another person because they do not feel the same as you do.
This is particularly important because as a facilitator you have a lot of power in the
group (people look up to you) and so you need to make sure that you do not

appear to judge or dislike someone.

Give feedback usingrstatements Using I-statements ensures that the view you
are expressing comes from you. It also shows confidence and assertiveness. It

shows that you are speaking for yourself and not for the group.

Integrity: Walk your talk! Be a role model for the group. For example, the ground

rules apply to the facilitator too — if they say cellphones off, don’t answer yours!

Some do’s and don’ts of facilitation

Plan and prepare for sessions in advance | Have a long dialogue with one participant
Show interest when listening Criticise on a personal basis

Use simple language Dominate the group

Act responsibly Be biased

Be patient Be insensitive

Allow participants to discover Allow domination

Encourage active interaction Go beyond time allocated

Ask for suggestions from the group in | Exaggerate enthusiasm about delivering
answering questions session — be false.
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Facilitation skills

Facilitating learning takes a wide range of skills and abilities. The role of the
facilitator in an organisation is to guide groups towards agreement, achieving their
purpose and to encourage and make learning easy and conscious. A facilitator also
needs to help set the agenda for group process, understand the group values and

be aware of group dynamics.

For this you need lots of different skills — sometimes the list seems never ending,

and for that reason, one never really stops learning and developing as a facilitator.
Facilitators need to be able to:

e Plan before doing

e Create a safe environment (including contracting and agreement on values)
e Encourage participation by all

e Work to understand what is driving groups and individuals

e Manage the environment and space of the event

e Monitor the agenda and keep time

e Provide and ask for constructive feedback
e Help participants to understand different points of view and
encourage solutions that include these views

e Encourage decision-making together when appropriate

e Manage participant behaviour and assist in resolving conflict

e Teach new thinking skills and facilitate structured thinking activities

e Record any agreements. They may also note unresolved issues for later
debate.

e Tryto understand and manage themselves as facilitators and people!
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Some of the things you need to be able to do well are to:

listen attentively and affirm contributions from participants
e stimulate participation in the group

e use questions effectively

e overcome difficult moments and ‘stuckness’

e give and receive feedback

All these skills are things you need to focus on and learn. We will look at these in

more detail below.

Using Questions

As a facilitator, if we want to encourage groups and participants to be in control of
their learning process and to learn from experience, we need to become good at

using questions —and not just any questions, but good questions.

Important thought

We don’t want to tell people what to think (or tell them the answers) but facilitate

empowering processes where groups come to their own conclusions and learnings.

We therefore need to become good at asking questions that help people to think.
“What” and “how” questions are really good at encouraging thinking. “Why”
guestions can be useful but should be used with care as they can seem judgmental.

What we need to avoid are questions that don’t encourage a long answer — we call
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these closed questions.

Unskilled listeners often fall into the trap of asking too many closed questions.
Closed questions invite very short answers and don’t open up a conversation. They
can be answered by one word or a short phrase and keep the control of the
conversation with the asker. However, they are useful for getting facts and are easy

and quick to answer.

Open questions invite longer answers, and therefore encourage sharing
information and sometimes feelings too. They give people a chance to think and
reflect and will provide opinions and feelings.
Importantly they give control to the person talking.
Good listeners are able to ask open and closed

questions at appropriate moments.

Examples of Closed questions

e Do you understand what is being spoken about here?
e Would you like to go ahead with the proposed suggestion?
e Does everyone agree?

e Do you think this is a good idea?
Examples of Open Questions

e What do you think the best way to deal with this would be?
e How would you solve this issue?
e What do you think the problem is here?

e You appear upset about this. Would you like to tell us what your concern is?
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\\\;\&9 Individual activity

Give 3 examples of open questions that would be useful in a learning conversation
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Giving and Receiving Feedback

As a facilitator, there will be times, based on your observations of the group and its
process that you will need to give individuals or the group some feedback. Doing
this in a non-judgemental and respectful way is the key to how well people will be
able to hear the feedback. Giving good feedback is also useful when handling

difficult situations.

Important thought

Being able to give good, non-threatening and constructive feedback to others AND
to be able to receive feedback yourself openly and without getting defensive is a

critical skill for facilitators.

