Participatory
Community Building
Guidebook

Building Community Capacity

(O Jeder

INSTITUTE

Professionally supported by:

[ ] ASSET BASED y
O b C d k@. COMMUNITY
DEVELOPMENT .

INSTITUTE {ABCD} ASIA PACIFIC

Jeder Institute 2020 v2




(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Table of Contents

INTRODUCTION 6
Conditions for Successful Community Building 7
Needs versus Strengths 7
Community Building versus Social Services 8
CONSCIOUS CO-DESIGN 9
Purpose: What does it look like in practice? 10
Potential Engagement and Development Frameworks 11

Pattern: a recurring characteristic, which helps identify past, present and future movement or rhythm, e.g.
chaos and order, new system and old system 11

Practice: a foundational form undertaken with the aim to improve, e.g. a repeated daily practice, conscious

reframing, shifting perspective 11
Process: steps taken to achieve an outcome or activity, e.g. intentional movement, generative space 11
Principles: Key identifiers and the fundamental building blocks of good practice 12
Where do we start? 12

ASSET BASED COMMUNITY-LED DEVELOPMENT (ABCD) & OTHER COMMUNITY BUILDING

PRACTICES 14
What is Asset Based Community-Led Development? 15
The Glass Half Full 16
Six Types of Assets to Connect: 16
The Drivers of ABCD 16
Asset Mapping 17
Asset Mapping Atlas 17
3 Steps to Asset Mapping 19
What should we map? 19
Asset Mapping Story 22
Creating a Community Asset Map 23
Individual Asset Mapping 24
5 H’s Exercise 24
Connecting Individual Assets - Know, Teach, Learn 25
Timebanks 26
Community Asset Mapping 27
Identifying Community Assets — Speed Dating Assets Exercise 27
Leaky Bucket — Community Economic Literacy 27
Placemaking 28
Organisational Mapping 29
Connecting your Organisations Assets to a Project 29

Jeder Institute 2020 v2




(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Mapping existing and potential partners 29
Stakeholder Mapping 30
Top 100 Partners 30
Systems Mapping 31
Quadrants of Change 31
Ecological and Bioregional Mapping 32
Edge Effect 32
Principal Principle 33
Building the Bridge from Client to Community Member: ABCD for Inclusion 34
Harmonising the 4 Things Worth Doing 34
Learning Conversations 35
Bumping Places 35
Community Leadership 36
The Angry Hamburger 37
5 Wais 37
People versus Programs 38
90/10 Principle 38
Appreciative Inquiry 39
An Appreciative Inquiry Focus 39
What is Appreciative Inquiry good for? 39
The 5 elements of Appreciative Inquiry 40
Appreciative Inquiry 5 D process 41
S.0.A.R. Analysis 42
Designing Powerful Questions 43
Storytelling Triads 43
Dialogue Walk (or Appreciative Walk) 44
Eco-Cycle Planning 44
What is Co-design? 45
Co-Design Double Diamond 45
Design Thinking 46
Human Centred Design 46
Empathy Mapping 46
Community Engagement 47
IAP2 Spectrum of Public Participation 47
Deciding / Doing Continuum 48
Kitchen Table Conversations 48

Jeder Institute 2020 v2




) Jeder
INSTITUTE Participatory Community Building Guidebook

Living Labs 49
Knowledge Café 49
Monitoring and Evaluation 49

Results Based Accountability 49

Most Significant Change 51
ART OF HOSTING & OTHER PARTICIPATORY PRACTICES 52
The Art of Hosting 53
Practices, Patterns and Processes 53
The Four-Fold Practice 53
Circle Practice (Yarning Circles) 56
The Square Triangle 57
Two Complementary Worldviews 57
Worldview Intelligence 58
Complexity - The Cynefin Framework 58
Mental Models Iceberg (Systems Thinking and Innovation) 60
Levels of Listening 60
Chaordic Path 61
Chaordic Stepping Stones 61
Two Loops 62
Collective Story Harvest 63
The Art of Harvesting 65

Who should do the harvesting? 65
Levels of Scribing 69
Pro Action Café 70
Consent Decision Making 72
Theory U 74

Dialogue Interviewing 74

Guided Journaling 76
Divergence, Emergence and Convergence (Breath Pattern) 78
World Café 81

What is World Café good for? 82
Open Space Technology 83

What is Open Space good for? 84
8 Breaths of Design 85
Eight Little Helpers 87
Designing for Wiser Action 88

Jeder Institute 2020 v2




(&) Jeder

INSTITUTE Participatory Community Building Guidebook
ORGANISATIONS AS LIVING SYSTEMS & OTHER SELF ORGANISING PRACTICES 92
Self Organised Teams 93
Jeder’s Story: A Next Stage Organisation 93
Self-managed (Teal) organisations 94
From a TEAL leadership perspective 95
Systems Thinking 97
Agile Organisations 97
RESOURCES 100
Asset Based Community Development online 101
Art of Hosting online 101
Other online resources 101

We are committed to reconciliation and recognise and respect the significance of Aboriginaland
Torres Strait Islander peoples’ communities, cultures and histories.
We acknowledge and respectthe Aboriginal and Torres Strait Islander peoples, as the traditional
custodians of the land.

e L
-

Jeder Institute 2020 v2




(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Introduction

This is a guidebook is designed for participants of Art of Participatory Community Building and the
shorter Participatory Community Building workshops. Itis not a substitute for attending a workshop
and is designedto enhance the workshop experience and to be used as a point of reference foryour
future practice.

The Art of Participatory Community Building (AoPCB) is the brainchild of Dee Brooks and Michelle
Dunscombe who utilise participatory processesin their community development/building work
across the globe. AoPCB blends patterns, practice, processes and principles from Asset Based
Community-led Development, Art of Hosting, Appreciative Inquiry, and other strengths based
methodologies. Duringa workshop notall contentsin this guidebook are covered as we co-create
the content with a local core team to support where each community is on their journey of
community building. The guidebook offers an insight to the range of patterns, practice, processes
and principles available to supportlocal community-led efforts.

We trustyou will enjoy the Art of participatory Community Building workshop. We always welcome
suggestions forrevisions to the guidebook and love to hear how you adapt any

We acknowledge the work of John McKnight, Jody Kretzmann, ABCD Institute, Mike Green, Henry
Moore, Peter Kenyon from Bank of Ideas, Alison Mathie, Gord Cunningham and Brianne Peters from
the Coady Institute, Edger Cahn, Paul Born from the Tamarack Institute, Jim Diers, Toke Moeller and
the global Art of Hosting community, Peer Spirit, Circle Way, Jack Pearpoint, David Cooperrider,
Jackie Stavros, Denise Bijoux from Catalyse (NZ), Mary Alice Arthur, Harrison Owen, Juanita Brown,
David Isaacs, Terri Bailey, Audrey Jordan, Leila Feister, Otto Scharmer, David Snowden, Jax Wechsler
from Sticky Studios, Mark Friedmann, Kathy Jordain, Jerry Nagel, Chris Corrigan, Deborah Frieze,
Margaret Wheatley, Samantha Slade and Frederic Laloux. We appreciate their generosity in making
available the materials used in this guide.

If you have this guidebook and haven’t participated in a workshop and would like to join a workshop,
please contact Dee or Michelle at JederInstitute. Dee and Michelle have developed a3 day Train the
Trainer program if you are interested in developing your knowledge furtherto deliver your own
trainings and workshops.

Created by Dee Brooks and Michelle Dunscombe
0403 330 932 0400 578 662

dee@jeder.com.au michelle@jeder.com.au
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Conditions for Successful Community Building
The conditions for successful community building from Terri Bailey, AudreyJordan and Leila Feister
and build on work by Otto Scharmer (Theory U) to considerand reveal the "essential conditions"
needed for successful community change initiatives, because community change doesn’texistina
vacuum. Among the most essential conditions are:

1. Willingness to learn and imagine a better way of doing
things.

2. Beliefthat the new way of doing things will work and the
will to act on that conviction.

3. Knowledge of the community context and history,
especially the nuances and impact of race, politics, social
networks and other initiatives or programmes that have
operatedin the area.

4. Leadership capacity, along with continual efforts to
develop andreplenish the supply of community leaders. The process of becominga leader
prepares stakeholders to participate in a democratic process and provides a structure for
shifting powertothose who are most affected by community conditions or by the desired

changes.

5. Relationshipsand a sense of teamwork. Social relationships e ncourage and provide
neighbour-to-neighbour support, help people overcome the isolation of living and working
alone, and overcome geographical, racial, class and power differences.

Needs versus Strengths
We can tend to look at communities view a view of identifying deficits, gaps or needs butwe must
not stop there. To balance the picture and understand what STRENGTHS are available that could

addressthe needsis so important. ALL communities have strengths and assets. In many cases the
mobilising of these strengths we address the needs of acommunity. An asset based approach s
aboutidentifying, connecting and mobilising these strengths to create opportunities.
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Community Building versus Social Services

How is the Community Building Model Different From the Social Service Model?

In subtle, butvery important ways...

Community Building Model Social Service Model

Focus on ASSETS Focus on NEEDS

Builds from OPPORTUNITIES Respondsto PROBLEMS
Investment Orientation CHARITY Orientation

Emphasis on ASSOCIATIONS Emphasis on AGENCIES

Focus on COMMUNITY Focus on INDIVIDUALS

Goal is EMPOWERMENT Goal is SERVICE

Power comes from RELATIONSHIPS Powercomes from CREDENTIALS
PEOPLE are the answer PROGRAMS are the answer
People are CITIZENS People are CLIENTS
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Conscious Co-Design
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The contentin this Guidebook is to offeraplace for conscious decision making to be practically
applied when choosing or using particular community engagementand development frameworks
and their practices, processes and patterns. Itis loosely based on the work of Giorgio Agamben, who
says,

"I will call an apparatus, literally anything that has in some way the capacity to capture, orient,
determine, intercept, model, control, or secure the gestures, behaviors, opinions, or discourses of
living beings."

Giorgio Agamben, “Whatis an Apparatus?” and other essays. 2009.

The following is an excerpt, based on a blog about Conscious Co-Design. The full blog can be found
here: http://jeder.com.au/conscious-co-design/

Locating yourself within a number of given community engagement and development frameworks
can be exciting, stressrelievingand can open up new possibilities.

Patternsin frameworks are as natural, and needed, as breathing; you just don’t know whatyou don’t
know!

Intentionally working with patterns can support the steps needed to shift the view of dominant, or
guiet, voices. Patterns can actively respond to angerand frustration and can also bring joy,
abundance and can strengthen a sense of belongingand connectedness.
What we at the Jeder Institute have found through decades of grassroots practice and by sharing our
lessons of application through training delivery and conference co-design is:
e Patternssuchas DEC Thinking (the Breath Pattern) or Theory U, both foundin the Art of
Hosting practices, offerthe organic nature of a patternto explore
e Methodologies like Narrative Therapy and Appreciative Inquiry offer the evidence-based
dialogical framework to support purposefuldivergence
e Movements like ABCD, Placemaking, Timebanking or Collective Impact provide the
vehicle for engagementand development for convergence

A discerning practitioner understands that pattern locating offers HOPE (Helping Other Possibilities
Emerge) and by holding the space to make the patternvisible, as an emergentdiscovery, we offera
deeperdive into the simple complexity of community life!

M“mlmm
i C\-c;wm&m Mg =

Purpose: What does it look like in practice?

Purpose andintentis central to this framework. What are you aiming to achieve? Who wants this?
Who cares? Focusing attention on the community-led aspect of thiswork is paramount here. There
are a multitude of ways to discoverthis, as is set out throughoutthe rest of this guidebook.
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Once the purpose is identified, you can start looking at the relevant and appropriate engagement
and development frameworks and discerning the next steps orapproach, based on that choice.

It'svery important here that you enterwith a curious mind and stay open to the possibilities of
blending practices and processes. This takes time and is a practice within itself.

Potential Engagement and Development Frameworks
These may be some, but certainly not all, the frameworks you might explore

¢ Asset-Based Community-Led Development (ABCD)

¢ Results Based Accountability (RBA)

e Art of Hosting & Harvesting

e Appreciative Inquiry

e Collective Impact

e NextStage Organising

e Place Making

e Time Banking

e IAP2(Spectrum)

e Participatory Action Research

e PersonCentred Thinking

Pattern: a recurring characteristic, which helps identify past, present and future
movement or rhythm, e.g. chaos and order, new system and old system
Once you have settled on a framework, what underlying pattern might support your next wise steps?
Is there a broader picture or systems view of the issue, challenge or projectto explore?

e  Circle Work

e Chaordic Path

o Two Loops

e Complexity

e DECThinking

e TheoryU (?)

e Appreciative Inquiry (3 stages)

e Living Systems

Practice: a foundational form undertaken with the aim to improve, e.g. a repeated daily
practice, conscious reframing, shifting perspective

What practices will bestserve your purpose? Are there daily or regular patternsthat will keep youon
track or supportyour movement throughthe patterns?

e Circle Practice

e Glass half empty/full

e Strengthsversus Needs

e 4-Fold

e Appreciative Inquiry (5D’s)
e Checkin/out

e 90/10 Principal Principle

Process: steps taken to achieve an outcome or activity, e.g. intentional movement,

generative space
What are the most relevant and appropriate processes that will shift your work, community,
organisation or systeminto generative action?
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o 6 Assets & Asset Mapping (5 levels)
e BumpingSpaces

e World Café

e OpenSpace

e SOAR(don’tSWOT)

e Top 100

e Learning Conversations

e Designing for Wiser Action

Principles: Key identifiers and the fundamental building blocks of good practice

Principles encompass the framework. What are your values and the values of organisation, family,
community? What drives your choices, passion and ways forward?

e Diversity
e Inclusion
e Trust

e Strengths-based
e Collaboration
e Participation

Where do we start?

Our good friend, Mike Green, from ABCD for Inclusion in Denver, USA says, “ABCD s justone
language of a larger movement” so, even though this Guidebookis underpinned by ABCD as Jeder’s
choice of framework. The Conscious Co-Design principles and practices still apply in our everyday
grassroots work.

ABCD is an empowering and flexible way of discovering the strengths and assets of a community and
Participatory Leadership offers arange of practices and processes to help communities achieve an
inclusive and participatory way forward.

There is no correct way of doing this; each community is unique and will be guided by the individual
capacities, community strengths and organisational resources and networks that are present.

Some strategies to start with might be:
e  Build, nurture, maintain relationships — it can take time to build trust
e Identify community leaders —they have existing, strong networks
e Whenever possible, practice the art of reframing — shift the language from needs to
strengths
e Host conversations—5 H’s/ Learning Conversations / Story Telling and Gathering / World
Café / Open Space or any other participatory method

Jeder Institute 2020 v2 Page 12
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Following are some Appreciative Inquiry style questions that could guide forward action:
Setting the scene:

* What'sourintention here? What’s the bigger purpose?

*  What opportunities can you see (in the specificsituation)?

*  What do we know so far andstill needto learn about?

* What are the opportunities (in the specific situation)?

* What are the assumptions we need to challenge (about the specific situation)?

Connecting and building:
*  What’'staking shape? What can you heartrying to emerge from the discussions?
*  What’semerging? What connections are you making?
*  What do we need more clarity about?
*  What’sbeenyourmajor learning/insight/discovery so far?
* Ifthere was one thing that hasn’tbeen said yet, what might it be?

Forward action:
*  What would it take to create change?
*  What’'s possible now and who cares?
*  What needsimmediate attention to move forward?
* Ifsuccesswas guaranteed, what bold steps might we take now?
* How can we supporteach other? Whatskills and abilities can we offer?
*  What actions could ripple out, from today, and create new possibilities?
*  What seed could we plant today that could make the most difference?

“All change islinguistic”

Dr Amanda Howard

Jeder Institute 2020 v2 Page 13
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What is Asset Based Community-Led Development?

Asset Based Community Development (ABCD) is a globally adopted approach that recognises and
builds on the strengths, gifts, talents and resources of individuals and co mmunities to create strong,
inclusive and sustainable communities.

John McKnightand Jody Kretzmann founded the ABCD Institute, based on their community work in
the preceding decades. Challenging the traditional approach to solving urban problems, which
focuses service providers and funding agencies on the needs and deficiencies of neighbourhoods,
Kretzmann and McKnight have demonstrated that community assets are key building blocks in
sustainable urban and rural community revitalization efforts.

The guidebook, “Building communities from the inside out” summarizes lessons learned by studying
successful community-building initiatives in hundreds of neighbourhoods across the United States. It
outlinesin simple, "neighbourhood-friendly" terms what local communities can do to start theirown
journeys down the path of asset-based development.

ABCD is a powerfulapproach to community engagementand
developmentthatfocuses on abilities and potential, ratherthan
problems and deficits by discovering the resources thatare already
presentin a community. Discovering community strengthsis a
powerfuland productive way to address problems and realise a
collective vision.

ABCD is at the centre of a large and growing global movementthat
considerslocal assets as the primary building blocks of sustainable
community development.

ABCD provides key principles and practical tools to assist communities to help themselves and others
discoverand mobilise community strengths.

By building relationships and creating the space for opportunities to emerge, community members
become powerfuland are more in control of their own decision making. The key principles will
demonstrate how ABCD ensures an inclusive community process and participants will leave the
workshop with practical tools to assist communities to help themselves and others discoverand
mobilise community strengths.

Asset Based Community Development:

1. Focuseson community assets and strengths rather than problems and needs
2. Identifies and mobilises community and individual assets, skills and passions

3. Is builton communityleadership

4. Buildsrelationships

"Every single person has capacities, abilities and gifts. Living a good life depends on whether those
capacities can be used, abilities expressed and gifts given" (John McKnight)

Jeder Institute 2020 v2 Page 15
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The Glass Half Full
Usingan Asset Based approach our focusis on the glass half

c iti ) o
e full concept of exploring what communities have to get
deficiencies
prd g wantthey long for.
We acknowledge that communities and its members have
Communities existing capacities and assets, and this is where we focus
:.’,‘,‘i;*;;;*;f;’;ﬁ our energy be in relation to ABCD. Rather than dwelling on
and assets the deficienciesand needs.

Six Types of Assets to Connect:

e Talents, skills and passions of individuals

e Community groups and networks (Associations)

e Governmentand non-government agencies
(Institutions)

e Physical assets (land, property, buildings,
equipment)

e Economic Assets (productive work of individuals,
consumerspending power, local business
assets)

e Stories, heritage, local identity and values

¥ Lok Conmuniry Grroues
AND NeTworks

W ok, Grovemament ALD
New-Govmamerr AuOrxI€S

8 Prrsicae AsseTS on/@

The Drivers of ABCD

Three drivers have been identified to support the work of ABCD in communities are;
e HOPE - helping other possibilities emerge
e Care —discoveringwhat people care about enough to act
e Relationships — building and strengthening relationships is key to action

By building relationships, discovering what people truly care aboutand helping possibilities emerge,
community can not only survive, they can thrive!

Drivers[2

* Hopeld
* Care@
* Relationships
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Asset Mapping

Asset Mapping Atlas

Overtheyears, we have adapted (from others) and developed (our own) practicaland emergent
ways of discovering assets, both active and latent, in community to support community-led
mobilisation for change. This is based on 20 years of practical application of ABCD and a vastarray of
otherblended methodologies (including theirtools and strategies) and has resulted in a robust set of
resources, strategies and tools to build the individual capacity of change makersin community.

The following example is from work undertakenin Jakarta, Indonesia, based on the topic of childcare
reform and providesan update on our previous blog Connect! Don’t Collect! : The Art of Community
Mappin

The agenda/flow that was co-created by the Design Team was based on an Asset Mapping
framework which spiralled inwards and has the ability to spiral back outwards, as required.
Firstly, participants would be invited to create a visual map of the elements within the
childcare systemin Jakarta to highlight the enormity of the challenge. Following this, we
would start to break down the systemand look at what was “do-able”. The participants
would then map their partners/stakeholders to explore who was already in theirknown
system and who was not.

Next would be to map the resources, networks, assets and strengths of the organisation they
were representing, considering how these could strengthen what was already happening, or
emerging, in community and in addition, they would map what was known and unknown in
the community, relating to childcare.

The final mappingstep, as participants moved inwards in the mapping framework spiral, was
to map individual gifts, strengths and assets. This linked back to the previous October 2018
Learning Conversations and also highlighted that each person has skills, talents, abilities and
passionsto respond back outwards within the mapping framework spiral.

