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Thig umnmﬁ, entitled finproving the: Human
Eovironment of Schools [IHES] Fgdilitation, was written "
to gulde school leadershipsparsonnel in their efforts to
solve sehool problems throwgh™he involvement md .
participation of the school @gmmunity: teachers,
students, parents, staff, and (Ti)ll.llllllllil_v members, |
Although these persons often hold diverse pointg” of '
view. thev have a common interest in nnwn\mwh\

schools human environment. \

HHES facilitation presents the philoséphy of g
collaborative decision making as well as procedures fpr-
group problem solving developed in the’ Offige of
Intergroup R(-l.mnnh, California State Department uf X
Fducation. . ‘ /} :

The THES facilitation method has ‘been taught o, -
school district and school personpgl in northern :uﬂ
southern California and has been” employed b\‘ '
sugeessfully iip several schools to salve, school- . ‘ ‘
mk)nnwm n‘l,ﬂf,'(l problems that, Wn"( affecting v

student achievément. The mapual was (l(-su,n(d ) oo

primarily as a referance guide for* persons wilo : ‘ Lo

participaté in the THES facilitation training provided hy
the Office of Intergroup Relajons. It also can serve as

a valuable text for those who Jjave not had lhv training -

but who wish tp learn the m(-th()d " Tt /ﬁ

We extend our special thanks to Ioan’P Avis, S . ,

Constiltant in the Office of lnter Relations and -

principal author of the manual an ingcipal trainer in

the THES facilitation method, and hzabeth D.

Bigelow, Assistant Professor at thf Umversntyaof San - Q\

Francisco and a major contriputoef. to the development
i ()f the manual. d \ . ‘

. ,)( “ L) s ) ' & T

JAMES R SMITH 'y, PLES A GRIFFIN r-&
Deputy Sugferintendent, * KR AN . - Chief, Office of o‘V
Curnculum and , K Intergrouy Relations i

Instructional Leadepshy s
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Improving the Human Environment of Schools [HIES]
4t Faciditadog is a munuul'ilusignml to assist you dun‘iu;
¢ the course ()f/y()‘ur training in facilitation and

.'lﬂ(‘l\\’.'ll'(’i when you are leading an THES group. You
are encouraged during _\}()lll' training to write notes in
lhu"munu.'\l and 20 read it between sussim‘}s. The'
manual is not a substitute for training.and cannot
provide the most valuable learning experience of
all  repeated practice, together with feedback from
skilled facilitatots and other participants i training a
well as vour own assessments of vour strengths and
arcas for improvement. However, the manual can’ l*u d
enormous help to you after ybu havun_m)mplelud _v()qb
training, (?,;(I)(‘?(?i(’)ﬂ'_\/ when vou are planning an IHES
meeting, developing a process agenda, reviewing

‘ problem-solving methods, or leading an THKS group.

This chapter contains, an introduction to the IHES

group, a discussion of the history of the IHES cencept,
and an overview of IHES training.

What Are THES Groups?

IHES (pronounced “eyes”) groups are established and.
maintained to assist a school commu'ni"t'y in addressing AR
issues related to the human environment in the school.
Thé goal of THES groups is to im/provc the quality of

Aruitoxt provided by Eic: -
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hte i the scbool The groups worksto inerease
n‘pmlunlluw for the growth and development of
individual membdaks of the school community and to
promote constractive interaction These important
lcatures of THES groups are reflected e the name. In
essence, HTES groups are

M /s They e interestedd individuals who represent
themselves, even though they are representative of
agny se hool community groups

B ves They view the sehool from aff expanded per
spective, seeing problems and envisioning solutions

B Aves. They aftirm the goal of improving the human,
efvironment of the school and support the work of
the group.

By, tahmg n-spunsnl)llll\ for addressing issues, coneerns,
“and problems in the school's human environment and
working in a svstematic wayv to effect change, the THES
groups themselves become an important and ingegral
part of the school.