Below is a tool that one can use for giving feedback — it makes use of I-statements
so that it is not too threatening, and helps identify the feelings that you have about
the situation as well as the assumptions that you have made about the other

person.

One has to be really careful when giving feedback that one is non-judgmental and
that one has the humility to realise that even if you were hurt, it is only your
opinion. You also need to have compassion for the other person to whom you are
giving feedback. Remember that they are also a human being who makes mistakes

and has a different world view to you.

This is why this is called the Compassionate Feedback Model.
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Compassionate Feedback Model

“WHEN I (hear, see) ......”

Describe the behaviour — just the facts as specifically as possible without
judgement or exaggeration

“l FEEL (happy, sad, angry, afraid)....”
Say how you feel — tell how their behaviour affects you.
“BECAUSE | (assume, believe, think)....”

Give your assumption that led you to feel the way you do

Ask for what you would like in the future — changes you would like to see
“WHAT DO YOU THINK?

Then Listen again
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&\/;L&\@ Individual activity

Think about a situation that you have at work or at home, where you really need to
give some difficult feedback to another person. Use the feedback model to practice
writing what you would say to that person.

“WHEN I (hear, see) ......"

“I FEEL (happy, sad, angry, afraid)....

“BECAUSE | (assume, believe, think) THAT....”

“WHAT DO YOU THINK?

To practice properly, you should now role play this with someone to see if you have

done a good job — ask them to check that you’re being non-judgemental and open!
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Conditions for Feedback

Feedback is never easy to give well, nor is it often easy to receive. To do it properly
we have to make sure that there are certain conditions in place that would make it

easier for someone to hear and receive.
Below are some conditions for giving feedback:

e Always ask for permission first — don’t force someone to hear feedback

e Make sure the timing is right for both parties

e Choose a good place — that is safe, private and appropriate

e Be compassionate - ask yourself: “how might the other person be feeling?”
e Assume that you could be misinterpreting what happened

e Get your emotions under control

e Only give feedback about things that the person can change

e Use I-statements and be specific ._

REMEMBER: Giving feedback is never easy, but if done well, it

isn’t unpleasant and can be valuable.
For receiving feedback:

e Tryto accept the feedback without becoming angry or defensive
e Remember it has taken courage for the person to speak up — be thankful!
e |[fthe feedback involved a group — check if the whole group felt this way.

e Use the information — reflect, learn and change if necessary!
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Overcoming difficult moments

There comes a time in any process where the group just feels stuck — they can’t
move forward. Or there is conflict amongst the members (like storming) or just
cannot get everyone to agree. As a facilitator you need to know how to handle

these situations and how to resolve the difficulty.

There is never one right way for resolving difficult moments in a group and as you
gain more experience and get a chance to observe other facilitators at work too,
you will develop your own approaches and ideas to be able to deal with these
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situations. You will develop your own toolbox — your collection of tricks and tools
that you think will work. What helps is to remember the principles of facilitation —
particularly using I-statements and having a non-judgemental approach. Using
guestions to elicit different thinking and help guide the group is also really
important. The Action learning cycle can be a very useful tool in this regard to

encourage reflection and learning from these moments.

Remember that there will normally be some conflict in a group at sometime.
Conflict in itself can be a very good, constructive thing. However conflict can also
be very destructive in a learning process and in an organisation. It is therefore the
role of the facilitator to try to ensure that conflicts are handled in a constructive

way and that they remain a healthy part of a developing organisation.

Difficult group dynamics

When facilitating group processes, you often have to deal with difficult moments
and difficult characteristics that affect the functioning of the group and prevent

you from facilitating a good learning process.

Below is a fun way of looking at some possible ‘characters’ that you might

encounter. There are many more but these are some common ones!

—

R\l \@ Individual activity

Read the different descriptions and see which one could describe your behaviour

sometimes. Think about how you would deal with this behaviour as a facilitator.
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Our Animal sides! (activity adapted from Training for Transformation)

An attention seeker, s/he fools around and
chatters a lot — can prevent the group from

concentrating on serious business

Stubborn and will not change his/her point of
view. Simply blocks the way and prevents the

group from taking the direction they have chosen.