Here, we asked the question, “What skills, abilities, resources, networks and partners doyou
have to respond to the challenges of child care in Indonesia?” andin the final large scale
mapping process, participants took all theirresponses from the first day and created action
maps on the second day.

The 6 levels of mapping within this process were as follows and each level has a range of tools to suit
the context, individuals and community vision:

e |ndividual; skills and abilities

e Community; resources and connections

e Organisational; opportunitiesand resources
e Partners/ Stakeholders; know /don’t know
e Systems; elemental, agents, components

e Ecological; land / humans/ othercreatures
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Asses WAPPING
ATLAS

These levels of mapping link strongly to the 6 assets, as identified by ABCD:

e Individual assets (e.g. the skills, talents, abilities and passions of community members)

e Local community groups and networks (e.g. social services clubs, mums & bubs groups,
sporting clubs etc)

e Local governmentand non-governmentagencies (e.g. churches, schools, departments,
neighbourhood centres etc)

e Physical assets (naturaland built environment)

e Economic assets (productive work of individuals, consumer spending power, local
businesses)

e Cultural assets (local stories, heritage, identity, values)

In the case of the above-mentioned Indonesian work, this created seven (7) active and actionable
maps forchange. This provides a process for “leading by stepping back” that is easily replicable,
teachable and shareable across communities, particularly due to inviting a local core team. In this
way, the process becomes uniquely place-based, community-led and can be a great way to connect,
share and have fun!

To discover more aboutthe range of potentials tools and strategies within the levels of mapping, see
our website for more information on Participatory Community Building workshops:
http://jeder.com.au/art-of-participatory-community-building/
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3 Steps to Asset Mapping

Asset mappingis a vehicle for community to identify, discoverand connect

with each other. It’s not the only strategy to empower communities butit is

more than a tool; it connects people through the sharing of stories and the

identification of mutual strengths. We have found there are 3 key stepsto Identify
asset mapping:

¢ Discover (identify) the assets

Connect
e Connectthe assetstogether
e Create opportunities to mobilise these assets to be productive and
powerful together .
Mobilise

In conclusion, ABCD is committed to some guiding principles that can be
coveredin 4 questions, as follows:

e What functions can community residents perform by themselves?

e  What functions can community residents do with some additional help from governmentand
agencies?

¢ What functions must governmentand agencies perform on their own?

¢ What functions must governmentand agencies STOP doing?

Above all else, when mapping the strengths and assets of a community, make sure you connect,

don’t just collect!

What should we map?

Individual; skills and abilities

Community; resources and connections
Organisational; opportunities and resources
Stakeholders and partners

During a 2-day festival for a local government councilin
NSW where their aim was to start to break down the silos
within their own walls. Overthe 2 days, we had 4 sessions,
each with a differentfocus, e.g. economicdevelopment
and community engagement. We identified overlapsand
looked at underpinning frameworks to support crossover;
it was a dynamicfestival!

Most people understood the individualand community

mappingvery easily but, there were light bulo moments when we looked at mapping the
organisational assets of a local council and here’s why; the question | pose after organisational asset
identificationis, “How can the assets you have identified strengthen what communities are already
doing?”
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For example, the list of organisational assets would look different to the individual and the
community assets and they might look like this:

e Personnel

e Expertise

e EconomicPower

e Constituents

e Networks of Connections
e Space and Facilities

e Materials and Equipment

So, how can yourorganisation’s networks of connections strengthen something that’s already
happeningin community? Isthere an introduction you can facilitate? How can your space and
facilities be offered to community groups who weren’t successfulin gaining funding (or weren’t after
any)?

Do you have materials, equipment or expertise that you could offer which will strengthen what
communities are already doing?

How can doing this strengthen you as an organisation?

Using Community Resources

Concern — Step 1 Community Resources — Step 2

Connections —

What top 2
concerns have
you identified?

Step 3

How can the
groups,

What local groups, clubs,
associations, businesses,
and organizations are in
your local neighborhood?

organizations What key leaders have you
and . .

e v . identified?

individuals

help address
the concerns
identified?
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What are community strengths and assets?

Taking the example above, we started with an Appreciative Inquiry style conversation, which looked

at:
e What has worked in the past? (exploring past successes)
e What have we already got to build on? (whatresources do we have)
e How can we get more of the good stuff? (putting vision into action)
LUHH 7 ARe YOU By asking what has worked in the past, community members had
the opportunity to reflect on a time when their community was
FEELING MOST | unique and strong and encouraged themto share stories with each
INSPIRED other. The story sharing was positive and transformationaland
10 TAKE SOome provided a solid fc?undation on which to start exploring what they
o= already had to build on.
ACT ION
AROUND 7 The community then identified the resources and assets they had
INA to build on by developing their own, unique asset map utilising the
following 6 assets:
b SO

¢ Individual assets (e.g. the skills, talents, abilities and passions of community members)

¢ Local community groups and networks (e.g. social services clubs, mums & bubs groups, sporting
clubs etc)

¢ Local government and non-governmentagencies (e.g. churches, schools, departments,
neighbourhood centres etc)

¢ Physical assets (natural and built environment)

e Economic assets (productive work of individuals, consumer spending power, local businesses)

e Cultural assets (local stories, heritage, identity, values)

Community members started to get very excited and realise the
potentialthey had to supportthe co-production of their own well-
beingand there were subsequently many community-driven and
community-led activities and actions that arose fromthe discovery of
their strengths and assets.
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Asset Mapping Story

The following is an actual conversation withthe Manager of a medium sized organisation in 2008
afteran Asset-based Community-driven (ABCD) keynote presentation at a national conference in
Brisbane:

Manager, “We tried that asset mapping thing! It didn’t work!”
| asked, “Could | ask whatyou did and with who?”

Manager, “It was a staff meeting, | drew up 6 columns (one foreach asset) and asked all my staff to
populate the columns... theyfilled it out and afterthat, nothing happened! Nothing changed for us!”

They had created a directory of assets and unfortunately, thisis all too common; organisations and
services often do the work for communities and deliver their outputs to communities.

In contrast, ABCD holds central to the principle of community empowermentso, | have also had
many conversations like this:

Manager, “We did some asset mapping with our community!”
Me, “Tell me what happened!”

Manager, “We showed them the framework and
gave them the tools and they ran with it; there’s
now so much going on that we are not a part of
but they come back to usif they’re stuck orneed
support!It’s great!”

GOLD!
So, what is Asset Mapping?

Within any neighbourhood or community there is
an often hidden treasure trove of resources, skills
and abilities. Asset mapping supports community
members to discoverthese hidden treasures and to link into them as the foundational building
blocks of getting good stuff done!
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Creating a Community Asset Map

If we co-create a Community Asset Map, starting with the individual in the centre and explore their
gifts —what skills do they have? whatis their passion? who are they connected with?

From this rich vantage point, we can explore the assets of the community groups and networks they
are connectedto, find opportunities for new partnerships and/or collaborations and continue to
follow the threads through community to include local institutions, natural assets and diverse
culture.

Local
Institutions

ASSETS MAP
The Half Full Stor

Neighbourhood
Centres

Child Care Centres

Non-Profit
Community Groups

Churches Cultural

Groups

Artists Elderly

Mentors &
Medical | Groups c I ?;Ift._;ofl Significant
& Associations arers | ndividuals
Centres Children Adults
Labelled

Individuals

Leaders

Sports Clubs Libraries

Parent groups

Extended “Families”

Businesses Local Council

Community Health Centres
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Individual Asset Mapping

5 H’s Exercise
Gifts | can give my community: A simple guide to discovering people’s gifts!
The gifts of the head, hand and heart exercise can be adapted in many ways. Below are some ways

that people have used the exercise although, feelfree to be as creative as you like in using the
exercise to generate conversations between individuals, with groups or the larger community.

Overview of the gifts:

Gifts of the Head (Things | know something aboutand would
enjoy talking about with others, e.g., art, history, movies, birds).

Y= L R ORtel 1-‘{(:!!04ny
S\ Gifts of the Hand (Things or skills | know how to do and would
Q‘ = c_c,..':.’-.u.}.' :W:::':’ like to share with others, e.g., carpentry, sports, cooking).
Lixd S0 Svey u: OO ES
C‘) Vo Gifts of the Heart (Things | care deeply about, e.g., protection of
= e e s e the environment, civic life, children).

SN W) O RS

Gifts of the Heel (Things | doto help me stay grounded and
would like to share with others, e.g., meditate, walk, breathing
exercises, hang out with friends)

=) \4 T —TRRGS £ AN

-t ) 5
- PREOMRTE AROUT |

(~ & S H WG 1 . . .
@ RNees (“t L,?me Gifts of Human Connection (Things | do to stay connected to my
community, e.g., joinan interestgroup, connect people e.g.

¢ \ AN COMNNECTIO . ; P
@ ﬁ;ﬁi;%ﬁ“ﬁiﬂf’ ) introduce someone | know to someone else with asimilar

- interest)

Afterintroducing the gifts, you could offerthe following conversationalapproaches as a group
exercise.

Make sure you let people know how long they will have each (3, 5 or 10 minutes?):

In pairs, share with each other what your gifts of the head, hand and heartare. You won’thave to
feedback whatyou discovered; thisis just for you and your partner.

Note:you can unpack this exercise after everyone has had a turn by asking questions like, “How was
that sharing conversation, foryou?”, “Did anyone find any of them difficult (or easy)?”, “Can anyone
see how this might be a useful soft entry conversation with new peoplein a
team/group/community?”

In pairs, share your gifts with each other. As the listener, take some simple notes so you can
introduce your partnerto the larger group afterthe exercise. As the sharer, be carefulto only share
whatyou are comfortable with as your partner will be introducing you.

BE CREATIVE! LISTEN! LEARN! HAVE FUN!
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Connecting Individual Assets - Know, Teach, Learn

Discoverable not Deliverables ... turning gifts into Actions
Once people have discovered the gifts they have to offertheir community (which could be through

the 5H’s exercise), we discover a dynamic list of offerings laid out on flip chart paperor on a white-
board so, how do we create the opportunity for these gifts to be activated?

The following Know/Teach/Learn tool offers asimple and
powerfulframework for discovering how these gifts can be
| productive and powerfultogetherandit’s as easy as ABCD:

A: Ask people to decide which of their gifts they are
passionate enough aboutto share with others

B: Askthe whole group v
to come forward and

create a “masterlist” of mm\;s ‘ me .
the gifts they are willing Ziasa Hom M;‘
to share on the side of B ‘
some flip chart paper Baca s | >

BuUe s,

“Suyp
kaeTy |

& &_ —

i
i

C: Write up the words ‘know’, ‘teach’ and ‘learn’ across the top ‘
of the flip chart paper, creating 3 columns and underline the —t D A 7
gifts to create a grid '

D: Ask each person to write their name in the box, onthe grid,
according to; what they know about, what they could teach
and whatthey want to learn
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Timebanks .
. 0" Member A ,
Where time = currency [[ i
“Timebankingis a means of using the assets that lie dormantin MeriBeED

people and organisations. By bringing these assets to life and MEberS
allowing people equitable access to them, we nolonger need to talk l ‘
abouta resource crisis. We can say that People Can!” Timebank UK Member ¢ (EEE

Timebanking Principles

* Asset-Everyone of us has something of value to share with someone else.

* RedefiningWork - There are some forms of work that money will not easily pay for, like
building strong families, revitalizing neighborhoods, making democracy work, advancing
social justice. Time credits were designed to reward, recognize and honor that work.

* Reciprocity - The question: “How can | help you?” needsto change so we ask: “Will you help
someone too?” Payingit forward ensures that, together, we help each other build the world
we all will live in.

* Community/Social Networks - Helping each other, we reweave communities of support,
strength & trust. Community is built by sinking roots, building trust, creating networks.

* Respect-The heartand soul of democracy lies in respectforothers. We strive to respect
where people are in the moment, notwhere we hope they will be at some future point.

Edgar Kahn, No More Throw Away People
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Identifying Community Assets — Speed Dating Assets Exercise
The Community Mapping — Speed Dating activity to encourage usto explore the Six Assets of ABCD

as they relate to a specific Community.

Dividing into 6 groups, each group spent 2 to 3 minutes at each asset (rotating until each group have

done all assets) to brainstorm assets within the community.

At the conclusion of the exercise ask everyoneto step back to take in the assets discovered and
discuss ways to connect all the community assets.

\NOWIDUAL : skiuss paumes | ECONOMIC : BUSINECSES ¢

e e E
i ol Sarug SO adon b
HS  orur Tb Oddw www
Sporke Clg) ¢ HLlng

Covmcatsney

Dusat
Masiesnd

STOR\ES, WERTTRLE, L0CAL
7 \oRnTTy R \RLES £

Leaky Bucket - Community Economic Literacy
Our great friends at Coady Institute based at St. Francis Xavier University in Antigonish, Canada,

Income from sale of labour,
goods + services

Inflows

Level of
economic
activity

Outflows

\

Profits

Saving and / l

investment

\

Business
supplies

Consumer
purchases

Figure 1: Simple leaky bucket

healthierits economy.

provide education programs designed to deepenthe
understanding and effectiveness of Asset Based and
Citizen Led Development. Explore what they offer here
https://coady.stfx.ca/themes/abcd/

The Leaky Bucketframework comes from Gord
Cunningham at Coady Institute - In the simple leaky
bucketshownin Figure 1, the arrow at the top
represents money cominginto the community from
outside. This money usually includes income from
sales of goods and services or transfers from
governments or family members. The arrows from the
holesin the bottom of the bucketrepresent money
leaving the community, typically in the form of
expenditures on goods and services purchased
outside. The level of waterrepresents the level of
economicactivity: the fuller the bucket, the more
money is circulating in the community and the

Page 27
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By identifying the main inflows and outflows, the leaky bucket can inform decisions to:
* produce and sell new goods or services;
* expand existing activities, either by producing more or by adding value to goods or
servicesthat community members are already producing; and
* change expenditure patterns by redirecting expenditures (for example, on alcohol or
tobacco) or investing underutilized savings into more productive activities.

The tool also allows community membersto track changesin their local economy overtime,
especially when these changes are related to planned, community-driven activities. Forexample, it
can show whetherthe local economy has diversified or whether particular economicactivities have
intensified. Perhaps the mostimportantaspect of the leaky bucketis its ability to demystify basic
economicprinciples in a way that is fun and engaging for people who might otherwise categorize
themselves as “economically illiterate.”

For more information visit https://ccednet-rcdec.ca/sites/ccednet-
rcdec.ca/files/ccednet/pdfs/the digital leaky bucket O.pdf

Placemaking

Within the 6 assets of ABCD, “place” is just one asset we can connectto and in conjunction with v
Placemaking, which offers aframework to strengthen public participation around spaces and places,
we invite deeperreflection and actionin community to act on what people care aboutenoughto act
on, in their local environment.

The Project for Public Spaces says, "With community-based participation at its center, an effective
placemaking process

capitalizes ona local
WHAT MAKES A

community’s assets, GREAT PLACE? o

inspiration, and o ;egg ; ’3&#

potential, and it results ‘.@ 5 % - % =

in the creation of ‘.\ ™, %.%% 8 : i (s &

quality public spaces ﬁ“r"’«}’; P ,,?\, %7 2 «’:&& S

that contribute to " Mo, o

people's health, evarronrs @) | TS ::": iy | “;:“’:u e S

happiness, and well . g .- e

being.” T e e Spl
oo : e

In addition, when guided o B %‘:{" o,

by Participatory % %% &

Leadership’s practices ig} § T %’%‘;a S

and processes to host P < i 52 X |

deepdialogue, we .QEH,E(%,'.;% 2 . |

accordingly initiate

community

conversations for greaterimpact within those spaces!

Reference: https://www.pps.org/article/what-is-placemaking
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Organisational Mapping

Connecting your Organisations Assets to a Project
We spoke alittle about organisational mappingon pages 17 and 18 and we wantto expandonit a
little more here andintroduce anothertool

By identifying your organisations assets and connectingthem together, acommunity or
organisational project or idea can be strengthened and support to communities can be visible in a

productive and powerful way.
Connecting Your Organization’s
Assets to This Project

When looking within your organization, there are a number of assets that can be used to
strengthen your project.

Connections
Identify your organization’s assets How will these assets be connected?

PERSONNEL

EXPERTISE

ECONOMIC POWER

CONSTITUENTS

NETWORKS OF CONNECTIONS

SPACE & FACILITIES

MATERIALS & EQUIPMENT

Mapping existing and potential partners

Working with yourteam, list all the community groups and networks you have a connection with and
those that you could connect to. Imagine how these existing and potential partners could come
togetherto create collective change.

Connections to Community Groups &
Networks (Associations)

EXISTING

Your Organization

POTENTIAL

blie e
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Stakeholder Mapping

Top 100 Partners
(Originally based on an exercise from the Tamarack Institute)

What's your intention: increased public participation,
community inclusive planning or mapping stakeholders
&/or partners?

Steps for increasing stakeholder/partner project participation:

1. List everyone youknow, in your community, in each quadrant

2. ldentifythe Top 3 people whoyou have a close relationship
with or know well

3. Craft the “ask” — approach each personandtell them about the projectbutdon’t askfora
commitmentto attend straight away but ask for a commitmentfor a second meeting

4. Revisit those people atthe agreed second meetingtime and askthemto come alongto a
community conversation

GOVERNMENT & NON-

1BUSINESS GOVERNMENT

' 1.
2.
3 2.

' 3.
VOLUNTEER LIVED EXPERIENCE
1. 1.
2. 2.
3. 3.

Steps for planning with stakeholders/partners:

1. List everyone youknow, inyour community, in each quadrant (or use above list)

2. ldentifythe Top 3 people whoyou have a close relationship with or know well

3. Craft the “ask” — approach each person andtell them about the project butdon’t askfor a
commitmentto attend straight away but ask for a commitment for a second meeting

4. Revisit those people atthe agreed second meeting time, respond to queries and ask themto

come along to a planning meeting

At the planning meeting:

1. Encourage everyone’s participation in designinga community conversation (example
process here)

2. Co-create a powerful “calling question” and invitation

3. Beforeleavingthe planning meeting, ask everyone to list everyone they know, in their
community, in each quadrant

4. Askthemto identify the Top 3 people who they have a close relationship with or know well

5. Encourage themto invite their “top” people to come along to the community conversation
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Steps for mapping and organising stakeholders/partners:

1. Decide on the core purpose of the mapping forthe centre, e.g. youth participation,
homelessness, public participation etc.
2. Create concentric circles overthe quadrant (see photo below)
Create a list of everyone you know, in your community
4. Addthe namesfrom the list above into the followingcircles and with the core purpose in mind:
a) Innercircle — most engaged
b) Second circle —sometimes engaged
c) Third circle — least engaged
d) Outercircle — notengaged
5. Bring the mapto life! Act on the potential opportunities to engage immediately and use the
information for further planning

w

Jeder Institutes Top 100 Partners blog: http://jeder.com.au/top-100-partners-exercise/

Systems Mapping

Quadrants of Change

= T The Quadrants of Change, developed by Ken Wilberand adapted by
Bunnaels o o, (e John Paul Lederach, change (and peace) in communities can be
understood as having four dimensions: Personal, Relational,

PR P~ D Structural and Cultural. Overtime all of these dimensions must shift
| o\ for change to be lasting. It makes sense, then, for change strategies
'i-..,,- ) Y to consider how each dimension might need to shiftin orderfor

Gho | ML S change to occur, as well as how the dimensions mightinterconnect

and influence one anotherthroughoutachange process.

One way to apply the Quadrantsis to recognise that not all individual changemakers have agency or
positional powerto be influential in all of the quadrants so it also makes sense todevelop ateam
approach to changemaking. Some people may be more able than others to make changesto
structures, forexample (policies, legislation, accountability frameworks, institutional procedures). At
the same time, the modelrecognizes that changemaking requires deep personalwork (self
awareness, considering values, beliefsand assumptions as wellas knowledge, skills, competencies
and mindsets) as well as conscious approaches to relating and interacting (trust, respect,
understanding, conciliation) and everyone has atleast some agency overthese. Cultural change (the
implicit ‘rules’: assumptions, expectations, practices and perceptions linked to common activities,
discourse and language) is most often collective. Cultural change can be understood orexperienced
as aresult of the integration of the otherthree dimensionsand, in turn, influences those as well.
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From Inspiring Communities New Zealand.