An THES group begins by l(l(-nmvmp, and analyzing
areas for improvement, examining many solutions, and
choosing the most apprppriate solution. Next, the
group usually enlists the support and assistance of
others to move its plans into action. The group
monitors it impact on the area of the buman
environmént selected for intervention and continues to
identifv new areas for, improvement. ‘The THES process
is a positive one: it encourages constructive problem
solving and collaborative decision making. In its
workings the THES group models many of the qualities
it hopes to promgte in the larger school environment,
such as respect for others, commitment to common
goals, task orientation, and appreciation of differences.

History of the THES Concept

In 1977 the Office of Intergroup Relations, Cdlifornia
State Department of Education, commissioned a group
of educators to analyze the social aspects of school
problems and formulate strategies for change. The
committee’s charge was to develop a _mamural to assist

7’
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school statt members i addressimg hunan relations,
resties aed concerns in the school envircomment 1 he
work ot the committee resualted in the publication of
| Chmproving the Human Enviconment of Schools:
| Problems and Strategies (Sacramento. California State
g Department of Education, 19790 The purposes of that
‘ manual are o hetp principals identity and monntor
hman relations issues and concerns and 1o assist
other members ot the school community in becoming
more aware of these problems and their own
responsibthty for finding solutions Although the
computtee did not intend to provide specific

implementation methods ()l'(ill)l)l‘()illfll(!s, it did

g recommend that a group be established in cach school
to wdentity and prioritize -key school specific issues,
concerns. or problems This group was called a School

© Hunum Environmment Assessment Group, and soma
fencral recommendations for its composition and
process were offered.

Atter the publication of the 1979 manual, the (Mlice
of Intergroupr Relations initiated a series of one-day
triining sessions o introduce educators to the manual
and 1o provide them with more specific information on
how to establish groups in their schools. In response
to the need expressed by educators for additional

i training in the process of conducting such groups, the

: Office of Intergroup Relations designed and sponsgored

! 4 three-day training program that provided participfants

} with the necessary skills to conduct small-group

| problem-solving sessions related to the human

cnvironment in the school. In recognition of the fact

I that the school groups perform more than assessment,

} the name of the groups was changed in 1981 to

Improving the Human Environment of Schools (IHES)

Broups.

As the concepts of school climate and IHES received
increasing attention, the Office of Intergroup Relations
refined its trgining program further to-assist school

~district a ol site staff members in establishing

| and maintairgcongoing THES programs taitlored to
their specific l}m‘v(ls and environments, This manual

ERIC ‘ \
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ﬁ wits developed i response ta requoests lrome trained
~ lacthitators in the schools tor turther information that
woutld assist them in their work with THES groups

theiview o THES Tramining

An HES group, established and trained with
assistance from the Office of Intergroup Relations (OFR),
i provides an opportunity lor a school or school distriet
to address msues related tg the human environment in
| the schoob withi a task onented. problem solving
group context '
Fo estabhish an THES group in a school or several
IHES groups in a school distnet. an OIR consultant
first meets with leaders in the s¢hool or district to
determme muatual interests, the extent ol commitiment
to consensus deciston making, and special needs or
crcumnstances Neat, the school and distinet leadership
rdentity interested indivrdaals i the school cotmmunity
who will receive training in the THES facilitation
method that has been developed for conducting THES -~
groups '
HIES t;u-nhl.nu?lr.'m.nng which usualtly takes three
davs, is conducted By OIR consultants and covers the

! following general topies

1 Building blocks of THES facilitation

| a Review of basic communication skills

‘ b Advineced communication skills - managing

‘ conflict and anger '

Introduction to THES. facilitation and the concept

of consensus decision making in groups

3. Introduction to the problem-soling sequence and
problem-solving methods for groups
Facilitation ot THES groups

. Advanced facilitation methods

_l\.;

o4
3

Methods of training include minilectures, demon-
strations. simulations. experiential activities, and
supervised practice. At the conclusion of the training,
participants will have acquired the basic skills of an
HHES facihtator and swill be at least minumally

’ (-mnpvlv’nl to conduct an THES group in(!(-pvn(l(-nlI‘v.