Appears quiet and not very interested but then
suddenly strikes with a strong opinion or

objection.

Timid and shy. Afraid to speak up on any subject

and often quite withdrawn.

Aggressive and dominant, s/he gets into fights
whenever others disagree with his/her plans or

decisions or interfere with what s/he wants. The

anger often comes from hidden pain.
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Important thought

Reflection and learning on our practice as facilitators (our action) is important for

our development and growth too!

It really helps if you are aware of the possible issues or difficult moments that you
could encounter in a group and have some possible approaches to dealing with
these. However facilitation is an on-going process of learning, and there will be
days that you struggle to ‘fix’ a difficult situation. Just remember — mistakes and
crisis are learning opportunities for the facilitator too! So ensure that you include
some reflection and learning time into your practice as well so that you can plan

differently for next time and improve your facilitation.

Self-test

You should be able to:

Describe a variety of facilitation styles

Listen attentively and affirm contributions from participants
Stimulate participation in the group

Use questions effectively

Overcome difficult moments and ‘stuckness’

Giving and receiving feedback

Please ask your facilitator if you are unsure of any of the above.
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DESIGNING A LEARNING PROCESS

Before we can design any learning process, we need to know what we are trying to

achieve — our outcome.

Group activity
What do you think an outcome is? Come up with a definition.

Definition

An outcome is what you want to have achieved at the end of a process. In terms of
learning, it is learning that can be demonstrated.

Outcomes are visible. They are results that happen in real situations.
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Group activity
Brainstorm some of the various learning processes you might
want to do in an organisation

As with any process, an important part of ensuring your success is planning.

Before you start planning, you need to decide what your outcome is, and then pick

the activities that you think will best achieve this outcome.

You then need to carefully think through the timing, what resources you will need
as well as possible challenges you might face to ensure that you have thought

through all the parts needed to plan a programme.
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Proposed time frame

Activity

Method

Resources needed
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Now that you have learnt about how people learn, about facilitation styles and
skills and have planned a learning process - all that is left is to go out there and

develop and improve your facilitation skills.

Self-test

You should be able to:

e Identify a variety of group learning processes in a CBO (staff meetings,
programme reviews, strategic reviews and planning)

e |dentify outcomes for an organisational learning process

e Develop an informal plan for learning

Please ask your facilitator if you are unsure of any of the above.

e
R\',._b\}o Individual activity

e —

Reflecting on this course, what did the facilitator do that you noticed and

appreciated? What did s/he do to facilitate and encourage learning?
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Finally some tips for being a good facilitator

e Remember that you are a role model. Do your best to practice the behaviour
that you are talking about

e Keep studying and researching, learn about the issues, develop leadership
skills

e Be open to new experiences — there is always something to learn

e Ensure that you give accurate and updated information

e Understand your target audience

e Use target or age appropriate activities

e Always strive to keep to the time allocated

e Use ice-breakers and energisers that add value to sessions (and where
possible, link to the content presented)

e Keep your mind open and flexible

e Have fun, love and enjoy what you are doing
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Notes
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The learning materials for Development Practice and Management were specifically

designed to complement and give substance to the competence standards drafted with

the assistance of community based development practitioners in South Africa. It is

envisaged that practitioners, capacity builders, grant-makers and others will use these

standards and learning materials, improve them and in turn share their learning with

others via www.developmentpractice.org.za.

AIDS Consortium

info@aidsconsortium.org.za

Tel: +27 (0) 11 403 0265

www.aidsconsortium.org.za

Community Connections

info@connectionsafrica.org.za

Tel: +27 (0) 21 371 2909

www.connectionsafrica.org.za

Keystone

andre@keystoneaccountability.org

Tel: +27(0) 21 788 5685

www.keystoneaccountability.org

Sustainability Institute

manda@sustainabilityinstitute.net

Tel: +27 (0) 21 881 3196

www.sustainabilityinstitute.net

C. S. Mott Foundation

info@mott.org

Tel: +27 (0) 11 726-1552

www.mott.org

Investec Bank

Social.Investment@investec.co.za

Tel: +27 (0) 11 286 3141

www.investec.com
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