TRANSFORMATION WITHIN COMMUNITIES

DIMENSIONS OF CHANGE Diagram adapted from “Reflective
Peacebuilding: A Planning, Monitoring, and
Personal Relational Learning Toolkit” by J.P. Lederach, R. Neufeldt
The oteitodns, behautoary, drediashes and H. Culbertson (2007)

actions and value-sets
of indiwidoals

While one-off orsmaller incremental or
circumstantial changes may build onand layer
togetherovertime to create the conditions for
substantial change within communities, it is
important to note, thatin isolation these one-off
changesdo not create stronger, more resilient

Quadrants

communities in and of themselves.

Ecological and Bioregional Mapping

Edge Effect
Based on permaculture’s eco-tones
This design principle is concerned with increasing
diversity and productivity in our systems with:
e Resourcesfrom both ecosystemsaccessedin

TRONEDCE Ecreeny

D —l 5SS TONE)
(6 r e e e
¢ L fReq (!L«umglu“»“.

the one place ! @C\\M\S\KSOG B Conmunry |
e Agreaternumberof mutually beneficial @m\»%
relationships at the edges = ES N OVERLAP \:
e Advantages of the ‘edge effect’ toincrease ‘ @ﬁr\ ACER LIRPE O commniTies Rugyyg |
productivity by increasing the edge \ OeesTTy & \!ﬁy l
NREeLS Prodie ‘ |

W R SySTems .
QUERNVEI): BENKE T - L
RE=00RCES SRM BOTR \N O PLACE. %‘

GRENTER NMRER OF
QENESORL RELRTIONSHPS

Community examples may include:
*  Publictransport (schoolbuses)
* Neighbourhood houses

e Libraries |
e  Festivals 1 WE CAN \mﬁe&wemmny
* Protests & \%M ol — &x‘f.'.,..‘ f

Jeder Institute 2020 v2 Page 32



https://ndigd.nd.edu/assets/172927/reflective_peacebuilding_a_planning_monitoring_and_learning_toolkit.pdf
https://ndigd.nd.edu/assets/172927/reflective_peacebuilding_a_planning_monitoring_and_learning_toolkit.pdf
https://ndigd.nd.edu/assets/172927/reflective_peacebuilding_a_planning_monitoring_and_learning_toolkit.pdf

(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Principal Principle
(Mobilising Latent Assets)
The Principle Principal came from a story of working with teachers with

a community development focus within a public school.

This principle responds to when you might find yourself working within
a top down environment where you might be getting told “no, you can’t
do that” or your work is being ignored but allowed to continue.

The bottom-up principle suggests that you continue to mobilise the MOB\Lks\NC\ LATENTASEIS
latent assets, where possible, that are surrounding yourtop-down
“Principal”, structure or systemandto “lead by stepping back”. Lift the voices, skills and abilities of

othersand let the collective actions speak louder than words.

One of 2 things usually happen - the Principal finally sees the good work happeningand the benefits
to the school and either, 1. joinsin or 2. gets out of the way

If you have the permissionto be in the system, don’tleta top down approach stop you from
mobilising those rich, potential filled assets thatare in every community!

Three Key Steps to Asset Mapping:
» identify the assets
» connectthe assets
> createthe space forthese assetsto be productive and powerfultogether

What to Map:

Bioregion (ecological) mapping

System mapping

Stakeholder/Partner mapping

Organisational mapping

Community mapping

Individual mapping

For more information on Asset Mapping, follow this link: http://jeder.com.au/the-art-of-
community-mapping/

YVVVYYVYYVY
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Building the Bridge from Client to Community Member: ABCD for Inclusion

Inclusion

* Support Identification of gifte
* Help labeled 1o make connec-

tlons with non-labeled people &

assoclations

* Frovide the personal assistance

Individuals require in order to

« Act on the conviction “there Is no

one we do not need” In every
community developtient activ-
Ity

+ Furpoeely bulld networks of

connectlon between labeled &

cltlzens

ecifically around

] the participation of
zed people In commu-

participate & contribute

marglnall
ity ife

Harmonising the 4 Things Worth Doing
Harmonising the Four Things Worth Doing, based on the book: Now the two in One by Judith Snow

and Jack Pearpoint

This is a 5-step solution focused mappingtool. Go . .
through the five steps on a Dream, goal or issue you FOOR THANGS WORTH  HARMANISING :
currently have. Use the template below or draw up on a WEXT STEPS
poster.

Dream: All activity must be based in a vision of whatthe
personis inspired to accomplish. Places: Everythingin
life takes place somewhere. Attention to the selection of
places fora dreamto be explored is essential.

People:the “right place” will bring knowledge, insight
and resources to a dream that other people have no
awareness orfacility with.

L

The resources: that are actually required to move a dream toward fulfilment are often very different
fromthe resources we imagine will be needed when we first start.

Next Steps: When the necessary resources are not present, or the personis denied access to them,
the question of how to obtain these resources becomesthe “Dream”, and the cycle of alignment is
repeatedtorevealnew “Next Steps”.
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Learning Conversations

i The ABCD framework of Learning Conversations is

"( =
= _ERRWWG, CONERRATONS
- b based on the work of Mike Green and Henry Moore,
1le ~ RS us WA authors of ABCDin Action: When People Care Enough
g ) to Act.
) OF e e Through Learning Conversations, we are discovering
Y e people’s motivation to act. The framework

intentionally supports people to reframe their

C ) SRALLS & ARILTIES, —wwar e challenges and is therefore, apowerfulblend when
(o04-vd) - Poses? combined with Appreciative Inquiry and/or World

Café, as an example.

The framework intentionally starts with asking people to share their concerns or worries through
discussion and then shiftsinto reframingthem and then invites them to participate in the outcome.
The framework is usually held over 3 rounds of discussions:

1. CONCERNS- ask people toshare their concerns, and very specifically here, whatthey DON'T
wantto happen

2. DREAMS —invite people to share their dreams — whatis their preferred future vision?

3. SKILLS & ABILITIES — by asking people to step up and share their skills and abilities, we are
encouraging their motivation to act and discovering what they truly care aboutenough to
acton

Bumping Places

Based on the work of Jim Diers who says, “Community is built on
relationships and people develop relationships through frequent
contact with others. So, if you want to build community, you need
places to bumpinto other people. The closerthose places are to
where you live, the more likely you are to bump into the same people
overand over again.”

Bumpir:j Places

eﬂ are created ¢
when penple
'BUMP mlo eadn other

bumps ihe
T\nﬁ‘emre vmps 6\!0186

In academic literature, bumping places are also called third spaces.
These places and spaces can be mapped inthe community and they

can also be created to encourage more bumps! Cornecr shep
School
Read more about bumping places from Jim’s blog, You Can’t Build Pla
e You Can't guig Pttt

Community Without Doing the Bump

From: Jim Diecs
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Community Leadership
The ABCD approach to Community Leadership - Inspired by Mike Green and Henry Moore

ABCD has a particular approach to “leadership”in community. It has been said that ABCD
practitioners see through “rose coloured glasses” because it is believed we ignore the core issues
and challenges. We emphatically disagree; ABCD looks at the assets and strengths we have to
addressthose issues and challenges.

What Mike and Henry talk aboutin regards to “Connector Leaders” is about finding those people in
community who:
e Arealready connected

e Have local knowledge
e Share local stories

Hanna Nel, one of ABCD’s most passionate friends, colleagues and university professor at

Johannesburg University in South Africa writes,
“A comparison study was undertaken between the asset-based community-led development
(ABCD) approaches versus the traditional needs-based approach to community development
relating to community leadership. A purposive sampling technique was used to select 24
community projects in South Africa for the study, of which 14 were sensitised to ABCD and 10
were not. The kind of community leadership developed in ABCD communities enabled
communities to lead their own development by co-investing theirown assets, and leveraging
their assets with resources from external agencies. In comparison, although development
took place, the leadership that emerged in the needs-oriented projects was more
authoritarian in nature, and in some instances, seemed to establish a dependency on external
agencies. Community leadership that contributes to projects that were more driven by
community members complements the principles of appreciative leadership, which were
more evident in ABCD-sensitised communities. ”

Hanna’s work, and the work of other ABCD practitioners and community members, supports

connected leadersto share the power of community-driven work.

When we discover what people truly care about, enough to act on, we discover their motivation to
act! Through Learning Conversations you can hear:

e Concerns—What | don’t want to happen

e Dreams— What | wantto create

e Skills & Abilities —What | have to give

In summary, Connector Leaders:
e Are keyto mobilising communities
e Have existing, strong relationships
e Bring community memberstogethertoact on what they care about
e Arenot always whoyou would suspect

As Mike says, “Don’tgo anywhere that nobody sentyou! Well connected leaders can engage the
wider community to act on whatthey care about!”
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The Angry Hamburger

-y,

Named purely because a participant saw the

NSTEMS o5 LEQDERS\\“? :zzor\\TﬂL graphic and commented it looked like an Angry
T \|ERMCAL 4 RokY

Hamburger.
@Qo O E . .
QeoPLE When we think of systems of leadership,
Re OFeN § Governmentand agencies generally operate within
RONesT

a vertical leadership model (hierarchical) whereas
@ OFteR A\Jf\e\@y communities are generally have a more organic
Gs OR0ETINTES  horizontal leadership model. These differing
LANGIRGE. models of leadership can create tension when each
METTERS tries to interact with the other.

What we want to do as Community Builders is explore the “space of opportunity” where both
government/agencies and communities can come togetherto discover “what is possible” when we
meetas equals.

5 Wais

The point of AtawhaiTibble’s framework is to provide questions and
themes to think about when engaging with Indigenous people
(specifically Maori, in this case) and offers potential application in an
Australian context:
1. NaWai: What is the purpose of the meeting, who setup the e Sl jastlvas: het il szestlonk
huiand why? %

2. Ko Wai: Who are these people that you want to work with, and
whatis their background and board structure? . * 1 e cimenm

e? Do your homework
e the right pe nd
ask the right questions.

3. Mo Wai: What is the benefit of your meeting with Maori, as in

s that can

what will they get out of this relationship? " % : : i

4. Me Wai: Who is your navigator? Who is the person that will
help both parties connect which might be a Maori elderor
Kaumatua? It could also be a staff memberfrom the law firm i el e

that knows someone within the local iwi. 34 cethe tenoa v

5. He Wai: How can you authentically connect culturally? Do you know your marae 101 such as
a mihi (greeting), hongi(nose press greeting), or waiata (Maori song)?

Jeder Institute 2020 v2 Page 37




Q) Teder

INSTITUTE Participatory Community Building Guidebook

People versus Programs

When we start with an answer, we then need to recruit people toimplementthat answer. The
people we find may not be invested or have a motivation to act so we then need to find another
solution to boosttheirlack of motivation. Sounds like a hard job!

But, when we start with a learning conversation, we discover what people truly care about, right
from the start and discover what they have or want to offer as part of the productive solution. Once
we have discovered this, we can mobilise the assets of individuals, families and communities.

So, there’s 2 paths that have 2 solutions. If we start with answer, we are identifyinga ‘need’, services
are then allocated and people are consumers of these services. This path says that programs are the
answer.

But, if we start with a question and we discover what people care enough to act on, we can getsome
action happeningand people are community members. This path says that people are the answer.

Now, we are notsaying that programs are all wrong. If | broke my arm and needed rehabilitation, |
would, no doubt, work through a program with a trained professional. But, when we are looking for
solutions to concerns such as community inclusion, it’s everybody’s business and yet, we don’t need
everybody, only those who care.

Mobilise assets H
Top Down Two Paths — Two Solutions

Start with an answer
Answer Question

l Discover what people
care about, how they see
Recruit people to the situation and what
implement the answer they want to offer

l ' Services Mobiliselassets

Look for answers to the Start with a Ie.armng Consumer Community Members
additional problem of "lack conversation
of motivation"

Need Want/care to act

Bottom Up “Programs are the answer” “People are the answer”

90/10 Principle

The 90/10 Principle, which extends the people
= People versus Programs versus program model of shifting programs
incrementally towards a tipping point, also

= Agencies can do both! informs us how to work with “latent assets”
There is a way we can have both people and

= |nvest in programs AND in people programs and balance the relationship system
between service and community member.

Let’s say, as a service, we start a program and we are delivering 90% of the service with community
members participating —this puts them at 10% and they are consumers of the service.

By supporting participants to identify their skills and share what they have to offerthe program, we
start to shift the balance to 80/20. With furthersupportand involvement, community members
have more buy-in and they might start running part of the program or having meaningful
contribution to the process and format —then it starts to shiftto 70/30 and soon...

This is how we can start shifting programs from service based delivery to strengths based,
community driven projects.
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Appreciative Inquiry

An Appreciative Inquiry Focus
Appreciative Inquiry Focus

Appreciative Inquiry focuses on what has been successful )
PP auiry Doing more of what works

and encourages individualand collective reflection on how
to do more of what works, instead of trying to solve a

problem by doing less of somethingthat was not done well Problem Solving Focus

Doing less of something we
do not do well

in the first place.

Appreciative Inquiry is a strategy for intentional change

that identifies the best of ‘whatis’ to pursue dreams and

possibilities of ‘what could be’; a cooperative search for strengths, passions and life -giving forces
that are found within every system and that hold potential forinspired, positive change.
(Cooperrider & Srivastva, 1987)

Assumptions

e In every community something works

e What we focus on becomes our reality

e Reality is created in the moment—there is more than one reality

e Theact of asking questionsinfluences the community in some way

e People have more confidence and comfortto journeyintothe future when they carry
forward parts of the past

e Ifwe carry forward parts of the past, they should be what is best
e Itisimportant to value differences

e Thelanguage we use createsour reality

What is Appreciative Inquiry good for?
Appreciative Inquiry is usefulwhen a different perspective is needed, or when we wish to begina
new process from a fresh, positive vantage point.

It can help move a group that is stuck in “what is” to appreciate “what was” and move toward
“what could be”. Appreciative Inquiry can be used with individuals, partners, small groups, or
large organisations.

Problem Solving Appreciative Inquiry

“Felt Need” identification of the problem Appreciatingand valuing the best of “whatis”

Analysis of causes

Envisioning “what might be”

Analysis of possible solutions

Dialoguing “What should be”
Innovating “What will be”

Basic assumption:

An organisationis a problemto be
solved.

Basic assumption:

An organisation is a mystery to be embraced.
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The 5 elements of Appreciative Inquiry

The 5 elements of Appreciative Inquiry, which could support meaningfulengagementand
developmentare drawn from work done by 'Appreciating People'in the UK, there are 5 ‘vital
elements’ of the appreciative process that need to flourish to support the effective use of the key
Appreciative Inquiry tools (appreciative conversations, 5D process and SOAR). These vital elements
are conversations, cooperation, co-creation, co- design and continuation and they enable the
Appreciative Inquiry process to have life and vitality, and to be [re]generative. You can add other
things into yourwork, but these five elements are the key ingredients for Appreciative Inquiry (and
other participatory community building) to work well.

1 Conversation: This relates to the importance and value of paired and/orgroup conversations.
These use generative questions to foster dialogue, establish a ‘trust field’, build on the foundations
of shared and existing strengths, and explore times of peak performance and success. Such
conversations create the space for change, identify possible opportunities, and lay the foundations
for collaboration and creativity.

2 Cooperation: This recognises the importance of working togetherthroughout the Appreciative
Inquiry process, using the whole system to co-create a common future path. It means enablingall
voices and ideas to be heard and ensuresthe vision forthe future is collective and ‘owned by all’.
Cooperation lays the foundations for co- creation.

3 Co-creation: This refers to collectively identifying the future vision, sharing ideas, and using
imagination to develop the future intentions, provocative propositions and innovative frameworks
for action and assessment.

4 Co-design: This is about encouraging prototyping, co-production and ‘design thinking’, based on
agreed collective intentions.

5 Continuation: This recognises that community building, change and developmentare ongoing
processes of building on what has been collectively agreed as well as what has worked wellbefore
and adaptingto new circumstances, understandings, perspectives and experiences. By encouraging
reflective learning and evaluation, and supporting flexibility and agility, continuation includes
embeddingthese five vital elements as normative ways of working. It also includes celebrating the
successes.
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Appreciative Inquiry 5 D process

—
-

N,

.-""' b
/ DEFINITION \
What are we
1 inquiring
r r
il A e i DISCOVERY %
i DELIVERY -. - -, 5\ i A i \
ppreciating
l Cleatine l- the best of -l
',I ‘what will be .". ". \ ‘what is’
/ P05|t|ve -. AN /
C T
_,‘/-l.. T ...\-\.
.- ".
DESIGN '~.| DREAM Y
Determining I| |I Imagining

I. ‘what should | ‘what could |
\\:// \:/

Appreciative inquiry can be done as a structured process going through 5 phases of:

e Definition: Surfacing the focus for inquiring appreciatively.

e Discovery: Identifying organisational processes that work well.

e Dream: Envisioning processes that would work well in the future.
e Design: Planning and prioritising those processes.

e Delivery: Implementing the proposed design.

The basic idea is to build organisations around what works, rather than trying to fix what
doesn't.

At the centre is a positive topic choice —how we ask even the first question contains the

seeds of change we are looking to enact. A positive topic choice highlight:

+» Systems move inthe direction of what we deeply and persistently ask questions about

% Transformationaltopics are possible in any situation, and will generate more positive change
- everytime

% The skill of framingand re-framing

Appreciative Inquiry can also be used as a way of openinga meeting or conversation by identifying
what already works. What do you value most about yourself, work and organisation?
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S.0.A.R. Analysis

SOAR s a strategy formulation and planning framework that allows an organization to plan its most
preferred future. SOAR takes the Appreciative Inquiry philosophy and appliesit to provide a
strategic thinking and dialog process. SOAR applications include strategy, strategic planning, team
building, coaching, leadership development, and strategic summits.

Strategy is fundamentalto organizational performance. The traditional approach to strategic
planningis SWOT.

s

r ~ 7 ™
" || Opportunities
Strengths
What are our best
What are our greatest opportunities? Who
strengths? What do we could we partner with?
do well? How can we activate
\ latent assets? /
. AN v,
.II_./.F- - - ..-\x\. ./-.- - B "\\.
Aspirations Results

What arethe measures
that tell us if we've
achieved our aspirations?
Is anyone better off?

o VAN S

Whatis our preferred
future? What do we
want to be known for?

Whydo a SOAR analysis?

SOAR analysis is a powerfultoolto bring stakeholders togetherto recognize the potential of the
organization and create a shared vision of the future. Building on strengths requires less effort and
resourcesthantrying to correct weaknesses. The technique is more action oriented than a SWOT
analysis and is focussed on outcomes. Use the SOAR modelto:

e Toexplore new initiatives

e Todevelopa strategicplan and during annual strategy reviews
e Tofocusand redirect effortsand resources

e As part of a leadership development program

e To plan anindividual’s careeror develop their performance plan

In the Thin Book of SOAR, authors Jacqueline Stavros and Gina Hinrichs presenta positive approach to
strategic planning. They say, “Weaknesses and threats are not ignored. They are reframed and given the
appropriate focus within the opportunities and results conversations. Ultimately it becomes a question of
balance. Why not spend as much time or more on what you do well and how you can strengthen a
strategic advantage? What gives you more energy to take action? What gives you confidence to set a
stretch goal and achieve results?”
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Designing Powerful Questions

What makes questions inspiring, energising, and mobilising?

A deficit-based focus might ask questions like: P ﬁ: '
e What’'sthe biggest problem here? ouer l
e Why don’tpeople getinvolved? GUCS‘“OQS -

e Whydowe blowit so often? Thou\c]h{— provoking

i ?
e Why dowe still have those problems? Eeond mosibites oo ool
Aitentan

An Appreciative Inquiry focus reframes questions and might ask: 5:"\53%2“{@43"3 assimptins Moce
e What possibilities exist that we have notyet considered? Shnulate curiosily !
e What’sthe smallest change that could make the biggest e s
impact? P;rimopf'm L
forwad, B s

e What solutions would have us both win?
e What has workedin the past?