1 4
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Ve the three doay teanmg ot factlitatorn” lus heen

completed the teacher admimastrgtor stadent parent

and commuty membershop of e THES groaps s
lup Y one dgn
scheduled tor all 111s

L thtators and newh selected ov elected groap

cotabhished by the school feade
traning and plauung session 1

members Onc thie day o consaltant trom the Oflice ot
Intergroup Relayons antroduces all participants o the
philosaphy purposes and procedures ot an THES
proap  They observe and participate m g demonstiation
of a amubated HILS gronp meeting Neaxt the THES
sroups mect swith their tactlitators to adentty, priontize
and anah e assues related 1o the human environment
i thew respective schools i subsequent meetings the
participants sl seek to address these issies i oa
positne  constructive. and structured manner 1The
consultunt provides sapport and assistance to local
IHES tacrhtators as they conduct group meetimgs and
atlers constructive comuments on thenr facithtating skl
s necded the consaltant mneets swith local 1H11ES
Lcthtators as a group to conduct advanced trammg o
attends \lll).\('(llll'lll Ies group mecthings to provide
assistance and consultation to the tacithtators \
consultant from the Office ot Intgegronp Relations
contimues 1o provide tolloss ap assistance to the HIES
groups as requested by the school or school distact
('Iunph-rS 2 through 6 are designed to correspond to
the contents of the three-day FHES training program In
Chapter 2 the authors present the building blocks of
HEES facthitation. including a reviesw of hasic
commumeation skills and the advanced skills of
managing conflict and anger Chapter 3 contains a
desenption of the components of THES facilitation and
the process A tacilitating IHES group meetings
Chapter 4 outlines the pnnciples and techniques ot
problem solving in small groups  In Chapter 5
bhackground matenral on small-group processes and
strategies for maintaimg an THES group as a fulhy

12
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. e A * * ‘functioning entity in the school in (ﬁmghgpter
MR .. P 6 provides informatiph .on advanced IHES facilitation

. S ‘, methods and' suggestions foe improving skills. Next, the
. 7 ) 5o L ; appendix contains a description of how an IHES group .
- * is established. Finally, the authors present a list of
. referinces on small-group processes, conflict

si.% ’ management, communication, and facilitation.

In Conclusion a Beginning

~ As you become more familiar with and experience
the role and responsibilities of an IHES facilitator, you
will find that much of your past learning in

_ v communications and in small groups will be useful

. : and adaptable to this new situation. In addition, you

‘ will learn new approaches and methods that will bring
increased confidence and competence in taking on the
role of an THES facilitator. '

13
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Educators are, in general, excellent communicators.
After all, exchanging information and ideas is their , |
stock-in-trade and. the basis of their prdfessional
expertise. However, training as an IHES facilitator
requires the use of-a specific set of communication
skills that may differ somewhat from those used every

.

day.
To prepare you.for the role of facilitator, this chapter
~ reviews the fundamentals of communication that are

particularly useful in the resolution of problems
encountered in attempts to improve the human
environment .of schools. These skills include:

B Developing accurate perceptions

W Active listening ’

B Responding and clarifying -
“® Resolving conflicts

R

Developing Accurate Perceptions

School problems come in all sizes and dimensions.
Sometimes you.may need to redirect the behavior of a
single student or confront the negative attitudes of a
parent. At other times you may be called upon to
participate in a districtwide effort to reshape the ]
curriculum to improve academic achievement. Whatever

~ the scope of the problem in which you find yourself

ERIC ™ e ’
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engaged—whether it involves )ust y¢u and another
person or the competing needs of/a number of
persons or groups—the first step/in coming to terms
with the problem is to see it foj‘ ‘what it is, to perceive
it accurately. '

To do so is not easy because you must, in your new
role as facilitator, put aside your own values and
biases and strive to view the problem from the
perspectives of others. To ‘start with, you need to
recognize that each person is different and acts and -
reacts to different experiences and aspects of the
environment. Respect for individual differences and a
genuine desire to understand the other person’s point
of view are. essential attitudes of the professional IHES
facilitator. These- attltudes are the Very foundation of
communications aimed at improving the human
environment of schools.

A useful strategy for improving one's
perceptions—and thus for improving problem
analysis—is to keep in mind the distinctions anfong
(1) observations; (2) inferences; and (3) judgments.

Observations are those qualities that can be
perceived with the sense organs—what can be seen or,
to a lesser extent, heard, touched, smelled, or tasted.
Strictly speaking, observations have nothing to do with
thl?‘)kmg or feeling about what is being perceived.
Because observations are about as close to pure fact as
possible, one can also be confident that high levels of
agreement will occur among all parties observing the
same phenomenon. - :

Interpretation based on the context—the how, when,
and where—of an observation is referred to as.
inference. Through interpretation a person decides the
meaning, the underlying story, of what has been
observed, on the basis of one’s own social, cultural,
intellectual, or emotional ‘dispositions. Although this
process is perfectly natural in that it enables a person
to make sense of experiences, the inferences drawn are -
often based on individual stereotypes and prejudices
that may not be appropriate to the situation at hand.

15
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. When a person makes judgments about what is
observed, . that person is stating how he or she feels
about something on the basis of a personal value
system. Approval or disapproval of what is seen is
based on one's sense of good and bad, right and
wrong. This, of course, will determine how one will
subsequently tend to act in relation to the situation or
problem. .

As an exercise, try to describe someone as fully as
possible, using only observational statements. You will
probably find that it is hard to stick with specific
behavioral attributes without drawing conclusions or
generalizations about that person. Next, notice the
inferences and judgments you make. How are your
attitudes affected by the age, sex, or race of the
person? How are your attitudes affected by the context.
in which the person is observed? What- do you think is
the basis of your inferences or judgments?

When you are in the role of private citizen, your
inferences and judgments are entirely your own affair.
In the role of IHES facilitator, however, your neutrality
in the course of the problem-solving process is
absolutely essential, as will be discussed in more detail
in Chapter 3. As facilitator it is your duty to be as
observant as possible—in other words, to stick with
behaviors and specifics—so that you do not impede
the fact-finding process or cause divisiveness among
the parties concerned:

Active Listening

In cohiunction with observational skills, active
listening must ‘also be developed. Both are crucial to
effective facilitation and problem solving. Active
listening, as opposed to just hearing, is more difficult
than is commonly realized. Often, when persons think
they are listening, they are in reality mentally engaged
 in forming an answer to what the other person is
saying or in evaluating what it means. IHES facilitators
must try to understand what the message means from
the other person’s perspective.

. ey

16



/ oo
' Listening, then, ig«at a ce
- during which the other person talks on..Rdther, it is
_active, requiring energy and effort to hend and

remember what the person is trying tq ecommunicate
while suspending your own judgments about the
content. To become a better listener, try to apply these
rules: ' '

1. Get ready to listen. Just because only: your ears
are involved, do not think that you can listen well
while thumbing through papers or doing
.something else with your hands. Give the other
“person your full attention by putting other things
aside and assuming a physically relaxed position.
You will then be mentally alert and ready.to
engage in this communication.

2. Listen to understand rather than to refute. Post-
pone your judgment of what the person is saying
and strive to ascertain what the person means. On
the basis of your own experience, imagine how
you might feel in his or her situation,

3. Control vour emotions. If you find yourself
reacting strongly to what is being said to you with
anger, annoyance, or irritation, try to put your
feelings aside for the time being. If you can define
or locate the source of your reaction, so much the
better. . ' T : -

Responding and Clarifying

Now that the importance of careful observation and
active listening has been discussed, it is appropriate to
discuss how you, as an IHES facilitator and problem
solver, can improve the quality of communication by
(1) encouraging other persons to express themselves
completely; and (2) helping them to identify the
essence of the problem, issue, or concern they are )
trying to discuss. Using the techniques described here
will enable you and the group to arrive together at a
reasoned analysis of the problem and to share in its
eventual solution. '