In summary, Appreciative Inquiry:
e Appreciates whatyou have
e Imagineswhatcan be
e Createswhatwill be

“The most serious mistakes are not being made as a result of wrong answers. The

truly dangerous thing is asking the wrong question!” (Peter Drucker)

Storytelling Triads

Storytelling triads are a practice of deep listeningand observation. Sharing stories is wonderfulto
build relationships and understanding.

llFS"cnjj-\-e\lir\\a Triads Each person spendtime in each of the roleslisted below. Seta
time e.g. 14 minutesforthe storyteller, 3 minutesforthe listener
5*"‘3*9““ to feedback what they heard and 3 minutes forthe observerto
el 5
IS share what they witnessed and felt.
Listene~ | The Roles:
deegt to
"“% Storyteller - shares theirstory in response to the question
Observer
bt e s Listener- listens to what the storytelleris saying with a comment

> or a question to build on the story.
O R
o & | Observer/timekeeper - listens quietly, says nothingand pays

attention to the interaction.

Afterthe Storyteller has shared their story the Listenerfeedbacks and the n the Observer gives their
feedback. Swap Roles until everyone has had time in each role.

Returnto main group for Reflections & Debriefing
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Dialogue Walk (or Appreciative Walk)

A dialogue walk provides space and opportunity for people to
discoversurprising insights and wisdom aboutthemselvesand

othersthrough listening withoutinterrupting, or judgement.
These walks can be focused on a meaning, intention or powerful
question.

|

A dialogue walk is an activity done in pairs where each person
respondsto a powerful question posed by the hosts. (see the
instructions opposite). Whilst one member of the pair is
respondingthe otheris deeply listening without out response or
eye contact —side by side as they walk.For deeperreflection
increase the length of time in each direction.

Theory U and the Presencing Institute offer the following
intentions fora Dialogue Interview:

e Provideinsights into questions and challenges that the interviewees face;
e May helpyouto find partners for a project,

e Prepare participants forto an upcoming event;

e Begin to build a generative field forthe initiative you want to co-create.

You might also like to offeran Appreciative Inquiry style question fora dialogue walk for team
members or participants of a workshop or event.
https://www.presencing.org/resource/tools/dialogue -interview-desc

Eco-Cycle Planning

Creative . Messy - Uncerainty - First-hand Effclency - Certainty - Stability - Focus on Conservation
Insights & Qutside ideas « Multiple Perspectives « Flat structure  Hierarchical structure 8 process « Rules, Policies & Procedures
& process - Probes & little Experiments - Options Stundardisation - Specizlists - Fast Returns - Low Risk Tolerance

place
bets

possibilities
& buy-in
g new

CHOICE CRISIS

looking porward
letting go
neutral zone

Entrepreneuriil - Generalists - Roles Unraveling - Confusion « Chaotic - Loss, Angez, Blame, Conflict
Adaptive structure ind process « Prototypes & Pilot Projects Litle structure or process « Reflection . Relationships
Variation - Lag times . Flexible funding . Flexible rules Emphasis on Essence, Vilues & Principles
Tolerance for risk - Dead ends « Emerging practice New Energy & Urgency

Source: Mark Cabaj, Here to there, 2013

The concept of an eco-cycle draws on biological researchinto the development, conservation,
destruction, and renewalthat is seenin natural (ecological) systems. Asaframework for
organisational or project development, the eco-cycle suggests that long-term sustainability requires
that elements of organisations and projects undergo periodic, natural processes of destruction and
renewal. This a visual depiction can be used to show where inthe eco-cycle differentinitiatives,
programs, or even parts of an organisation are currently operating. It can help us plan, strategise and
lead more effectively by tailoring our approaches.

Jeder Institute 2020 v2 Page 44



https://www.presencing.org/resource/tools/dialogue-interview-desc

) Jeder
INSTITUTE Participatory Community Building Guidebook

What is Co-design?

Codesignis a human-centred design practice and a participatory process where we design “with the
people” not “for the people.”

Our colleague and friend, Jax Wechsler from Sticky
Studios, joined one of our Sydney, Australia trainings
in early 2019 and shared herexperience and
understanding of co-design, design thinking, human-
centred work and empathy mapping, as follows.

The principles of Co-Design are:

e Designing “with” not “for” people

e Participatory

e Evidence based/assumption busting
e Leavingthe building

e Making / prototyping/iteration

e Reframing

Jaxis a leading thinkerin blending co-design, ABCD and systems thinking, you can read more about
herplace-based co-design work here: https://jaxwechsler.com/portfolio-item/place-based-co-

design/

A currentexample of ABCD and Co-Design comes from our mates at LinkWest in Perth, Western
Australia with their CoDesign for Thriving Communities initiative.

S “Co-Design is about

ey ’alS\CN THINKING @O -RESCN i en designing and delivering
?)\gmess %MJCT ?“‘“‘*"*Siw M Process: comm unit'y servicesin a
w.  bedau Pl R partnership —an equal

) ooy

and reciprocal relationship
— between funders, service
providers and the people
using services (and often
T pore i their carers, families and

- = — othersin their
community.) Working together in this way is a better way to get things done and to really meet
people’s needs.” WACOSS

\ /
ANINOUATION

©) SAReKE BRSO 4
D S 4
oty T Asomenon BT
B o s vrrs =
xeek |

e AN

.
~ @ () waa| owenyP eea
O
i exprecess L 6 s
2

) Lerws e sououn

T Gl T e

Videos: The Story of Co-Design by thinkpublic

Co-Design Double Diamond

The Double Diamond design process - Plan-Discover, Define,
Design and Deliver highlights some similarities between this
design thinking process and Art of Hosting’s Breath Pattern
which both offera visual, simple map for a design process.

Learning for Sustainability offers some good literature about
the difference between co-design, design thinking, human-

centred design and co-production' Discover Define Develop Deliver
) ] . ’ . Lo gehavior—led N W%rkghops fr(]evie\n{‘ ideﬁs Eg%gt%%ig%d
. - esign research ~ and idea rough culture
http://learningforsustainability.net/design-thinking/ g L ghmkiggand ol
esign

Jeder Institute 2020 v2 Page 45



https://jaxwechsler.com/portfolio-item/place-based-co-design/
https://jaxwechsler.com/portfolio-item/place-based-co-design/
https://www.linkwest.asn.au/about-us/completed-projects/codesign-for-thriving-communities-phase1
https://m.youtube.com/watch?v=HWgJlwTDIRQ
http://learningforsustainability.net/design-thinking/

(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Design Thinking

Design thinking comes to us from business schools, IDEOU give ‘}{ DEAGN T\_\m&

us good overview: . ‘ w}& - Goakcr

“Design thinkingis a process for creative problem solving. SenooLs f‘s\w |
Design thinking has a human-centered core. I[tencourages ANNOVATION " ‘
organizations to focus on the people they're creating for, which Coprrlt S ’
leads to better products, services, and internal processes. When e

yousit down to create a solution fora business (community) " - @ | )4 \ ‘
need, the first question should always be what's the human L:.::w Y A |
need behind it?” e BE A L '

Source & more information https://www.ideou.com/pages/design-thinking

. T — B—
Human Centred Design ] Humm- (EvTReD Desiow
Human centred is a practice where we put people at the f ey oo |
centre when we design services, products orinteractions for | el QF iﬁe-rﬂvféf%'g
i ; . . (\\ N =2 T 3
people. Itis evidence-based meaningthat we do research with 0\ s Sfﬁfsj ALK .@4
people with lived experience and those who are involved with (U\l /; :a-« %;Oks
service deliveryto them. Understandingtheirdreams, needs | ¥ oo Peloics
N . \ Vgl =
and motivations and the context of the wicked problem you | Pubeg e & . Videos
Y SR )
. 1 ey S\
are responding to. e Grer! (M

Empathy Mapping

Empathy Mapping is a tool for doing research giving us a quick
snapshot aboutthat person. Use it to guide interviewsoras a
way to document whatyou learn from interviews with people.
You can also use it to uncoverassumptions people hold about
the othersin their ecosysteme.g. workers can fill this out to
give a quick snapshot aboutthe clients they work with. This
tool helps us to build empathy aboutthe people involvedin our
ecosystem.

Blank template: A blank empathy map template. Download

i D e— it here.

THINKING

Empathy mapping and journey mapping templates help you understand people and their journey
relating to a specific topic eg: theirjourney with your organisation
https://medium.com/@harrybr/how-to-run-an-empathy-user-journey-mapping-workshop-
813f3737067
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Community Engagement

IAP2 Spectrum of Public Participation
The following spectrum has been developed to support community engagement.

Remember: This is a spectrum not a stepped process!

The spectrum can be applied to numerous initiatives, you can read about how DRUMBEAT supports
public engagement and participation when applied to DRUMBEAT as a non-verbal, therapeutic
drumming programme.

IAP2 Spectrum of Public Participation

Inform

@
s
~ @ »

To provide the public
with balanced and
objective information
to assist them in
understanding the

Public
Participation
Goal

opportunities and/or
solutions

We will keep you
informed.

Promise To
The Public

* Fact sheets
*+ Web sites
+ Open houses

Example
Techniques

problem, alternatives,

Consult

® e
.. ..
e ‘e
saz

To obtain public

feedback on analysis,

alternatives and/or
decisions.

We will keep you
informed, listen to
and acknowledge
concerns and
aspirations, and
provide feedback
on how public input
influenced the
decision.

* Public comment
+ Focus groups

+ Surveys

+ Public meetings

Involve

(]
.. .
[ B
&
To work directly with
the public throughout
the process to ensure
that public concerns
and aspirations
are consistently

understood and
considered

S\

We will work with
you to ensure that
your concerns and
aspirations are
directly reflected
in the alternatives
developed and
provide feedback
on how public input
influenced the
decision.

+ Workshops
+ Deliberative polling

Collaborate

@
873

%.J‘

To partner with

the public in each
aspect of the
decision including
the development of
alternatives and the
identification of the
preferred solution.

We will look to

you for advice

and innovation in
formulating solutions
and incorporate

your advice and
recommendations
into the decisions to
the maximum extent
possible

+ Citizen advisory
committees

+ Consensus-building

+ Participatory
decision-making

>

Empower

®
.\ &
&

To place final
decision-making
in the hands of the
public.

We will implement
what you decide.

+ Citizen juries
+ Ballots
+ Delegated decision

IAP2 was foundedin 1990 as the International Association of Public Participation Practitioners (IAP3)
to respondtothe rising global interestin public participation. The initial mission was to promote the
values and best practices associated with involvingthe publicin governmentand industry decisions

which affecttheirlives.

For more information visit https://www.iap2.org/
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Deciding / Doing Continuum

This continuum builds on the work by Arnstein (1969), Wehipeihana (2013) and the New Economics
Foundation (2014). This continuumiillustrates the range of ways decisions and actions are taken,
with particular emphasis onthe roles and participation of local people.

WE DECIDE/DO: LOCALLY-LED | Bro
DECI D' NG/DO'NG CONTI N U U M skill/experience base, adaptive solu
focused, power is mostly within the

E Locally-led
Q
S People-in-place-led Partnering AS
[
3 Co-producing
[= 8
Co-creating g
People-in-place- : =
S Collaborating Z
sensitive y ) H
ontributin, 5
Space of invitation: Share power, control, consequences, successes... > WITH H
Engaging 3:
Consulting FOR 8
Informing Discipline-led B
Educating TO
Compelling Project-driven
Coercing OVER
THEY DECIDE/DO: IMPOSED | Limited inclusion, highly specialised/regulated, technical

Evolution of Development

solutions, often needs focused, power is mostly outside of the community/place

Bijoux, 2018 after Arnstein, 1969; Kent, 2013; Wehipeihana, 2013 and New Economics Foundation, 2014)

There are times when each of these approaches are valid, with more technical discipline-led
solutions and project-driven activities tending towards the bottom left and more place-sensitive and
people-led activities tending towards to top right. At the same time, even the most place-sensitive
and people-led approaches willoften require some elements that do/decide for, to or even over
them. The modelcan help us to choose the most appropriate approaches forour role and purpose
and to consider how we might show up and work differently.

Kitchen Table Conversations

- —— ; s SOometimes within the community

;F“?‘T‘ 5 *ﬁ i = engagement/consultation we see the use of the old

ﬁi r;.’ < e style Town Hall meeting. This can be daunting for many
E : people and may not always be the besttool you can

use. Kitchen Table Conversations are a small, informal

gathering of people in someone’s home, a café, a staff

room or a school (in fact anywhere people gather).

The aim of kitchen table conversationsis to enable
dialogue within the community, thatis informaland
relaxed. Often the dlscussmn is part of a suite of community engagement tools, and participants can
receive a guide to the issue at hand, and possible questions they might want to discuss. The
conversation can be about something broad like "whatis important to you?" to a specific question
like "what methods could be used to control wild horse populations in Kosciuszko National Park?"

Kitchen table discussions aim to build and deepen asense of community and explore the range of
opinions on an issue. It fosters community organising and can stimulate and nurture public debate.

For more information visit: https://participedia.net/method/4467
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Living Labs

Living Labs bring togetherresearchers, businesses and end-users to co-create asolution to a real life
problem. End-users participate in all stages of the Living Lab experiment, and real-life spaces and
places are used to host the research process. Participantsin a Living Lab work togetherto
understand end-user needs, create design solutions, develop prototypes.” Social Labs as described
below are justone of the types of co-created Labs in communities.

Appreciate  Social Labs:
Design /“\Cwum:uw-:u:s
Prototypels)

PROTOTYPE
DESIGN

"Social Labs bring togetheradiverse a group of
stakeholders notto create yet more five-year plans
but to develop a portfolio of prototype solutions,
testthose solutionsin the real world, use the data
to furtherrefine them, and test them again. Their

.

Evaluate
Usabity

orientationis systemic—they are designed to go
beyond dealing with symptoms and partsto get at

the root cause of why things are not working.”

Reference: https://social-labs.org/slr/

Knowledge Café

- Knowledge Café offers a space for workshop participants to visit multiple
NOWLEDCE CAREE

groups on specific topics, hosted by Core Team members. These are

oM decided on Design Day by the Core Team and are often offered in rotating
B ¢ rounds so people can choose which groups to visit and learn from. E.g. 4 x
eSS % hour groups over a period of 2 hours means participants can attend all 4
MARNESTING

sessionsor, 4 x % hourgroups overa period of 1 hourmeans participants
OEALANG AT can choose only 2 sessions. There is usually time set aside afterthe

SR s Knowledge Café is completed for everyone to come back togetherand
Conaleein share their learnings with the broadergroup.

QLes TVOn:
Fonn ¢

Monitoring and Evaluation

Results Based Accountability

Results Based Accountability uses a data-driven, decision-making process to help communities and
organisations get beyond talking about problems to taking action to solve problems. Itis a simple,
common sense framework that everyone can understand.

“RBA and ABCD are complimentary processes. RBA starts with the ends we want for our
children, families and communities and works backward to the means that will get us
there. ABCD provides a robust way of looking at means to get us there.”

— Mark Friedman, Director, the Fiscal Policy Studies Institute
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Key Principles of Results Based Accountability

» Start with ends
» Usedata to inform decision making
» Keepit simpleand MEANINGFUL

2 Kinds of Accountability
1. Population accountability
2. Performance accountability

3 Kinds of Performance Measures
1. How muchdid we do?
2. How welldid we do it?
3. Isanyone better off?

7 Questions from ends to means

Measuring performance is about a particular service and the differe nce itis making to the people it
works with directly. All performance measures are derived from thinking about the quantity and
quality of effortand effect. This can be reduced to a matrix with four sections as shownin the table

below.
Quantity Quality
Effect How much did we How well did we do?
do?
Effort How much change What quality of
did we produce? change did we
produce?

One of ourmatesand colleagues, Dan Duncan offers agreat article on how RBA and ABCD together,
can inform effective Collective Impact: http://jeder.com.au/the-four-components-of-effective-

collective-impact/

For more general RBA information visit: https://clearimpact.com/results-based-accountability/
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Most Significant Change

Getting
Started:

back: Secondary
feeg Analysis:
Data
* Raise Interest Collection:

» Feedback
i
the results =ttty i

» Select the ofthe stories
most

b selection * Undertake
significant process secondary
of the analysis,
stories » Verify the

stories e
monitoring

A

¢ Define
domains of
change

* Collect
significant
change

» Definethe stories

The Most Significant Change (MSC) approachinvolves ge nerating and analysing personal accounts of
change and deciding which of these accountsis the most significant — and why.

The are three basic stepsin using MSC:

1. Deciding the types of stories that should be collected (stories about what - forexample, about
practice change or health outcomes orempowerment)

2. Collecting the stories and determining which stories are the most significant

3. Sharing the stories and discussion of values with stakeholders and contributors so that learning
happensabout whatis valued.

MSCis not just about collecting and reporting stories but about having processesto learn from these
stories— in particular, to learn about the similarities and differences in what different groups and
individuals value.

For more information visit:
https://www.betterevaluation.org/en/plan/approach/most _significant change
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The Art of Hosting

The Art of Hosting is a highly effective way of harnessing the collective wisdom and self-organizing
capacity of groups of any size. Based on the assumption that people give theirenergy and lend their
resourcesto what matters mostto them—in work as in life —the Art of Hosting blends a suite of
powerfulconversational processesto invite people to step in and take charge of the challenges
facing them.

Find more information here: http://www.artofhosting.org

Practices, Patterns and Processes

The following sections give a shortintroduction to some basic practices, patternsand processes.
We all have a view of the world and some basic assumptions about whatis true or right or what
worksin our world or a given situation. Many times, these assumptions are unspoken oreven
unconscious, yet they determine ouractions.

As we communicate or work together, we do not always speak from the same ‘world view’ or same
assumptions. This usually results in a lack of mutual understanding.
Making these assumptions clear and explicit helps us communicate and bridge our understandings.

To be able to talk about our assumptions or make these world-views explicit we sometimes use
metaphors or ‘mentalmodels’. They are like road maps that we can use to orient ourselves. The map
is not the territory, sothese models are only simplifications of the truth.

Change starts with a change of perspective orin ourbasic assumptions.

The Four-Fold Practice

A practice means actively and regularly doing somethingto maintain or enhance askill or ability.
There are four basic practices that are key to the Art of Hosting and Participatory Leadership:

Hosting self
Being hosted

Hosting others

vV V V V

Community hostingitself

Being truly present, engaging skilfully in conversations, beinga good host of conversations and
engaging with othersin co-creation are all practices or skills that are easily understood, but it takes
continuous practise to hone these skills
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1. Hosting self

Being Present (Pre-Sensing)

Being present means showing up, without distraction, prepared, clearabout the need and what your
personal contribution can be. It allows you to check in with yourself and develop the personal
practice of curiosity about the outcomes of any gathering. Presence means making space to devote a
dedicated time to working with others.

If you are distracted, called out or otherwise located in many different places, you cannotbe present
in one. For meetingsto have deep results, every personin the room should be fully present.

Being present also means being aware of one’s environment, other people and what impacts you
and how youimpact others.

It is good practice to become present collectively as a meeting begins, be it through a welcome, a
good framing, through “checking-in” to the subject matter or task at hand by hearing everyone’s
voice in the matter or simply takinga moment of silence.

Invite a collective slowing down so that all participants in a meetingcan be presenttogether.

2. Being hosted

Participate in and Practice Conversations

Conversationis an art. It is not justtalk. It demands that we listen carefully to one anotherand that
we offerwhatwe can in the service of the whole. willing to listen fully, respectfully, without
judgmentand thinking you already know all the answer—practice conversation.
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Curiosity and judgment cannot live togetherin the same space. If we are judging what we are
hearing we cannot be curious about the outcome, and if we have called a meeting because we are
uncertain of the way forward, being openis a key skill and capacity.

Only by practising skillful conversation can we find our best practice together. If we practise
conversation mindfully, we might slow down meetings so that wisdom and clarity can work quickly.

When we talk mindlessly, we neither heareach othernor do we allow space for the clarity to arise.
The art of conversation is the art of slowing down to speed up.

3. Host others

Hosting Conversations

Hosting conversationsis both more and less than facilitating. It is an act of leadership and means
taking responsibility for creating and holding the “container” in which a group of people can do their
bestworktogether.

You can create this container using the design processes in this book. Though you can also do this in
the moment, the more prepared you are the better. The best preparationis being fully present.

The bare minimum should be to discern the need, get clear onthe purpose of the meeting, prepare a
good, powerful question toinitiate the conversation and know how you will harvestand what will be
done with that harvest, to ensure thatresults are sustainable, and the effort was worth it.

Hosting conversations takes courage and it takes a bit of certainty and faith in your people. We
sometimes give short shrift to conversational spaces because of the fear we experience in stepping
up to host. Itis, however, agiftto host a group and it is a gift to be hosted well.