¥
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Ublng Nonverbql A(tendlng Bollmﬁors -

v Communncatnon mvolvgs nonverbal as well a$ verbal
Componems For example, some experts contend that
words alone, constitute onIy,'J' percent of a message;
tone of voice and inflection a ount for 38 per‘cent

and facial expressions, posture, and body gestures

account for 55 percent (Huinan Behavior and
Leadership, 1977). It is useful for us, therefore, 10~
consider w\hat"we convey to others nonverbally and
|)(‘lha|)s unc onscnously

A few simple techniques and behaviors will commu-
nicate vour interest in and respect-for IHES group
members, vour openness to each of their ideas, and
vour attentiveness to the gréup’s process: N

1.

(23

e

Eve contact, indicates vaur interest and serves to
keep the person speaking focused on the commu-
nication ‘process. Looking. away from the person is
not onlv discourteous\but may also be frustrating
to the speaker. On the other hand, be careful not
to stare; just relax and be natural. In addition,
vou should be aware of cultural differences in
holding eve contact. For‘:‘ xample, children from
some ethnic groups are taught to look away or
down in the presence of an adult because to
maintain eve contact would be considered ‘
disrespectful.

Bodv language and gestures are also signals of
vour receptivity to others. Try to relax your body,

particularly your upper body, shoulders, and arms.

A facilitator with tightly folded arms or hunched
shoulders may appear tense and defensive and

“mav impede communication and provide an

inappropriate model for the group.

Nodding as a person is speaking is an excellent
technique for encouraging open communication. It
is the essential nonver/)al expression of the ave
portion of the IHES philosophy— aﬂir'mmg the
contributions, of the group members and the
process as a whole. ‘

?
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. </ ‘ R "_,\\. ‘ ' -’H/nvldng Expuudonnnd Discussion
In .conjunction with ngnverbal attendmg behaviors, -
' certain minimal verbal encouragers are also useful in
o N ‘opening avenues of communication and-" inviting full
participation of IHES group members. As a person is
talking, you might try the following respofjses to keep
him or her going: "Umm-hmm ...” gr “"Uh-huh..." -
"Oh...” "So...” “Then...” "And...” “Tell me more.” Or
t you might repeat one or two key words, simply restate
the other perso%'s words exactly, or remain silent.
In addition, as an IHES facilifator you will be asking
many questions of the group to stimulate discussion
and clarify or analyze an idea of siggestion You can
enhance this prdcess by applying these guidefNnes:

1. Ask open-ended rather than closed questions. .
Open questlons generally begm with the words
“"What...?” or "How...?" or "Could/Would ..
Questions such as What is '_your‘ perception of the
problem?” or “Could you tell me more about what
- happened?” have the advantage of helpmg people
to elaborate a point and to clarify specific types of
behavior. In addition, the questions enable you to
focus attention on the group's feelings. Closed
questions, on the other hand, tend to cut off -
communication because they can generally be
answered with a simple yes or no, such as
questions beginning with “Have you...?" or "Will
you...?” Questions beginning with “Why ... ?" are
also usually closed because they tend to ehcnt
, defensive responses.
7 : 2. Avoid leading ‘questions. Be careful not to entrap
" the group with a question that leads toward your
own conclusion as opposed to theirs. A question
such as "Are you doing that because the principal
pressured you?’ carries ‘certain assumptions which
may result in your alienation from the group. '
Keep your questions open-ended.
3. Trv to phrase questiosis in a positive manner. Do
not ask, “What went wrong at this meeting?”

V
.4
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Instead, ask, "What mlght we have done dlﬂ“et‘ently
to mdke thns meeting more succei 1]?"”

°Paraphraning : 3 ‘

Paraphrasing, or restating what a person has Said.
can contribute to open communications. First, it lets
the person know that veu have heard and are trving to
understand w hat” was said, and it nicely ‘acknowledges
the (‘()nmhutlon in agddition, it provides a check on
the accuracv of the fdulltut()rs perceptions and will-
assist vou in developing.yvour active listening skills.
Finajly. it assists the recorder in capturing the essence
of the (ommun{(xmon

e T, o .

Reﬂe(‘dmg Feelings e

Paraphrasing def‘x’l‘; the content of what was .o
said. Statementg~tl mphasize and clar'ifv the feeling
tone of the message can also further commumcatlon '
and trust in a g(rdup Reflecting feelings is, however, a
) .difficult skill and should be attempted only when, you
confidently |)ercelve the need to reveal the em&uéndl
component of a message-or when a distinct '
discrepancy” exists between what a person has said
and how it was said. What is important here s -
empathy, the ability to"sense_aecurately the emotlonal
world of another. Proceeé wfth catition, however, as
offending a group member with an off- target comment
could seriously impede the progress of the group.

. . Summarizing

Summarizing is an attempt to recapitulate, condense,
and crystallize what has been said. It is.important as
well as rewarding to the group for you, as facilitator, to
summarize at the conclusion of each activity or
segment of a large task. To do so reminds the graup of
where it has come from, what has occurred, and what
decisions were made. It also tends to shape the -
direction of future actions. Be sure to-ascertain the
group's agreement with your summary because
unintentional distortions or inaccuracies should be
corrected before moving on.

ERIC | 20
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Conflict is, at some level, a part of everyday life. It is
a qatura\l social process that can take various forms
ad have various outcomes. In a supportive,
task-oriented environment, it is possible to resolve
conflict cooperatively rather than <ompetitively, with
definite gains rather than losses for the parties
involved. y , ‘

within .any group of individuals, especially one as
diverse and as committed to change as an IHES group,
conflict is bound to occur. For ong thing just being in
a group poses new tensions for an individual who may
vorry about acceptance or rejection by other group
members. In addition, each group member may feel a
sfeecial need or obligation to prbmote or defend the
value system he or she is expected to represent within
the group, thus engendering some level of conflict.
Finally, the problem-solving process itself can be
stressful as the group strives for consensus.

As an IHES facilitator you must prepare yourself to
address the occurrence of conflict within your group
by becoming avillre of your own response to conflict .

. and learning to address it directly. You will, it is

hoped, come to yview the incidence of conflict as a
necessary and creative dynamic within the group and
to treat it not only as a useful and productive eve
but also as a special opportunity for problem solving.

"This section is designed to heighten your awareness of -

some issues relevant to your role in resolving conflict
in the context of an'IHES group.

Value of Conflict

Conflict occurs when the concerns, goals, or values
held by two or more parties are perceived to be
incompatible or mutually exclusive. Conflict is often
characterized. by behavior intended to defeat or
_suppress one’s adversary or to create an imbalance of
‘power. As such, its destructive potential, if left .
unchecked or unmediated, may result in hurt feelings,
the inhibition of other members of the group, or,

-
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worse, the sidetracking of progress toward your goals.

Yet, in addition to its obvious dangers, conflict has a
number of personal and social values (Fillev, 1975).
speciftcally, within the IHES group problem-solving
process. conflict can produce some particularly fruitful

(gains:

1. It can stimulate the search for new facts or #
solutions. When two parties disagree about
alternative ideas or courses to-follow. theyv mayv be
motivated to seek another solution acceptable to
both. '

It mav increase the pmbabfh't_v of "win-win”’

solutions. Although conflict may resolve itself in a

win-lose manner, with one side the victor and the

other the vanquished, it also allows for the airing
of even the most negative and emotional aspects
of the situation. In so doing, a certain amount of
tension and antagonism is released and
communicated, thereby becoming factored into the
development of consensus and bettering
intragroup relations in the long run.