4. Community hostingitself

Co-creating With Others—Becoming a Community of Practice
The fourth practice is about showingup in a conversation without being a spectatorand contributing
to the collective effort to sustain results.

The best conversations arise when we listen for what is in the middle, what is arising out of the
centre of our collaboration. It is not about the balancing of individual agendas; it is about finding out
whatis new.

When that is discovered, work unfolds beautifully as everyone is clear about what they can
contribute to the work.

In a truly co-creative process, it becomesirrelevant who said or contributed what —the giftisin the
synergy and inspiration when we each build on each other’s knowledge and the whole becomes
much biggerthan the sum of the parts.

This is how results become sustainable over time —they fallinto the network of relationships that
arise from a good conversation, from friends working together.

The collaborative field can produce unexpected and surprising results, especially in com plex
situations where multi-layered challenges need to be met simultaneously.
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Circle Practice (Yarning Circles)

The circle, or council, is an ancient form of meeting that
has gathered human beings into respectful conversation
for thousands of years. The circle has served as the
foundation for many cultures.

What transforms a meetinginto a circle is the willingness
of people to shift from informal socialising or
opinionated discussioninto a receptive attitude of
thoughtfulspeakingand deep listening and to embody
and practice the structures outlined here.

What is circle good for?

One of the beautifulthings about circle is its adaptability to a variety of groups, issues, and
timeframes. Circle can be the process used forthe duration of a gathering, particularly if the group is
relatively small and time for deep reflection is a primary aim. Circle can also be used asa meansfor
“check in” and “check out” or a way of making decisions together, particularly decisions based on
consensus. Check-in gives people a chance to learn about each other, share how they are feelingand
helps people become more present. As awider practice, check-in can be done before a group, for
clarity during a conversation and as a check-out. Be creative with circle and be ready for the deep
wisdom it can uncover!

The components of circle

Intention

Welcome or Start-point

Centre and Check-in or Greeting
Agreements

3 Principles and 3 Practices
Guardian of process
Check-outand Farewell

vV V V V V V V V

Tend to the well-being of the group remaining aware of the impact of our contributions

3 circle principles
e Leadershiprotates amongall circle members
e Responsibilityis shared for the quality of experience
e Relianceis on wholeness, ratherthan onany personalagenda

3 circle practices
1. Speak with intention: noting what has relevance to the conversationinthe moment
2. Listenwith attention: respectful of the learning process for all members of the group
3. Tend to the well-being of the circle: remaining aware of the impact of our contributions
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The Square Triangle

This is a complementary look at how we can strengthen the Art of Hosting’s purpose, need, powerful
question triangle by adding an edge, a strength, an asset. It’s about strengths versus needs and the
more strength we apply, the more powerfulthe question and therefore, the outcome can be.

Readthe whole blog here: http://jeder.com.au/squaring-off-the-triangle/

Two Complementary Worldviews

Mechanistic:
When we are asked to draw our organisations or decision making in communities, it usually
manifests as an organisational chart with boxes and communication lines.

This representsabureaucracy. It also represents a mechanistic view of organisations of
communities.

This picture speaks of a belief (basic assumption) that if we can define each partand the
relationships between them, the machine will function well.

This may also tell us that we believe thatleaders are the expertsand have the answers.

Living Systems:
The assumptions and core beliefs we hold about organisations when the picture manifests like this
are based on a “living systems” worldview, orviewing organisations as “complex, adaptive systems”

This picture speaks of a belief (basic assumption) that we can self-organise.

There is no clear top or centre and each part seems
as important as the next. There are many leaders
and leadership can shift. All the parts are
interconnected. It may also seem less orderly.

This is a network and a parallel system (as opposed
to linear), which makesiit resilient, flexible and
adaptive in changing environment.

Two Paradigms:

These two paradigms are almost diametrically
opposite and often cause a polarisation of views either favouring one or the other.

Instead, the complexity of ourtime calls for both. We need to learn how to lead and participate in
both contexts, embrace both worldviews and know what is needed when.
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Worldview Intelligence

Worldview Intelligence is a set of frameworks and models
offering the ability to work effectively with many worldviews,
beginning with self knowledge of your own worldview to
consistently transform differences into actionable advantages
and affectreal change and growth.

“The Worldview Intelligence Six Dimensions Framework creates
order from chaos, enables understanding of complexity and
gives you the ability to appreciate and command differences to

change the outcomes.”

Reference: http://worldviewintelligence.com

Complexity - The Cynefin Framework

The way we lead is very much formed by the way we perceive reality. Social reality has become an
object of systems research and cognitive science, which in turn offers now us a whole range of
realities that our actual reality is made of. In what follows we introduce the notion of a systemto

understand social reality.

CompLEX COMPLICATED

A systemis the whole of its elements and their
relationships as well as its rules of behaviouror
processes. You may wonderwhere the borders of a
systemare. If the elements of a systeminclude living
beings like humans, or nature thenit tendsto be
dynamic and may move its borders. It actually defines CHAOTIC
them by its own rules.

Probe- Sense- Respond | Sense - Analyse-Respend

Emergont fractice Good prackice

7 SIMPLE
Sense-quesedse-uSpond

Best practice

fet-Sease- Respond
A highly instructive synopsis on the various states of
systems is found in the ‘Cynefin framework’. Developed Novel practice
by the Welsh researcher Dave Snowden, it distinguishes
five domains of reality that a given system may
represent; the framework classifies the systems by their state of complexity and order, and offers
advice on what strategy to adoptto impact each.

The First Four Domains Are:

Simple

Simple, or obvious, in which the relationship between cause and effectis obvious to all, the approach
is to Sense - Categorise - Respond and we can apply best practice.

This is the area we know from the assembly line. The factory work environment constraints any actor
so much, that they are left with few options and perform as the system instructsthemto do.

Complicated

Complicated, in which the relationship between cause and effect requires analysis or some other
form of investigation and/or the application of expertknowledge. The approachisto Sense - Analyse
- Respond and we can apply good practice.
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This is the area of the ‘expert’ that knows betterthanthe actors how the system's relation ships
actually fit besttogether. The experts design the way to follow and sound managers implement this
advice. Note that in the ‘complicated’ domain, there are linear cause -effect relationships, but there
are so many and not obvious that some expertinsightis necessary tofind a good way through.

Complex

Complex, in which the relationship between cause and effect can only be perceived in retrospect,
the approach is to Probe - Sense - Respond and we can sense emergent practice.

Here the system's relationships are mutually influenced by the actors' behaviour. Thus, it is
impossible to discern causal relationships in advance; and experts failas much as anyone else in
trying so.

Leading in complexity is a game of trial and learning. The art is to launch a number of different
possible actions togetherand see what works better. Those are then amplified, and the less effective
ones might be stopped orrevised. Here we work on the basis that we understand that we do not
know the bestway in advance.

Chaotic

Chaotic, in which there is no relationship between cause and effect at systems level, the approach is
to Act - Sense - Respond and we can discover novel practice.

Leading in Chaosis stressful, asthe whole systemis in stress mode. Systems tend to be unstable and
fall from chaotic into simple. This is a catastrophic collapse, as the simplification broughtinto the
systemtendstooverdoandto suppressthe inherent complexity and the system might re -collapse
back into chaos again.

The way to stabilise chaotic situations is by Acting-Sensing. That is acting at large scale at once (there
is no time leftfor trying), until the chaos stabilizes into 'normal' complexity where furtheractions can
be tested.

Disorder

The fifth domainis Disorder, which is the state of not knowing what type of causality existsandin
which state people will revert to their own comfortzone in making a decision.

In full use, the Cynefin framework has sub-domains, and the boundary between simple and chaotic is
seenasa catastrophic one: complacency leads to failure.

The new perspective gained by this is the view from complexity. Leading in complexity is actually
simple. It suffices to maintain a number of high quality learning nodes around constant experiments
aboutwhat could be a new or improved way of acting in the face of constantly fresh constellations;
in a world where all actors have some large degree of freedom constrained lightly through
boundaries and rules of the system.

For more on Cynefin and complexity visit www.cognitive-edge.com
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Mental Models Iceberg (Systems Thinking and Innovation)

The mental modeliceberginvites a systems thinkerto SYSTEMS THINKING e e T B
inquire about the relationships operating within a - ICEBERG - B it M
system, tolook for patterns and seek root causes. The & tants of
icebergis helpfulforunderstanding global issues and = T
unearthingindividual assumptions to co-create future - / = : { ~——
actions, based on intended and unintended /ﬂ e S | - v i -
consequences. : I

e
Systems Innovation Youtube: '"/,: “

https://www.youtube.com/watch?v=Te1VYXqUH ¢ A " ’ | Tometiors |
Image reference:

https://whatdoesntchange.com/post/172828837654/systems-thinking-iceberg

Levels of Listening

FOUR LEVELS of LISTENING & CONVERSING 1. Downloading - “yeah, | know that
already..” re-confirmwhat| already
@DOE‘{NLMF O SRS Shaniiandcc know. Listening from the assumption

that you already know whatis being

CZDFACTUAL O = DEBATE said, therefore you listen only to
LISTEN (rem QAT SDE
confirm habitual judgments.

‘ EMPATHC O — —=» DIALOGE .
‘-@;I’-TE‘N from WITHN /V 2. Factual — pick up new
/, Tz X information...factual, debates, speak
N
L] ZENERATIVE (| ¢ O: - COLLECTIVE our mind. Factual listeningis when you
LISTEN (1 the FIELD \\ \, CREATI\/ITY

pay attentionto whatis different,
novel, or disquieting from what you

Four levels of Listening, from Otto Scharmer. alrea dy know.

3. Empathic—see somethingthrough another person’s eyes, | know exactly how you feel. Forget
my own agenda. Empathic listening is when the speaker pays attention to the feelings of the
speaker. Itopensthe listenerand allows an experience of “standingin the other’s shoes” to take
place. Attention shifts fromthe listenerto the speaker, allowing for deep connection on
multiple levels.

4. Generative —“| can’texplain what| justexperienced” This deeperlevelof listening is difficult to
expressinlinear language. Itis a state of beingin which everything slows down andinner
wisdom s accessed. In group dynamics, it is called synergy. In interpersonalcommunication, it is
described as onenessand flow.

From Otto Scharmer— Presencing Institute
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Chaordic Path

Thereis a pathto take between Chaos and Orderthatleads
us to the new, collective learning, real time innovation.
Instead of relying on controlling every detailin our
organizations or communities fromthe top down, many
leaderstoday see the need to access the collective
intelligence and collective wisdom of everyone, which can
be, at times, a “messy” process until we reach new insight
and clarity.

We are beginning to understand and treat organizations and communities more like living systems
than static machines. Afterall, the chaordic path is the story of our natural world — form arises out of
non-linear, complex, diverse systems. “At the edge of chaos” is where life innovates —where things
are not hard wired but are flexible enough for new connections and solutions to occur. New levels of
order become possible out of chaos.

On the far side of chaos is chamos — or destructive chaos. On the far side of orderis stifling control.
When we move toward either of these extremes, the resultis apathy or or rebellion. The very
opposite of chaordic confidence, where the new cannot be born.

Thereis a path toward common ground, co-creation, and wise and strategic action. Thereis a “sweet
spot” of emergence with tangible results. If we are looking forinnovative, new solutions we will find
themin a place between chaos and order — the chaordic path.
https://www.artofhosting.org/the-chaordic-path/

Chaordic Stepping Stones

From Chris Corrigan...”Our job as people who are hosting strategic work in this space - whetheritis a
conversation, a meetingora longer term strategic initiative - is to bring some formand orderto the
unpredictability while letting the emergent properties of complex systems bring us new ideas, insight
and innovation. This is difficult to do without a road map, and the chaordic stepping stones provide
both a guide path and a set of

lensesto plan and reflect on this CHAORDIC STEPPING STONES

work. This tool can be used by NV Planning in Complexity
Ty

callers - those who see that there Yo AEMENTING  Tangible

\V‘\ REPORTS

VIDEQ

SUMMARIES

RECOMMENDATIONS

Outputs Intangible

M STRUCTURY,
—-—-—‘%\

COMM TMENT

is work to be done in the world - in
orderto get theirthinking straight

and create good containers for
planning and action. It can also be

used by core teams that come Pupose \ Concept /;T
togetheraround a strategic need Direction Principles Architecture of Structure

How we wark )

together Implementation

and purpose, to continually refine

Method

Assumptions

Limiting

their design fortheir work.”

Levels of Invitation

TYPES OF INVITATION What will support the action i
MORE THAN ONE FORM RESOURCES PP Beliefs
PERSONAL CONNECTION POWER Judgements

INFLUENCE
WHAT ARE PEQPLE READY T0 DO?
WHAT EMPOWERS PEQPLE TO BE PART OF ACTION

Fears

http://www.chriscorrigan.com/parkinglot/how/
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Two Loops

The two (2) loops model, which has come out of the Berkana Institute. Itis usefulin describing the
natural and inevitable evolution of a system, organisations oreven an idea. It acknowledges that
within any system there will always be a flow from the old into the new. At some point in an
organisation’s life cycle, new ways of doing/being will arise. This innovation will feel disruptive to the
old systemand it will try to pull the new ideas back into line. 2 loops supports an understanding that
this disruptionis an essentialfeature of evolution and that there are worthy roles to play for
membersin moving fromthe old into a new paradigm. Berkana’s key activity areas are built into the
model: Name, Connect, Nourish and llluminate.

The theoryis that as a system nearsits’ peak, the new system starts being born. People drop out and
walk out, innovating something new. Not everyone walks out of the current system, noteveryone
can.

Steward

- Hospice
innovators

Transition /' |[luminate

system of
Compost influence
Connect Nourish
* '’ , community
° of
o O * practice

networks

Berkana Institute - Two Loops Theory of Changehttps://berkana.org/about/our-theory-of-change/
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Collective Story Harvest

Story Harvesting can offera way to hear and see a wide range of perspectives around a challenge or
issue. These can be hosted in a team, organisational or community setting.

"A Collective Story Harvest enables us to deeply connect with and learn from the experience in our
community, team or organization. This storytelling process builds our capacity for targeting
listening and group learning while offering a gift to the story holders as well as the group as a
whole in the form of collective meaning making. Group harvestingis an ideal way to surface the
many insights, innovations and aha’s that exist beneath the surface of our stories and to take

II'

learningto a deeperleve

For more information, see the blog from Amanda Fenton here: https://amandafenton.com/core-
methods/what-is-the-collective-story-harvest/

In the process a number of stories are shared and we break into small groups work with a set of
specific “arcs” to harvest each story. Each of the participants either harvestsone of the arcs oris a
witness during the storytellingand then shares with the small group. Often we come togetherto
converge ourlearning in a World Café setting.

Strengths of this processinclude:

e It can deal with complex realities and bring simplicity as well as surface understandingand
learning from complexity.

e ltis a harvestingof current reality — how we got to where we are now?

e ltcreatesarich learning field.

e |tcreatesa strong connectionandshared understanding between those involved in the process.

e ltis a gift to the storytellers and others, with lots of resonant learning happening.

e ltisasimple, but powerfultoolthat can be used regularly to take stock, capture learning and
refocus the field.

What is the Collective Story Harvest good for?
There are many ways to apply collective story harvesting:

e Systemicstory harvestfor applied learning: A group focuses on one systemicstory to harve stthe
learnings and apply them to its own work. This works equally well for a practice group coming
togetherora workingteam hearing a story from another organisation or systemand then
applying the learnings to its own practice.

e Full systemteam building/strategy session: Harvesting an organisation or group’s own story for
learning, teambuilding and strategic enhancement. Working with the story in this way brings the
group into a collective field of meaning. Vision or mission statements can be enhanced and
integrated, strategicplans can be invigorated.

e Manystories/collective learning: Harvesting a variety of stories simultaneously in small groups,
then convergingthe learning across the full group. A variety of stories are selected that offer
different aspects to the group. Participants attend and harvest the story that most interests
them. Collective metalearning is harvested by the fullgroup.

e Creatinga new field of work or practice: Telling the story of the wider context up to now in order
to setthe scene for the new work or practice field to arise and find its potentfocus. The process
might also be used for systemicevaluation.

e Taking stock at regular intervals during a project’s life: Good witnessing enables insights about
the key pivotal points in a story to surface, as wellas helping otheremotions to be heard and
released. It can also supporta story to rise above the personalto revealinsights about the local
contextit happenedinand eventhe wider systemiccontext.
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Flow of a Collective Story Harvest

Framing & Introduction... Welcome people to the session.
WLECTVE ST WARC =~ Introduce the storytellers. Explain the arcs and ask for

volunteers. Possible story arcs include:

e Narrative Arc: The thread of the story — people, events,

STRRNTELLY stages. You might also harvest facts, emotions and values that

are part of the story, etc.

e ProcessArc: What interventions, processes, applications,

discoveries happened?

© o ARRITIVE .  Pivotal Points: When did breakthroughs occur, what did we
@ Cvocss - learn?

@ ATTD GV e Application: What can we learn from this story for

:?:\:; " ‘ application in our own or other systems?

¢ Questions: What questions arise from this story that we

could ask of any system?

e — o Specific theme: Harvest the story using a specific theme, like
collaborative leadership, the art of participation, etc, and see whatit tells you

e Principles: What principles of working can be gleaned from this story? What did we learn about
participatory practices? What principles of complex living systems were reflected in this work?

HARNESTHIND WU, GROUP, couLteTivg.

Storytelling... Ask the storytellers totell the story and the group to harvest. It is bestto have those
directly connected tothe story on hand to tellit, and it can be more interestingto hear from more
than one personinvolvedin the story. More voices add depth and richness, as well as a variety of
points of view. The story does not need to be an often-told one, or polished in any form. In fact, this
process can be usedto help polish a story and give the storytellersinput on how to focus and refine
the story to be told to differentaudiences.

Collective harvest... Ask each of the harvestersto reportin on what they found. Take at least as long
for this as forthe storytelling.

Response from the tellers... What were the gifts to you from this group harvest? What are you
taking away from this session?

Response from the group... What were the gifts to you from this group harvest? What are you taking
away fromthis session?

Collective harvest... Come backinto the full group. Ask like arc harvesters to sit togetherin small
groups (e.g. people who harvested “Pivotal Points” sit together, Witnesses sit together, etc). Focus
the group on a meta harvest question, forexample: “What are the conditions for participatory
leadership to be successfully introduced in our context?” Groups then debrief what they have
harvested in the context of the full group question. This collective harvest can be done well using a
World Café.

Closing the session... Thank you to the storytellers and the harvesters. Any finalremarks about what
will happentothe harvestnow that it has been heard. Isthere enough here toreturnto it again and
see what else surfaces? Do you want to come back as a group and hear the nextversion of the story?

See here fora quick reference guide to hostinga Collective Story Harvest. Additional
resources: Storyteller Support and small story circle Host Guide.
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The Art of Harvesting

How many good conversations and crashing insights are lost because they are neverrecorded,
shared or acted on? How many good conversations are overshadowed by formal dry minutes?
What if we were planning nota meeting buta harvest? When we understand the process of
meaningful conversations as a series of connected phases (‘breaths’), we see that each must
somehow feed into the next, and the oxygenation of the greater system requires the fruits of the
conversation to Ieech outinto the widerworld.

When approaching any meetingin this spirit, we mustbecome
clear about why we are initiating the process. The Art of Hosting
and the Art of Harvesting dance togetheras two halves of the
same thing.

Harvestingis more than just taking notes. To geta sense of the
complexity of this art, let's begin by picturing a field in which
someone has planted wheat. How can that field of wheat be
harvested?

We first imagine the harvest from that field as a farmerusing
equipmentto cut downthe wheat, threshit, and separate the
seeds fromthe stalks. The farmer might store the grain, further
refineit, sellit quickly

or wait for the price to increase. " ‘ T [
Now imagine a geologist, a biologist and a painter arv%hng OO \S
g g g g p -~

harvestingfromthe same field. The geologist picks

through the rocks and soil gathering data aboutthe land Indhiyictual

itself. The biologist might collect insects and worms, bits pﬁﬁm\ Wrabng s q!ts

of plants and organic matter. The painter seesthe patterns ft‘raﬂn p':m lq'*‘fad’.(
in the landscape and chooses a palette and a perspective \_“(,.Mg Achng

for work of art. ":“'60‘

They all harvest differently from the field. The results of o Bxtecior
their work go to different places and are put to different Shaved visin | Feedback loo

uses. But theyall have a few thingsin common;they have Story Processe

a purpose for being in the field and a set of questions Corwersatin Netwoclk §

aboutthat purpose, they have a pre-determined place to

use the results of the harvest, and they have specific tools

to use in doing their work. Despite the field being the

same, the tools and results are specificto the need, purpose and inquiry.