3. It mayv lead to increased trust among the members
as problems are resolved without the exclusion of
any individual member's position. It can also
simultaneously rginforce the individuality of group
mempbers. .

!\:

Responses to Conflict

In the face of conflict, a person’s behavior can
generally be characterized by one of these five different
stvles (Auvine and others, 1978): -

1. Competing/forcing --striving to satisfy your concern

at any cost, even at the expense of others.
Avoiding - -withdrawing from conflict by failing to
acknowledge its existence or refusing to deal with

1 Vgt
it. i

‘l\:

3. Accomumodating/smoothing—attempting to preserve
the relationship by focusing on areas of agreement
and ignoring areas of disagreement. The result is
to give in to the other’'s concern at the expensé of
your own.

E l{llc TI2T1 22
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4. Compromising—bargaining so that each side gets
part of what it wants and gives up part of what it
wants. Sometimes c\ompromiSe is lhe‘hesl
resolution to a conflict. Often, however, a
compromise is rushed into without an
examination of all the alternatives because it is
presumed that “splitting the difference  is the best
possible outcome.
Problem solving collaborating - -agreeing to look for
some way of satistving both vour concern and the
other’s so that the feeling of losing is avoided and
a “win-win’ solution is achieved.

o

When it comes to facilitating, vou will need to
develop and use the problem-solving mode far more
than any other. Nevertheless, all five modes represént a
set of useful social skills entirely appropriate in certain
situations. For example, it can sometimes be wise to
“let well enough alone” (avoiding) or to “kill them with
kindness” (accommodatingl. Although evervone is
capable of using all five modes, most persons tend to
use some modes more effectively or frequently than
others. It is important for you to be aware of which
mode is comfortable or uncomfortable for vou and

ERIC
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‘ i which vou may use infrequently:
A\
Forms of Conflict
In addition to knowing vour preferred stvle or mode
of dealing with contlict, vou need to consider which of
the forms of conflict vou feel most able and least able
to deal with:
1. Intrapersonal - struggles within yourself
2. Interpersonal  struggles between vourself and
another
3. Intragroup- -struggles between,vourself and other
members within a given group
4. Intergroup--struggles involving ?/ourself as repre-
sentative of a group and other representatives of
another group " -
5. Institutional --struggles between vourself and
. agents of a given institution
b
i ) ' .
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Again, no single form is inherently better or worse
than another, but it is important for you to be
conscious of vour own preferences and sensitivities so
that yvou can handle conflicts more effectivelv as theyv
arise in“the course of facilitating. In addition, vou will
be more able to identify the conflict stvles of group
members and alter vour own approach accordingly.

Management of Anger

As a facilitator vou will also need to prepare vourself
to deal with anger as an almost inevitable expression
of conflict within the group. Remember that, in tryving
to improve the human environment of schools, vou
will be trafficking in the realm of personal value
svstems. As a result vou are bound to encounter
intense emotional reactions along the way. Try to
(1 anticipate that emotional reactions will occur sooner
or later; (21 deal with them as a natural occurrence;

(3) protect the other members of the group from attack:
and @ stav uninvolved personally, even when the
anger may be directed at you. '

As a strategyv for resolving a person’s angrv feelings,
the following easv-to-rcemember five-step process should
be kept in mind:

Acknowledge angrv feelings in the other person.
Remember that reflecting the feeling level of a
person’'s communication can often have a defusing
effect. )

Notice reactive feelings in vourself. For example, if
vou feel vourself wanting to attack or withdraw,
remind yourself of vour responsibility to address
these issues directly.

Give a summary and reflection of the content. You
thereby acknowledge: the person’s contribution as
valuable to the task at hand while refocusing on

- the task.

Evolve a shared problem ‘statement. Both of you are
thereby united in your attempts to understand the
problem.

Resolve through action-oriented problem solving,
which is at the heart of the ITHES process itself.