Colledive

Who should do the harvesting?

Whoeverdoes the harvest will enjoy the fruits of it.

Sometimes we can concentrate so much on the preparation that harvesting can sometimes be an
afterthoughtlike in the case of the farmerwhois sofocused on preparing the field and growing the
crop, that he forgets about the joy and process of harvest.

Goingthrough all the trouble of preparing the field and tending the crops without harvestingis
insane! Picking the fruits - recording and transcribing - can be done by most people and can easily be
delegated. But making sense of the multitude of input, noticing the emerging patterns, finding the
seeds/questions to feed forward, is where the fruits of harvesting really lie. This meaning making is
best done with the stakeholders, those who own the project, know the contentand needtoact onit.
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Individual and collective harvest

Individual harvest can be done through reflection, journaling etc. The individual harvest enhances
individual learning and the individual’s contribution to the collective inquiry.

Some of the best experiences of harvesting have been when the stakeholders themselves have done
it together, collectively.

Harvesting collectively seemsto have a greater potential foremergence and yields more than
harvesting alone. It becomesthe nextlevel of conversation, ameta-level, where we make sense
together.

If the stakeholders cannot do the harvest, gathera good, inspired and diverse harvestingteamand
plan a way to feed the harvest back into the system.

If you cannot geta team butyou are inspired to doiit, give it your bestshot. Feed it back into the
systemand see whatit stirs.

The cycle of harvesting

There are eight stages of harvesting. Briefly they are:

Stage 1: Sensing the need

Sensingthe need may at first be intuitive or very basic—like sensing hunger, but once the sensed
need becomes conscious one canact onit.

We sense that we are hungry and from there we plant a garden, knowing that the work of planting,
cultivating and harvestinglies before us but that the end result meets the need forsustenance. The
need is not complicated; it is real and clear, and it speaks deeply and inspires invitation and action.
Everything begins from this need, and the way we respond to it and invite othersto do so will
contribute to the harvest that we take away at the end of the day.

The needtranslatesinto a clear purpose and some defined outcomes. Thesetwo fixed points can
offerthe coordinates fora good harvest.

Stage 2: Preparing the field
In some cases the person taking the initiative to work on a givenissue (the ‘caller’) makes the field
ready by creating awareness of the need. Otherswith a similar need will recognise the call.

In preparing the field (sending out the call, giving the context, inviting etc.), we set The quality of
the tone of the whole process. The seriousness and quality of the call will the field
determine the quality of what we reap. The work of readyinga field for planting
can take a whole year during which we condition the soil, clear the rocks and
prepare things. What we are doing here is actually preparing a field so that the
seeds canbe planted. - Inotherwords: start thinking aboutthe harvest from the yield

very beginning—notas an afterthought! Otto Scharmer
The quality of the field is set with the invitation that arises from the need. The
quality of the invitation springs from the presence and awareness of the initial conversation. There is
seriousness and a depth thatis communicated in the process from the beginning.

This work looks like preparing ourselves and inquiring into the capacity of the system to actually do
the work we are asking it to do. Preparing ourselves as hosts is part of preparing the field.

determines the

quality of the

Stage 3: Planning the harvest

Planning the harvest starts with and accompanies the design process. A clear purpose and some
success criteria forthe process of the harvestitself will add clarity and direction. What would be
usefuland add value, and in which form would it serve best?
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Translated into a simple check-list, it becomes:

e Whatis yourintention?

e Whois going to benefit?

e How can you add most value to the work at hand—how willthe harvest serve best?

e  What formor what media will be most effective?

e Who should host or dothe harvesting?

e What s the right timing?
In otherwords, part of planning the harvestis also to know forwhom, when and how you need to
useit.
Which harvest formats will serve you best? Are there templates, sheets, colours, drawings, audio or
videorecordings, etc. that can be used as harvesting aids?

Stage 4: Planting the seeds

The questions around which we structure the hosting become the seeds for harvesting. All
gardeners and farmers know that planting seeds depends on the season and the conditions. You
can’t just plant wheneveryouwantto. You plant once the conditions are right to maximise the yield.
In hosting practice, this means being sensitive to timing when asking questions.
In sowing the seeds that will drive the inquiry (identifying and asking the strategic and meaningful
guestions) you determine the output. So, in planning the harvest, ask yourself “What is it that this
process needs toyield? What information, ideas, output or outcome will benefit us here and now,
and what might take us to the nextlevel of inquiry?”
The processitself is an on-going one. With each part of the process, you harvest something. Some
of it you need to use right away, to help lead youinto the next process. Some of the harvest you will
need later. So, part of planning the harvestalso involves knowing for whom, when and how you
needtouseit. Anotherpartof the planning is asking yourself in which formatthe harvest will serve
you best.
The most powerfulseeds are powerful questions. A powerful question:

e Issimpleand clear

e Isthought-provoking

e Generatesenergy

e Focusesinquiry

e Challenges assumptions

e Opensupto new possibilities

e Evokes more questions
A powerfulquestion focuses attention, intention and energy.

Stage 5: Tending the crop

Protectthe integrity of the crop. Nurtureit as it grows, weeditand thin it to
keepthe strong plants growing and get rid of all that will not nourish or

serve. This involves a combination of feeding the field and letting it grow. Butit
also involvesjustsitting in the field. Holding space for whatis emergingand
enjoyingit. an action which
During the process, enjoy seeingyour work unfoldin all its complexity. The does not proceed
more you can welcome the growth you are witnessing, the higherthe quality of
the harvest. Now you are in the pulse of noticing both the quality of the field
and the quality of the crops. This is where we engage in conversationand
exploration—where the richness of the harvestisborn. Thericher the George Bernanos
conversation or exchange, the richerthe harvest!

A thought which
does not resultin

from a thought is

nothing at all
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Stage 6: Picking the fruits

The simplest way to harvestis to record whatis beingsaid and done, the output of the
conversations, etc. This creates a record or collective memory.

e Recordingcan be donein words:

e Your notes, which will be subjective

e Transcripts of outputfrom conversations recorded on tapes, etc., which will be objective.

e The participants themselves documenting key insights, which will be objective

e Recordingcan also be done with pictures/photographs/video/film: Pictures evoke and recall

feelings, atmospheres, and situations.
e Oryou can video the conversation—record both verbally and visually

Stage 7: Preparing and processing the fruits

Creatinga memory s the first step. As we pick the fruits or seeds for processing, some will be used
right away, some will be used for further processingand some will be used as seed forthe next
season.
The second stepis making collective sense and meaning. This is where we add value and make the
data useful. There are many ways of doing this. The generalidea is to take the many bits of
information and transformtheminto ‘holons’ - wholes that are also parts of greater wholes.
Things that can helpin this process:

e Harvestin a systemicway. Ask collectively: What did you notice? What gave sense and

meaningto you? Notice the patterns—they indicate whatis emerging
e Use metaphors, mentalmodels and stories to make complexissues simple

e Usedrawingsand graphics to make complexissues manageable and visible

Meaning-making can also happenin a conversation at the nextlevel.

Harvesting from the past

You may look back and ask: What did we learn? What made sense? Where are we now in the
journey? What are the nextsteps?

Harvestingin the present

What are we sensing? What are we noticing now? What patterns are emerging?
Harvesting for the future

You may also look forward: look for the issues or questions that you know will feed the nextinquiry
and feed those back into the system.

Harvesting for emergence

“What question could shift us to the nextlevel?

Stage 8: Planning the next harvest - feeding forward

Most harvestingis done to bring closure to a process or bring us to the nextlevel of
understanding. More importantly, it helps us to know collectively, to see the same picture and share
the same understanding together. These are the fruits of the harvest.

A few comments:

The above reflections mainly concern collective harvesting.

Individual reflection and harvest will raise the level of the collective harvest. Duringlearning
processes, individual harvesting can be done intentionally, by usinga journalas a learning tool.
Web-based tools open up a whole world of possibilities that are not dealt with here.

Harvesting the “soft” is much more subtle and subjective than dealing with the “cognitive” or more
objective, tangible parts. A qualitative inquiry into what we have noticed, what has shifted or
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changedin our relationships, in the culture or atmosphere may give us some information about the
softer part of the harvest.

For the most effective harvest, these eight steps should be planned beforehand, as part of designing
the whole process.

Summary of The Art of Harvesting
version 2.6, written by Monica Nissen
and Chris Corrigan with input from the
Art of Hosting Community of Practice.

The full article can be downloaded from

the Art of Hosting website
www.artoghosting.org

Levels of Scribing

@ HEAR A WORD MIRROR W}

(MAKE A PICTURE) N /

““ ~
@ INTERPRET WORDS s ;.Q/

(MAKE $ENSE) 3 )

DIFFERENTIATE
RELATE IDEAS = CONNELT
(MAKE MEANING) S >
/
@ REVEAL ES$SENCE SUREACE
(MAKE KNOWN)

There exist depths, or phases, of scribing that directly correlate with attention.

>

Different “levels” of listening can help us participate in a shift of awareness and possibility. Otto
Scharmer has described four levels of listening: (1) downloading; (2) factual listening; (3) empathic

listening; and (4) generative listening. | apply each level of listening to the visual practice of scribing,
as depicted above.

Source: http://www.kelvybird.com/4-levels-of-scribing/
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Pro Action Café

Purpose and History

The Pro Action Café is a methodology for creative and inspirational conversation where participants
are invited to share their questions (around projects —seed ideas etc.) and getinput (deeper
guestions - knowledge — experience) from others.

The original concept of Pro Action Café is a blend from World Café and Open Space Technology. It
was invented by Ria Baeck and Rainer von Leoprechtingto find a synergy between a peer-to- peer
approach and action orientation, which could scale up to many participants if needed. ltwasand s
successfully usedin Brussels, more or less on a monthly basis. It is designed on a set of principles
that reveala deeperliving network pattern through which we can co-evolve our collective future.

What is Pro Action Café Good For?

As a conversational process, Pro Action Café is an innovative yet simple methodology for hosting
conversations about questions and projects that matterto the people thatattend. These
conversations link and build on each otheras people move between groups, cross-pollinate ideas,
and discovernew insightsinto the questions orissuesthat are mostimportant in their life, work or
community.

As a process, like in a World Café, it can evoke and make visible the collective intelligence of any
group, thus increasing people’s capacity for effective action in pursuit of common aims. This means
that during this event we participate in different topics of conversation.

As in Open Space Technology, topics are brought forward by participants themselves. There is no set
agenda, only overall guiding questions, with the intention of deepeningthe learning process of all
participants.

Pro Action Café can be used with an openinvitation toa broad number of people and/orasa
methodology fora specificgroup / organization / community to engage in creative and inspirational
conversation. Inthis way it is a good tool for convergence and gettinginto actions.

General Flow of a Pro Action Café

Getting to know each other; break the ice

With an openinvitation you get a lot of participants that don’t know each other. Inits original form
we provided simple food for people coming straight from work. In this way conversations already
started while eating. If usedin a longer process with the same group this is of course not needed

Connecting with lingering questions —becoming present

Initially we provided some guided silence/relaxing time. Atthe end we asked participants if a
guestion, project, issue, dream would come up that would benefit from input from others, here and
now.

Announcing the topics
People with a topic speakit (and write it on the agenda) and choose theirtable. We do that until
tables are full (1 host pertable + 3)
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Explaining the process
Although each table deals with a differentissue, there are overall questions that guide the
conversations of each table. Before announcing the first one, explain very well the Café Etiquette
(cfr. World Café).

e Invite participants to share from own experience,

e using atalking piece fordeep listening and intentional speaking

e ook fordeeperpatternsand commonthemes

e invite to write and doodle on the tablecloths

3 Rounds of conversation: 20 to 30 minutes each:

Round 1: What is the quest behind the question? Try to go deeperthanthe story provided by the
table host.

Round 2: What is missing? Once the quest has beenredefined, what makes the picture more
complete? Broaden the picture. What areas haven’tbeen covered?

Round 3: What next steps will | take? What help do| need? What did | learn?

Depending ontime available, this 3rd round can be divided into 2 steps:

1. Some minutesfor the topic ownerto reflect on these 3 questions and harvest key insights with the
help of others

2. Rest of the time is reflection time for all participants on what they learned during this process.
This is intended to be more a process harvestthan a content harvest, butalso to become conscious
that you learn in conversations, evenif you didn’t hold an announced topic.

Between each orsome rounds create a 5 to 10 minutes break for people to have a drink and weave
their conversations further.

Final feedbackin circle
At least the issue holders share what happened. Anyone can share any additional insights.

Materials and set-up:

e Like all good hosting, make a hospitable space. (see also World Café) Ideally create a large
circle in one part of the room and tables with 4 chairs in another part (if the size of the room
doesnotallow this, then participants will move tables and chairs themselvesassoonasthe
agendais created).

e Provide nametagsif needed.

e Dressthe tables with flipchart paper, colour pens and markers, a talking/listening piece if
appropriate.

e Prepare the matrix forthe agenda of the sessionif needed (notwhenyou have less than 20
participants, so lessthan 5 topics)
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Consent Decision Making

This processis a very structured way for a group to make decisions through working on proposed
solutions or actions.

It is not consensus or majority rules decision making, but a consent process, where the proposalis
worked on until people can all consentto the decision.

Itis generativei.e. it generatesimprovements to proposals and generates collective ownership of
decisions

-
:
T\

(m@ )

Questions and reactions are opportunities for people to offerimprovements to the proposal.
Objections are a way to also offerimprovements, and to manage risk. All should be seen as gifts.

The group is invited to take responsibility for their own behaviourin decision making, processing
their thoughts and feelings aroundissuesin a way that improves proposals (or causes themto be
withdrawn if they are not workable or safe), and speaking whatthey need to speak. They are also
invited to take responsibility forapproving proposals that are ‘good enough for now’ and for bringing
new proposals later if earlier decisions have been tried and they have anotherapproach that will be
an improvement.

The Process:

Checkiin

With everyone in circle, and using a talking piece, people answera checkin question, designedto
bring people into presence inthe group and focus their energy and attention on the issue at hand. A
good example is ‘what’s alive in you today?’ A volunteer begins when the facilitator asks the
guestion, picks up a talking piece, speaks, and then hands it to the left forit to travel around the
circle until all have spoken.

Proposal

A clear and ‘ripe’ proposal. If the proposalis not ripe, a different form of conversation (‘growing
conversation’) may be needed to gatherideas and work through layers of feeling and thinking until it
is possible to bring a proposal.
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Roles: proposer, facilitator, harvester

A proposer offers their proposal. Removing the proposalfrom the proposer, write proposal on piece
of paperand physically separate the paperfromthe proposer. The facilitator ‘directs’ the process,
keeping participants to the guidelines of the process.

Clarifying questions

Group members ask questions to clarify anything not clear to themin the proposal. Proposers
answer if they are able or say ‘notspecified’. The harvestertakes note of clarifying questions and
answers.

Reactions

This is an invitation foreach person to speak, going around the circle, giving their reactions (feelings,
thoughts) to the proposal. All must speak, so there are no unspoken reactions that can halt the
processin later rounds. The facilitator chooses whetherto speak a reaction or not. The harvester
takes note of reactions.

The proposeris then invited to create a new proposalif they choose, usingthe material offeredin
clarifying questions and reactions rounds as information that can improve the proposal. If no, then
straight to objections, if yes, then begin process again with new proposal.

Objections

Any objections based onrisk of harm to individuals or the collective?

If no objections, seek visual confirmation (the only option here is thumbs up). If visual confirmation is
withheld, go back to reaction rounds. If there are objections, facilitator will assess if it is a valid
objection, asking for the wisdom of the group if they choose. If valid, then the proposal is not
supported. If notvalid, the facilitator states this and movesto the next objection until all are
finished.

Visual confirmation
This an agreed upon visual action like thumbs up or down to confirm or invite further conversation
or proposal development.

Modified by Percolab www.percolab.com from Sociocracy and Holacracy, using Art of Hosting
(Participatory Leadership) principles and process.
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Theory U

Theory U proposes that the quality of the results that we create in any kind of social systemis a
function of the quality of awareness, attention, or consciousness that the participantsin the system
operate from.

Since it emerged around 2006, Theory U has come to be understoodinthree primary ways:first as a
framework; second, as a method forleading profound change; and third, as a way of being -
connectingto the more authentic of higher aspects of our self.

DowNLoAD IN
past patterns

Suspracing
ey

wih 'PT(S“
eves
redicech

Open neact

!el'hnj 30

?REQEY\)C{\MQ
connechn
‘the so0

WHO & am fﬁ_‘:o
WHAT ts M\l weoey ?

Dialogue Interviewing

Dialogue Interviews can be usedin all phases of the U-process, yetthe most common use is during
the preparation phase.

At a Glance:
Dialogue interviews engage the interviewee in a reflective and generative conversation. This toolcan
be usedto prepare for projects, workshops, or capacity building programs. Dialogue Interviews:

e Provide insights into questions and challenges that the interviewees face;

e May helpyouto find partnersfor a project,

e Prepare participants forto an upcoming event;

e Begin to build a generative field for the initiative you want to co-create.

Purpose:
To initiate a generative dialogue that allows for reflection, thinking togetherand some sparks of
collective creativity to happen.

Uses & Outcome:
Dialogue Interviews are used to prepare for projects, workshops, capacity building programs or
change initiatives in the following ways:
e Provide data on the participants’ current challenges, questions, and expectations oronthe
organizational current challenges.
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e Createincreased awareness among participants or within an organization about the
upcoming process and how it might serve theirneeds and intentions.
e Increasethelevelof trust between facilitators and participants that helpsto create a
generative field of connections.
Set Up:
People and Place
e Dialogue interviews work best face-to-face. If not possible, use phone interviews.
Time (Figures are estimates and need to be adjusted to the specific context.)
e 30-60 minutesfora phoneinterview.
e 30-90 minutes fora face-to-face interview.
Materials
o Usetheinterview guideline (questionnaire), butfeelfree to deviate when necessary.
e Useapaperand pento take notes. Sometimes use atape recorder.

Process:
Step 1
Preparation
o Define/revise questions to adjust to the specific contextand purpose.
e Scheduleinterviews.Ifthe interview willbe conducted face-to-face, find a quiet space.
e Getinformationaboutthe interviewee and heror his organization.
e Ifseveralinterviewers will conductthe interview agree onroles (primary interviewer, note
taking).
Step 2
Before you meetthe interviewee allow for some quiet preparation or silence. For example, 15-30
minutes prior to a face-to-face interview begin to anticipate the conversation with an open mind and
heart
Step 3
Begin the interview. Use the interview questionnaire on next page as a guide, butdepartfrom it to
allow the conversationto develop its own direction.

Sample questionnaire:
1. Describe the leadership journeythat broughtyou here.
2. When have you faced significant new challenges, and what helped you cope with them?
3. Describe your bestteam experiences. How do they differfrom your otherteam

experiences?

4. What top three challenges doyou currently face?

Who are your most important stakeholders?

6. On the basis of what outcomes will your performance be considered asuccess or a failure -
and by when?

7. Inorderto be successfulin yourcurrentleadership role, whatdo youneedto letgo of and
what do you need tolearn? What capabilities do youneedto develop?

8. How will youdevelop yourteam? What doyou need from yourteam, and what does your
teamneedfromyou?

9. Nineto twelve months from now, what criteria will you use to assess whetheryou were
successful?

L4

Step 4
Reflection onthe Interview. Reflect on your conversation and listento yourself: whatimportant
guestions come up for you now that you take out of this conversation and into your forward
journey? Take some time immediately after the interview to review:

e  What struck me most? What surprised me?

e What touched me?

e Isthereanythingl needtofollow-upon?
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Afterall interviews have been completed, review the interviewdata, and summarize results.

Step 5

Close feedback loop: Aftereach interview (by the following morning) send a thank-you note to your
interviewee.

Principles:

e Createtransparency and trust about the purpose and the process of the interview.

e Practice deep listening.

e Suspendyour“Voice of Judgment”:look at the situation through the eyes of the interviewee,
don’tjudge.

e Accessyouignorance: As the conversation unfolds, pay attentionto and trust the questions
that occur to you.

e Accessyour appreciative listening: Thoroughly appreciate and enjoy the story that you hear
unfolding. Putyourselfin your interviewee’s shoes.

e Accessyour generative listening: Try to focus on the best future possibility for your
interviewee and the situation at hand.

e Gowith the flow: Don’tinterrupt. Ask questions spontaneously. Always feelfree to
deviate fromyour questionnaire if important questions occur to you.

Leverage the power of presence and silence: One of the most effective “interventions” as an
intervieweristo be fully present with the interviewee—and not tointerrupta brief moment of
silence.

Source: https://www.presencing.org/resource/tools/dialogue -interview-desc

GuidedJournaling

Where on U:
Journaling practices can be usedin all phases of the U-process especially during the sensingand
presencing steps.

At a Glance:

Guided journaling leads participants through a self-reflective process following the different phases
of the U. This practice allows participants to access deeperlevels of self-knowledge, and to connect
this knowledge to concrete actions.

Purpose:

Guided journaling leads practitioners through a process of self-reflection that moves through the U-
process. This process allows participants to stepinto a deeperlevelof reflection thanin an un-guided
journaling process, and identify concrete action steps.

Uses & Outcome:
e Accessdeeperlevels of self-reflection & knowledge.
e Learn howto use Journaling as a reflective tool.
e Connectself-reflectionto concrete action steps.

Set Up:

People & Place

Journaling Practice can be used in groups of any size. The exercise follows the co-sensing phase
meaning that participants have already moved through the left side of the U-Process.

It is important that the room is quiet and no noises or other distractions in the environment
interrupt the participants.
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Time
A minimum of 45 minutesis required. Depending of the context this journaling process can take up
to 60-90 min.

Materials
Penand paperfor each participant.

Process:

Step 1 Preparation

Prepare a quiet space that allows each participant to enterinto a process of self-reflection without
distractions.

Step 2 Guided Journaling Questions

Read one question afterthe other; invite the participants to journal guided by the respective
guestion. Goone by one through the questions. Move to the next question whenyou sense thatthe
majority of the group is ready. Don’t give participants too much time. It is importantto getinto a
flow and not to thinktoo much.

Guided Journaling Questions:

1. Challenges: Lookat yourself from outside as if you were another person: Whatare the 3or 4
mostimportant challenges or tasks thatyour life (work and non-work) currently presents?

2. Self: Write down 3 or 4 importantfacts about yourself. What are the important
accomplishments you have achieved or competencies you have developed inyour life
(examples: raising children; finishing your education; being a good listener)?

3. Emerging Self: What 3 or 4 important aspirations, areas of interest, or undeveloped talents
wouldyou like to place more focus on in your future journey (examples: writing a novel or
poems; starting a social movement; taking your currentwork to a new level)?

4, Frustration: What about your current work and/or personallife frustrates you the most?

Energy: What are your most vital sources of energy? Whatdo you love?

6. Innerresistance: What is holding you back? Describe 2 or 3 recentsituations (in yourwork or
personallife) whenyou noticed one of the following three voices kicking in, preventing you
from exploring the situation you were in more deeply:

a. Voice of Judgment: shutting down youropen mind (downloadinginstead of
inquiring)

b. Voice of Cynicism: shuttingdown youropen heart (disconnectinginstead of relating)

c. Voice of Fear: shutting down youropen will (holding on to the past or the present
instead of letting go)

7. Thecrack: Overthe past couple of days and weeks, what new aspects of your Self have you
noticed? What new questions and themes are occurring to you now?

8. Your community: Who makes up your community, and what are their highest hopesin
regard to your future journey? Choose three people with different perspectives on your life
and explore theirhopes foryourfuture (examples: yourfamily; your friends; a parentless
child onthe street with no accessto food, shelter, safety, oreducation). What might you
hope forif youwere in their shoes and looking at your life through theireyes?

9. Helicopter: Watch yourself from above (asif in a helicopter). What are you doing? What are
you trying to do in this stage of your professionaland personaljourney?

10. Imagine you could fast-forward to the very last moments of your life, wheniit is time for you
to pass on. Now look back on yourlife’s journey as a whole. What would you want to see at
that moment? What footprint do you want to leave behind onthe planet? What would you
wantto be remembered forbythe people who live on after you?

11. From that (future) place, look back at your currentsituation as if youwere lookingat a
different person. Now try to help that other person from the viewpoint of your highest

v
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future Self. What advice would you give? Feeland sense what the advice is and then write it
down.

12. Now return again to the presentand crystallize whatit is that you wantto create: your vision
and intention forthe next 3-5 years. What vision and intention do you have foryourself and
your work? What are some essential core elements of the future that you want to create in
your personal, professional, and social life? Describe as concretely as possible the images
and elementsthatoccur to you.

13. Letting-go: What would you have to let go of in orderto bring yourvision into reality? What
is the old stuff that must die? What is the old skin (behaviors, thought processes, etc.) that
you needto shed?

14. Seeds: Whatin your currentlife or context provides the seeds forthe future thatyou want
to create? Where do you see your future beginning?

15. Prototyping: Overthe nextthree months, if you were to prototype a microcosm of the future
in which you could discover “the new” by doing something, what would that prototype look
like?

16. People: Who can help you make your highest future possibilities a reality? Who might be
your core helpersand partners?

17. Action: If you were to take on the project of bringing your intention into reality, what
practical first steps would you take overthe next 3 to 4 days?

Step 3 Reflection on the Practice
Split up the group into pairs, and invite participants to reflect on their experience. Again, mention
that journalingis private and that each participant decides whatshe or he wants to share.

Principles:
1. Journalingis a personal process. Never ask participants to share their journaling notesin
public.

2. Aftercompletinga journaling practice you may create an opportunity to reflect on the
experience of journaling. Again: emphasize that participants decide what they want to share.

3. Journaling meansthatyou think through the writing not to think and reflect, and then write
up the reflection. With the instruction emphasize that participants just start writing and see
whatemerges.

Source: https://www.presencing.org/resource/tools/guided-journaling-desc

Divergence, Emergence and Convergence (Breath Pattern)

In entering aninquiry or multi stakeholder conversation we operate with three diff erent phasesin
the process—divergent, emergentand convergent.

Each of these phases are differentand it is important fora host to know where we are in the process
and whatis neededin each phase. The three phases are different ways of thinkingand working that
is complimentary. They can be likenedto the 3 phases of breathing: breathingin (lungs expanding/
diverging) holding, breathing out (lungs contracting/converging).

Every process goes through severalsuch breathing cycles.
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Divergence

In the divergent phase, or “Pre-ject”, thereis as yet no clear goal. This is a “goal-seeking” phase
where a clear and shared purpose gives the collective direction. Anotherdriverin this phase is
asking the right questions.

If you close the divergent phase too soon, the level of newness orinnovation will be less.

Ideally a group will stay in inquiry in the divergent phase untila new shared and agreed solution
emerges, ora goal is seen collectively.

Divergent Thinking: Typically generates alternatives, has free-for-allopen discussion, gathers diverse
points of view, collects data and unpacks the problem.

The DivergentPhase Is non-linearand needs “chaostime”. It is process-oriented and needs
prolonged decision time.

Emergence

The Emergent Phase Between the divergent and convergent phase, isfondly known as the ‘groan
zone’, it is the phase where ‘magic happens’. Itis the phase where differentideas and needs are
integrated. It may require us to stretch our own understandingto hold and include other points of
view. We call it the groan zone because it may feel messy, an uncomfortable stretch, butit is also
the phase where the new and innovative solution emerges.

Working with emergence
Put simply, emergence is the phenomenon of Order arising out of Chaos.

Participatory leadership works with emergent change processes. The work is done not by traditional
‘command and control' approaches, but by:
e Settingclear intentions

e Creatinghospitable conditions

e Inviting diverse people toconnect

There are some catches to working with emergence, however —that can be especially challenging to
leadersin traditional cultures

Gettingstarted is a leap of faith - the seeds of most great ideas are misunderstood, dismissed or
discouraged by others.
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Success can be a hurdle — since engaging emergence involves the unknown, itis risky. Organisations
are afraid to proceed without certainty.

Outcomes can be difficultto recognise — when we encounter novelty, ourfirstimpulse is to try to fit
it into our existing frame of reference. Sometimes seemingly minor shifts can change fundamental
assumptions about how things work. Yet years may pass before we appreciate the implications.

What's most important is probably not on our radar screen —organisations tend to measure
tangibles like 'number of projects launched and successfullyimplemented'. Butthe most powerful
fruits of emergent change processes tend to be intangibles, like trust and friendship. Self-organising
networks arise that can be catalysed into action if an intention of sufficient magnitude arises.

Not everyone makes the trip — most of us have experienced situations in which others have dived in,
by we've chosen notto play. Are we missing something? Or is everybody else dangerously deranged?

Death or loss is usually part of the mix — perhaps fear of loss is the biggest reason why we resist
emergence. Few of us choose to experience emotional turmoil if we can avoid it, so we invent
strategies that bury the root causes of disturbance, perhapsinadvertently settingup a systemto die.

Convergence
Convergent Thinking Means evaluating alternatives, summarising key points, sorting ideas into
categories and arriving at general conclusions.

The Convergent Phase Is goal-oriented and focused, linear, structured and usually subjectto time
constraints. Itis focused on gettingresults and may require quick decisions.
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World Café

The World Café is a method forcreatinga living network of collaborative dialogue around questions
that matterin real life situations. Itis a provocative metaphor. As we create our lives, our
organisations, and our communities, we are, in effect, movingamong ‘table conversations’ atthe
World Café. (From The World Café Resource Guide)

Operating principles

+» Create hospitable space

+* Explore questionsthat matter

¢ Encourage each person’s contribution

+» Connectdiverse people andideas

++ Listen togetherforpatterns, insights and deeper questions

+» Make collective knowledge visible

Assumptions

The knowledge and wisdom we need is present and accessible.

Collective insight evolves from honouring unique contributions; connecting ideas; listening into the
middle; noticing deeperthemes and questions.

The intelligence emerges as the system connectstoitselfin diverse and creative ways.

General flow

Seat4-5 people at café-style tables orin conversation clusters.

Set up progressive rounds of conversation, usually of 20-30 minutes each—have some good
questions!
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Ask one personto stay at the table as a “host” and invite the other table membersto move to other
tables as ambassadors of ideas and insights

Ask the table host to share key insights, questions, and ideas briefly with new table members, then
let folks move through the rounds of questions.

Afteryou’ve movedthroughthe rounds, allow some time fora whole-group harvest of the
conversations.

What is World Café good for?

World Café is a great way of fosteringinteraction and dialogue with both large and small groups. It is
particularly effective in surfacing the collective wisdom of large groups of diverse people. The café
formatis very flexible and adapts to many different purposes—information sharing, relationship
building, deep reflection exploration and action planning.

When planning a café, make sure to leave ample time for both moving through the rounds of
guestions (likely to take longerthan you think!) and some type of whole -group harvest.

Materials

7
0’0

Small tables, preferably round

Chairs for participants and presenters

Tablecloths

Flip chart paperor paper placemats for covering the tables

Markers

Flip chart or large paperfor harvesting collective knowledge orinsights
Posters/table tents showing the Café Etiquette

Materials for harvesting
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7
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This information was

adapted from Café to Go at
www.theworldcafe.com
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Open Space Technology
The goal of an Open Space Technology meetingis to create THE LAW OF MOTION (TWO FEET)
time and space for people to engage deeply and creatively
around issues of concernto them. The agendais set by
people with the powerand desire to see it through. Typically,

Open Space meetings resultin transformative experiences for move somewhere you (lz(an. Follow your
the individuals and groupsinvolved. It is a simple and Pégg?gﬁéﬁa&a}ﬁur
powerfulway to catalyse effective working conversations and
to truly invite organisations to thrive in times of

swirling change.

If you find yourself in a situation where

you are not contributing or learning,

Principles

Whoever comes are the right people
Wheneverit starts is the right time

Whateverhappensis the only thing that could have

- & & ¥

Whenit’s overit’s over

The four principles and the law work to create a powerfulevent motivated by the passionand
bounded by the responsibility of the participants.

Roles

Host: announce and hosta workshop
Participant: participate in a workshop
Bumble bee: ‘shop’ between workshops

Butterfly: take time out to reflect

ZavavAvAvEvi
Ma rleet Place

from Hairison Owen :

General flow
The group gathersin a circle andis welcomed by the sponsor.

TOpen Spacke

|  Principles

| Whoever comes ae the
right people

| Whengver 1t stacts is e
figh{' +Hime.

[ W hatever hqpp@ng is He

[ only Tang that could Yove.

| When its over s Over

The facilitator provides an overview of the process and explains how it works. They invite people
with issues of concern to come into the circle, write the issue on a piece of paper andannounce it to
the group.

These people are ‘callers’. Each caller places their paperon the wall and chooses a time and a place
to meet. This process continues until there are no more agendaitems.
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The group breaks up and heads to the agendawall, by now covered with a variety of sessions.
Participants take note of the time and place of sessionsthey wantto be involved in.

Conversations take place for the rest of the meeting. Recorders (determined by each group) capture
the important points and postthe reports onthe news wall. All of these reports will be harvestedin
some way and returned to the larger group.

Following a closing or a break, the group might move into ‘convergence’, a process that takes the
issues and attaches action plans, or nextwise stepstothemto ‘getthem out of the room’.

The group finishes the meeting with a closing circle where people are invited to share comments,
insights and commitments arising from the process.

MARKETPLACE b PRINCIPLES
e e e '
& jomm Whatever hoppens is the

only thing Y conld have

Wheaever it stts
5 the vijl\\ tme

When @b over

@ g iy ovey
)\
wn @

What is Open Space good for?

Open Space Technology is usefulin almost any context, including strategic direction-setting,
envisioning the future, conflict resolution, morale building, consultation with stakeholders,
community planning, collaboration and deep learning aboutissues and perspectives.
OpenSpace Technology is an excellent meeting format for any situation in which thereis:

X3

¢

A realissue of concern

Diversity of players

Complexity of elements

Presence of passion (including conflict)

+» A needfora quick decision

Open space can be usedin groups of 10 to 1,000 (and probably larger). It's important to give enough
time and space forseveralsessionsto occur. The outcomes can be dramatic whena groupis usesits
passion and responsibility (and is given the time) to make something happen.

R/
’0

*,

X3

¢

3

S

>

Materials

7
0’0

Circle of chairs for participants

5

A

Letters or numbers around the room to indicate meetinglocations

X3

S

A blank wall that will become the agenda

X3

¢

A newswall for recording and posting the results of the dialogue sessions

X3

S

Breakout spaces for meetings

53

%

Paperon which to write session topics/questions

5

A

Markers/Pencils/Pens

X3

S

Posters of the Principles, Law of Two Feet, and Roles (optional)

7
0‘0

Materials for harvest
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8 Breaths of Design

Overthe years many hosts have seentheirwork with different (larger scale) initiatives as a sequence
of different ‘breaths’, different phases of divergence and convergence. This iterative flow has
become known among practitioners as the ‘Eight Breaths’. As we learn through reflecting on our
work, this pattern will no doubt become clearer.

First breath: The CALL

Name the issue

Calling the core question—birth of the callers

Thereis always ‘a caller’, a person who deeply holds a question, a problem, and/or a challenge.
Sometimesthere are severalcallers. The callers are the ones whoinvite the host(s) to help them.

Wise action
Focus the chaos of holding the collective uncertainty and fear—step into the centre of the
disturbance. Don’t move toofast.

Question
What is really at stake here? What if some of us worked togetherto surface the realquestionand
need that matters to the community?

When the caller has committed to call the process, we go to the next phase.

Second breath: CLARIFY

Creating the ground

The callers and hosts work to create collective clarity of purpose and the first articulation of
principles

Wise action
Engagement
Don’t make assumptions

Question
How to getfrom needto purpose? What is our purpose? How to see and feed the group value?
This phase is over once the core of clarity has emerged.

Third breath: INVITE
Giving form and structure
Design and invitation process

Wise action
Keep checking to be sure your design and invitation serve the purpose Don’t make your design too
complex (matchit to the purpose)

Question
How do we invite people to participate in a way that movesthemto show up? How do we let go of
our expectations that certain people needto be there?

The meeting has been designed, alarger group of stakeholders has beeninvited, a good meeting
space has beenfound:it’s time to meet!
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Fourth breath: MEET
Meeting
Conversation

Wise Action
Our role is to host the group, the purpose, and the questions Don’t go alone.

Question
How can | bestserve as the instrument/containerto allow the collective wisdomto emerge?...and
make meaningtogether

When the meetingis done, the group of stakeholders find collective meaning and start to co-create.
This is where the harvestisimportant—to capture key messages and insights and make sense of
them

Fifth breath: HARVEST — MAKE SENSE AND MEANING

Callers & Core / Harvesting team

Harvest the harvest of the assembly and make the needed decisions forthe wiser way forward in all
directions

Sixth breath: ACT

Practice

Implementthe wise actions decided on during the conversation and harvest. Follow -up—continued
learning and leading from the field

Wise Action
Always come back to purpose. Don’tlose sight of the purpose orit won’tbe embodied

Question
How do we sustain the self-organisation?

Here the seed of community gets born, and the results are a connectedne ss between the
stakeholders and wiser actions.

Seventh breath: REFLECT AND LEARN

Reflectionin the core team and with key stakeholders What have we learned? Have we gained
resultsin alignmentwith need and purpose? What are the nextlong term steps?

From here the next calling question arises...

Eighth breath: THE BREATH THAT HOLDS THE WHOLE

The eagle practitioners & perspective

Hosting and sensingthe whole —being aware of all the 7 breaths, tendingto the long-termintent
and the wisdom of the actions and practices of this community of practitioners and the well being of
everyone in this systems.

Although the above is a step-by-step description, the processis not linear but rather cyclical, and
making sense (harvesting), reflecting on alignment to purpose and next wise steps happens
throughout the process.
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stakeholders
Space

The Seaseina |
gras 31

A
To

e e o g
of a w
Pﬂr:fvce

Eight Little Helpers

These eight helpers bring form to fearand uncertainty and help us stay in the chaos of not knowing
the answers. They help us to move through

uncomfortable places together, like ——— )
conflict, uncertainty, fearto arrive at wise SESSS T

action. 1. Be Present 4. Invite

intentional
listening and

e Be present speaking...e.g.

have a talking
e Work together ‘$ . piece
i S

Have a good question

Y i i X : 5. Harvest
Use a talking piece 7 ?;tlmw;s:rl’y& e
(] Harvest 6. Make a wise
. .. collective decision
e Make a wise decision
o Act
e Staytogether

For more information: https://law.anu.edu.au/sites/all/files/events/print newconversations.pdf
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Designing for Wiser Action

What is the purpose?

Designing for Wiser Action (DFWA) was co-created (In Queensland, Australia!) to give practitioners
the chance to ask for help and the rest of us a chance to practice both design and generosity. This
process demonstrates the power of co-creation through diversity of perspectives and working from a
basis of clear purpose.

Remember the practice of Aphei:

DFWA enables practitioners to get supportand wise
insights and advice about the concrete outcomes It is kind to ask for help.
needed and for participants to put theirlearnings A person who cannot ask for help cannot be trusted.
about participatory leadership and its methods to
workon real life events.

Nuu-chah-nulth tribal wisdom

About the process

Practitioners are invited to call a projector piece of work they are responsible forand invite others
to contribute to the thinking and design of actions to bring it to life.

Practitioners find powerfulinsights and solutions through the exploration of questions that clarify:

What is the need? Whatis the purpose? Whois the group? What methods will most supportthe
group into wise action? What kind of harvest will serve this wise action and demonstrate itsimpact?

Who does this process bestserve?

Designing for Wiser Action is about finding the clarity we need to progress realwork. Therefore, itis
important the practitioners calling for help with their projects do so with the following thingsin
mind:

e |-theprojectcaller - have decided and am committed to follow this through

¢ | have mandate or some beginninglevel of mandate todo it - from within me and from
decision makersin my systemto put this in motion

e |amreadyto ask for and receive help from others as we practice co-designing

e The projectshould incorporate a participatory/engagement process which takes place in the
next 12 months

e The projectshould include at least one single meetingor be part of a longer strategic process

e The projectshould be of benefitto more people than justthe project caller themselves

Stages of the process
Allow 3-4 hours for this whole process

1. Make aninvitation to project callers  Atleast 1-2 days prior to the process being hosted

Invitation is made to people sothey can ask for help to design the process they want to host. Work
with those who wantto stepin to get clear about theirintention. This process needs aconcrete
project to work with, ratherthan a vague intention that is still being shaped. The projectneedsto be
happening from one day to one yearin the future.

Remember— Make sure callers are invited at least the night before.
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2. Introduce Designing for Wiser Action 10 minutes

Practitioners are invited to call a projector piece of work they are responsible forand invite others
to contribute to the thinking and design of actions that will bring it to life.

Practitioners find powerfulinsights and solutions through the exploration of questions that clarify:
What is the need? Whatis the purpose? Whois the group? What methods will most supportthe
group into wise action? What kind of harvest will serve this wise action and demonstrate its impact?

3. Introduce the projects 10-15 minutes, depending on number of callers

Gatherthe callers in a circle at the centre of the group. Ask each to introduce their project briefly for
2 minutes. Each thenstandsin the roomand others go to join them. Remind the group this is a time
to practice generosity, so share themselves foreven numbers —nexttime could be their turn!

4. Introduce the process 5 minutes
Show the harvestingtemplates and step through the questions the groups will be working with.

Tip: Use Post-It-Notes onthe template because perspectives might change throughout the process
and you will need to be able to move things around.

5. Group work — project design 90 minutes minimum

Each group will move to its own table or room.

Begin with the caller introducing the project briefly (NB: warn the callers not to spend so much time
on this, it is now time to work oniit!)

Work together reviewing the calling question and sharing wise advice, insights, ideas and ask questions
if neededto clarify the purpose and need.

All group members co-create by populating the template with ideas on Post It notes

6. Peer coaching 20 minutes minimum

Bring the whole group togetherforinstruction on the peercoaching session.
The caller asks fora volunteer memberto stay with them to harvestinput from peer coaches.

Group members are invited to extend their generosity by moving to another caller’s group for peer
coaching.

The caller will explaintheir project designto the peergroup.

Callers then listen without response or conversation to the questions, feedback and suggestions of
the peercoaches (if necessary, the caller can turn their chair away to enable listening).

7. Group work — sharpening design 20-30 minutes
Original groupsthen re-convene foraperiod of integration, refining and sharpening of their project
design.
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8. Report back 10-20 minutes
Finally, the whole group gathersin circle again, with project callers in the centre.

Project callers report back in response to two questions:

What are you grateful for? What are your next wise steps?

Notes for hosts

e Processtiming — optimal timing is 3-4 hours

e Introducingthe process/hearing from the callers/forming groups around the callers (30 min)

e Working in teams supporting the callers on their projects (1.5 hours min)
Peercoaching (20 min =8 - 10 min caller presentsthe work to date, coaches listening/8 — 10
min coaches giving feedback

e Returnto teamsand integrate (20 — 30 min)

e Returnto full group and report back (10 — 20 min depending on the number of callers)

e |fmore timeis available here are some other possibilities:

e Two peercoaching rounds, alternating teams

e Time for the callers to reflect alone following peer coaching session

Roles

One or two Hosts: Introduce the process to the group, host the callers into clarity prior to the
process (and you may need to challenge themto name a concrete project with a clear purpose), and
hostthe full group process

Project Caller: Is the person who wants helps on becoming clear and crafting focus, design and
practice in action, appliedto a particular eventor events.

Co-designers: Are the people who help with the first brush strokes of co-creating design. This is a
practice of generosity.

Full group: Work with all elements from our practice in a practical way, so they all manifestin the
process being designed and make Art of Hosting as helpfulas possible and easierto grasp.

Resource team: If there are more seasoned hosts and a good-sized group of participants, they may
wantto act as a resource team, and bumble-bee between teams to give additional support.

Tools to get the work done
1. Guiding questions
The guiding questions guide the work of the harvest. These questions find theirfoundationsin the
Chaordic stepping stones and include additional questions necessary to build clarity in the context of
the work. Foundational questionsinclude:
+* What is the need thisworkis in response to?
**» What is the purpose of this work?
+» Whatis the powerful question that will serve as a reference point forthis work?
+*» Who needstobeinvolved as core team, partners, and stakeholders?
**» What is the structure of the work in preparation, during and afterthe project?
)/

** What is the tangible and intangible harvest?
+ What are theinsights, challenges, unanswered questions, help needed, next steps?
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2. Harvesting template, Post It notes and markers
Harvest templates can take any form that is meaningfulto the context. Large, colourful templates

create a great space to work on. Some examples of templates from previous Designing for Wiser
Action sessions are as follows:

3. Agood work space

Create a work space that is spacious, light, airy, spacious, connected to nature. Give groups as much
space as possible to work without disturbing each other.

If you have limitations with the environment, be creative. Forexample - use sound as a wall, get as
much light into the creative thinking as possible — send people outside if possible, organise the time
differently —if small space roster/orcycle groups through.

Light processes: Knowledge cafe Calling question for centre Harvesting Laterally organised
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Self Organised Teams

Based on the article by Integral Coach Steffan Surdek, who says:

“Fostering self-organized teams can be very easy or incredibly hard dependingonthe
organizational culture and how long people have been in the organization.

As aleader, it is important to work with your teams to help themalign on whatself-
organization actually means and supportthe teamin finding their way back to this
agreement.

As aleader, it is also important for you toalign your actions and decisions to supportyour
teamsin their journey toward self-organization. If the teams start noticing you are asking
them for one thing and acting in the opposite way, you will quickly lose cre dibility.

What does the term self-organization meanin your organization? What can you do to better
fosterthe self-organization of your teams?”

Self organised teams can be hard work and a challenge but they can also be incredibly rewarding and
respond to people who like to work autonomously but within a team. The internal and ongoing
review of an organisation’s culture is paramount to the success of beinga truly self organised
individual, team and organisation.

Read Steffan’s article Three Common Misunderstandings Of Self-Organized Teams

Jeder’s Story: A Next Stage Organisation

At the JederInstitute, have adopted the term “Next Stage Organisation”, for now and continue to
work with the principles of TEAL and other participatory principles, practices and processes within
our day-to-day work, in alignment with Laloux’s following quote:

“The key emergent of next-stage organizations harkens back to early human history: small
bands of people on a mission, each deeply seenand valued by the others, responding
togetherto changing conditions and making their way forward.

Today’s cutting-edge version of archaic bands are self-managed teams, which have become
the building blocks of companies of all types and sizes. It’s a fascinating (and explicitly
integral!) thesis whose success is demonstrated in organizations all overthe world.” Frederic
Laloux

Source: https://www.dailyevolver.com/2018/10/todays-next-stage-organizations/

The Jeder Institute’s Pillars and Purpose are regularly reflected upon as we walk our talk in our peer-
to-peercoachingcircles, governance, policy reviews and individual and community consultation.

' CO-CREATION
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Jeder’s NSO review: https://www.youtube.com/watch?reload=9&v=cOER5zEhRKA

Three conditions for self- organising — a powerful triangle

Clarity of need and purpose is the invisible leader...

Clarity creates a natural centre for the work. As a caller, become as clear as possible. The clearer you
are, the more others can helpyou. Attheveryleast, callers will be hostinga processto find clarity of
purpose.

Respectful relationships

Being in a good relationship with yourself and with others will enable you to enjoy and benefitfrom
the diversity of others.

It does not mean that you have to agree on everything - but evenif you disagree, you can still be in
respectfulrelationship and focus on getting the work done.

Acting more wisely forthe world
Good work should always yield real results. The Hopi Indians ask, ‘Will it grown corn forthe

people?’. Whatare youractions going to create that will be usefulfor yourworld?

Self-managed (Teal) organisations

Overview of the main (organizational) paradigms

Levels of Consciousness

TURQUOISE

TEAL
- self manage-
- ment for
GREEN F evolutionary
purpose
ORANGE -
AMBER lH
RED .
MAGENTA l
! Y
INFRARED Lt P9
100 000 100 00 1000 100 10 1
yrs ago yrs ago yrs ago yrs ago yrs ago yr ago

FredericLaloux’s book ‘Reinventing Organisations: A guide to Creating Organisations Inspired by the
Next Stage of Human Consciousness’ isa compilation of case studies and reviews of twelve highly
successfuland effective businesses and organisations that have operated overthe last 20 years or so
by leaders operating at or near the TEAL stage of consciousness.

The TEAL stage of consciousness referring to the more advanced stages of psychological and spiritual
development outlinedin the works of Ken Wilber and the works of otherdevelopmental thinkers
such as RobertKegan who referstoit as the Self-Transforming stage, Bill Torbert who referstoit as
the Post Conventional Stage and Don Beck the Systemic/ Global View stage.
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Laloux discusses how numerous disciplines are converging around a developmental perspective and
setsout an agendato apply this to organizations. He shows how each stage of human development
generates atypical organizational form. Modern organizations tend to be based on either a
conformist paradigm (for example, publicsector bureaucracies) oran achievementone (banks or
technology corporations), both rooted in rationality, structure and suspicious of spirituality.

Like Margaret Wheatley, Laloux identifies the living system as the abiding metaphor of the new
paradigm, in contrast to the prevailing metaphorthat likens organizations to mechanical structures.
He identifies three breakthroughs that characterize the organizations he presents as pioneers of the
new paradigm:

e Self-management— by which peer-based relationships replace hierarchy or consensus
and autonomy is reconciled with accountability to the whole.

e Completeness (wholeness) —where people are encouraged to bring the emotional,
intuitive and spiritual parts of themselves towork as well as the rational.

e Evolutionary purpose —in which decision making and work is guided by a sensing of the
purpose thatthe organization exists to serve, and that this evolvesinan emergent way
rather than being defined from above.

zjyinnr- . 3

~ i - i =z
T THE 3 PILLARS OF TEAL ORqAN\SH’“Om

The book is an invigorating read since it demonstrates with example aftertellingexample how
organizations can thrive while swimming against the tide of instrumentalist, shareholder-value-
driven bureaucracy. He provides exhaustive detail on the structures, practicesand processes the
organizations adopt so as all the time to putthemselves, wheneverthere’s a choice to be made, on
the side of human development and sustainability.

Employees are encouragedto find their ownroles and play to theirstrengths. Decisions are taken by
peergroups ratherthan by leaders, or often by individuals acting simply on advice from relevant
colleagues, with the consequence that corporate centres are largely redundant.

Employees are trusted rather than controlled to do the right thing, so that cumbersome compliance
practices are nolonger needed. Throughout the book, the costs of leading from less developed
stages of developmentare revealed.

From a TEAL leadership perspective

“The organizationis viewed as an energy field, emerging potential, a form of life that transcends its
stakeholders, pursuingits own unique evolutionary purpose. Inthat paradigm, we don’t ‘run’ the
organization, not evenif we are the founderorlegal owner. Instead, we are stewards of the
organization; we are the vehicle that listens in to the organization’s deep creative potentialto help it
do its workin the world.”
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Laloux lists the cultural assumptions that are at play in these pioneer TEALorganizations. Here’s a
selective list of some which seem very reasonable yet would be deeply challenging to conventional
organizational cultures:

¢ We relate to one another with an assumption of positive intent.
e Until provenwrong, trusting co-workers is our default means of engagement.
e Everyone of usis able to handle difficult and sensitive news.

e We each have responsibility for the organization. If we sense that something needs to
happen, we have a duty to addressiit.

e We areall of fundamentalequalworth.

e We strive to create emotionally and spiritually safe environments.

e Failure is always a possibility if we strive boldly forour purpose.

e We don’tblame problems on others.

e Trying to predict and control the future is futile.

e Inthelongrun, there are no trade-offs between purpose and profits.

The leadersin Laloux’s pioneer TEAL organizations are close to or have attained the TEAL stage in
their developmentand as a resultare able to cope with the ambiguities and uncertainties of
enrolling large numbers of employees in putting purpose at the heart of whatthey do.

Their capacity to handle complexity and uncertainty in unstable and anxiety provoking situations
enablesthemto create harmonious systems which can move forward in times of uncertainty and
ambiguity.

Laloux is not glib about the prospects for more organizations developing along evolutionary TEAL
lines. He identifies two necessary conditions:

The founderor top leader must have attained and be able to act in a manner consistent with the
characteristics of the TEAL developmentalstage

The owners of the organization must also understand and endorse the thinkingand behaving arising
out of the evolutionary TEAL stage.

This bookis a must-read foranyone interested in how businesses and organizations might evolve
and thrive in an increasingly volatile, ambiguous and complex world.

Citation: Davidson, S., & Vogel, M. (2015). Review of Reinventing Organizations: A Guide to Creating
Organizations Inspired by the Next Stage of Human Consciousness [Review of the book Reinventing
Organizations: A Guide to Creating Organizations Inspired by the Next Stage of Human
Consciousness, by K. Wilber & F. Laloux]

Websites: Reinventing Organisations http://www.reinventingorganizations.com/

Reinventing Organisations Map https://reinvorgmap.com/

Discourse http://discourse.reinventingorganizations.com/
Video https://www.youtube.com/watch?v=gcS04BI2sbk
Wiki http://www.reinventingorganizationswiki.com
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Systems Thinking

Systems Thinkingis a sensemaking processthat givesyou a helicopterview of a complex problem
context. Complex problems are characterized by non-linearity. They are dynamic, emergent,
unpredictable, have may inter-related forces and change overtime.

Traditional problem-solving focuses on cause and effect but with complex problems there are always
multiple factors and solutions found through traditional problem solving often have unexpected
longerterm effects. Forexample, afarmer who uses pesticides to kill bugs ruining his crops may get
short term benefits, howeveranotherinsect species may increase as a result as this speciesis no
longerbeing eaten by the insects targeted by the pesticides. So, the new species ruins the crop!

If we can geta better picture aboutthe inter-related forces that affect asystem, we can identify
where the leverage points for change might be and can be more strategic about where we intervene.

You can read an example of how systems mapping was introduced into an international project
alongside ABCD’s asset mapping processesinthe Asset Mapping Atlas blog.

Links:
https://m.youtube.com/watch?v=GPWO0j2Bo eY
https://kindling.xyz/next-systems/systems-thinking-complex-world/

https://www.plusacumen.org/courses/systems-practice

Agile Organisations

The five trademarks of agile organizations by McKinsey and co offeraroadmap to demonstrate that
successful agile organizations consistently exhibit five trademarks:

1. North Star embodied across the organization
Mind-set shift:
From: “Inan environment of scarcity, we succeed by capturing value from competitors,
customers, and suppliers for our shareholders.”
To: “Recognizing the abundance of opportunities and resources available to us, we succeed
by co-creating value with and for all of our stakeholders.”

2. Network of empowered teams
Mind-set shift:
From: “People needto be directed and managed, otherwise they won’t know whatto do—
and they’lljustlook out forthemselves. There willbe chaos.”
To: “When given clear responsibility and authority, people will be highly engaged, will take
care of each other, will figure out ingenious solutions, and will deliver exceptionalresults.”

3. Rapid decision and learning cycles
Mind-set shift:
From: “To deliverthe right outcome, the mostseniorand experienced individuals must
define where we’re going, the detailed plans needed to get there, and how to minimize risk
along the way.”
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To: “We live in a constantly evolving environment and cannot know exactly what the future
holds. The best way to minimize risk and succeed is to embrace uncertainty and be the
quickest and most productive in trying new things.”

4. Dynamic people modelthat ignites passion
Mind-set shift:
From: “To achieve desired outcomes, leaders need to controland direct work by constantly
specifying tasks and steering the work of employees.”
To: “Effective leaders empower employees to take full ownership, confidentthey will drive
the organization toward fulfilling its purpose and vision.”

5. Next-generation enablingtechnology
Mind-set shift:
From: “Technology is a supporting capability that delivers specificservices, platforms, or
tools to the rest of the organization as defined by priorities, resourcing, and budget.”
To: “Technologyis seamlessly integrated and core to every aspect of the organization as a
means to unlock value and enable quick reactions to business and stakeholder needs.”

https://www.mckinsey.com/business-functions/organization/our-insights/the-five-trade marks-of-
agile-organizations

Jeder Institute 2020 v2 Page 98



https://www.mckinsey.com/business-functions/organization/our-insights/the-five-trademarks-of-agile-organizations
https://www.mckinsey.com/business-functions/organization/our-insights/the-five-trademarks-of-agile-organizations

(@) Jeder
INSTITUTE Participatory Community Building Guidebook

Holacracy
Holacracy: a customizable self-management practice for organizations
Holacracy empowers people to make meaningful decisions in pursuit of your organization’s purpose.
Holacracy® is a new way of structuring and running your organization that replaces the conventional
management hierarchy. Instead of operating top-down, power is distributed throughout the
organization, giving individuals and teams more freedom to self-manage, while staying aligned to the
organization’s purpose.
Itinvolves:

e A newandevolvingorganizational structure

e Innovative meeting practices designed for rapid execution

e Ashiftin mindsettoward greaterautonomy and taking action

Find more information here: https://www.holacracy.org

Sociocracy; solutions for deeper democracy

Sociocracy is notan economic theory buta method of governing organizations, regardless of the
economicsystem in which they exist. Just as sociocracy has many features that would strengthen
democracy, it is equally effective in a capitalist economy. Sociocracy is a system of organization and
governance that can be applied in any kind of economic system.

Find more information here: https://www.sociocracy.info/what-is-sociocracy/

Integral Theory

Integral Theory incorporates “cultural studies, anthropology, systems theory, developmental
psychology, biology, and spirituality, Integral Theory has been appliedin fields as diverse as ecology,
sustainability, psychotherapy, psychiatry, education, business, medicine, politics, sports, and art.”

Ken Wilber explains the need foran Integral Approachin the following way: In our current post-
modern world, we possess an abundance of methodologies and practices belonging to a multitude of
fields and knowledge traditions. What s utterly lacking however, is a coherent organization, and
coordination of all these various practices, as well as their respective data-sets. Whatis neededis an
approach that moves beyond this indiscriminate eclectic-pluralism, to an “Integral Methodological
Pluralism” — driving toward a genuine “theory of everything” that helpsto enrich and deepenevery
field through an understanding of exactly how and where each one fits in relation to all the others.

Excerptfrom Integral Life website here: https://integrallife.com/who-is-ken-wilber/
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Asset Based Community Development online

ABCD Institute https://resources.depaul.edu/abcd-institute
ABCD in Action (global site) http://abcdinaction.org/
ABCD Asia Pacific http://jeder.com.au/abcdasiapacific/

ABCD in Action and ABCD Asia Pacific are both on Facebook foryou to start or contribute to a
conversation.

Art of Hosting online

Art of Hosting: www.artofhosting.org

Art of Hosting online community artofhosting.ning.com

Art of Hosting email list (listserve) where alot of questions and announcements are made.
You can join the list by going to www.artofhosting.org/home/stayconnected/

You can also join the international Facebook group Art of Hosting

Other online resources

SOAR http://www.soar-strategy.com/

Results Based Accountability http://resultsaccountability.com/
Reinventing organisations http://www.reinventingorganizations.com/
Timebanks https://timebanks.org

Placemaking https://www.pps.org

IAP2 https://www.iap2.org/

Worldview Intelligence http://worldviewintelligence.com

Mental Models Iceberg https://nwei.org/iceberg/

Conversation Café http://www.conversationcafe.org
Liberating Structures http://www.liberatingstructures.com
Graphic / Visual Facilitation https://www.curiousmindsco.com.au
Social / Living Labs https://social-labs.org/slr/

Proaction Café http://www.pro-action.eu/whatwedo/pro-action-cafe-
online/

Edge Effect https://deepgreenpermaculture.com/permaculture/permaculture -design-
principles/10-edge-effect/

Cognitive Edge (Complexity and the Cynefin framework) by Dave Snowden
https://cognitive-edge.com
Art of Powerful Questions by Kathy Jourdain
https://shapeshiftstrategies.com/2011/11/15/shaping-powerful-questions/
Art of Harvesting Guide
https://ucg.uccommunity.org.au/sites/default/files/the art of harvesting.pdf
Generative (Consent) Decision Making by Samantha Slade
https://medium.com/percolab-droplets/generative-decision-making-process-cfOb131c5ac4
Chaordic Stepping Stones by Chris Corrigan
http://chriscorrigan.com/Chaordic%20ste pping%20stones.pdf
Presencing Institute (Theory U; dialogue walk and interviewing, journaling)
https://www.presencing.org
Appreciative Inquiry
https://appreciativeinquiry.champlain.edu/learn/appreciative -inquiry-introduction/
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