O
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The key tQ transforming conflict into a productive

encounter is to regain ‘neutral, relaxed, and flexible.
Do not let the situation frighten or distress wou .
personaltv and help the group members by making
suggestions about how thev might deal with the
conflict cooperativelv. In doing so vou will also model
these important attrnibutes tor the other group
J members
As an THES facilitator vou will also need to practice
using the problem-solving modality: mentioned earlier
because  winawin solutions are the goal of the THES
' ‘ group process Itis also well to remember,fhat the
IHES group is first and foremost task-oriented. Tt is not
meant to provide pgyvchotherapy or human relations
- training I the COURGe of this manual and the THES
traiming, vou will be provided with many
problem-solving tools that should enable vou to
manage contlicts that might occur during an THES
meeting.

Q ‘ 25-
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Fhe purpose ot Chapter 3 s to teach the appheation
ot communication skills to i specific method o
factlitation designed tor use in the schools, Lhat
method s called the [HES facilitation method.t Being
trained n conducting meetings according to this
method will enable vou and vour group to deal more
cffectinvely and efticiently with the various problems ot
improving the human environment of schools.

\s a review and reintorcement of your training as
tacihtators. a discussion of the folloswing items s
mcluded in this chapter:

B [ ses of the THES tacihtation method
B Role and responsibilities of the facilitator
B Fundamentals of facilitation

B Role and responsibilities of the recorder

Uses of the THES | itation Method

Yhe uniqueness of the THES facilitation method can
be highlighted by a brief consideration of the
traditional leader method of conducting meetings The
teader method is generally used in conducting
departiment or faculty meetings and directing the work

of committees and conterence presentations. This

Two other sourses tor faclitation of meetings are Dovie and Straus 119760 and
Vione and others 1958 See also the other selected reterences Tocated an the back
of s ananoal
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method is particularly valuable when the purpose of a
meeting is to impart information or obtain feedback on
~current or proposed policies and procedures.

In this model the person designated as group leader
is generally the same person who acts as the
administrator of the orggnization and to whom is
delegated most authority for day-to-day operations.
Included in his or her institutional role is

“responsibility for calling meetings, setting agendas,
acting as chairperson, and conducting and controlling
the discussion. During meetings, therefore,gfe leader
plays a dual réle—a power role and a process role.

~That is, he or she must control not only the content of
the meetings but also the process used to engage the
content.

When the major purpose of a meeting is to come to
terms with a significant institutional problem by
analyzing, sharing perceptions, evaluating alternative
solutions, and so forth, the traditional leader-led group
can quickly get bogged down. Some of the problems
that can be readily observed in meetings are the
following (Doyle and Straus; 1976):

1. Tendency of members to go off in several
directions at once as a result of individual
perceptionsﬁ‘interests, anxieties, or problems

2. Such poor control that members of the group are
more likely to attack each other or each other's
ideas than to address the task at hand

3. Wasted time, wheel spinning, and repetition of
ideas

4. Q@gmination of the meeting by the chairperson,
who generally talks most of the time

5. Tendency of the chairperson to manipulate the
discussion, especially when he or she has an
investment in the issue under discussion

6. Tendency of group members to tell the leader or
chairperson 'what they think he or she wants to
'hear—to be manipulative for personal advantage

7. Poor quality of data produced by these
discussions because the group members are
playing it safe by not stating how they really feel

LIRY
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- 8. Feelings of impotence and low morale on the part
.of the group members because no real changes
are produced :

9. Restrictions placed on the leader that prevent him
or her from reflecting on and learning from the
comments of contributors

The IHES facilitation method eliminates these
problems by separating the power and process aspects
of conducting meetings. This is accomplished by the
introduction of a facilitator whose sole resppnsibility is
to guide the problem-solving process of the jgroup and -
whose personal interest in the outcome iy’completely
neutral. This situation leaves the administrator or
chairperson free to.focus on the content and to
participate fully in the group discussions without
giving up legitimate power and authority. That person
is also protected from having to mediate interpersonal
disputes or differences of opinion while at the same
time protecting group members from manipulation-by
the leader.

The most important characteristic of the THES
facilitation method is that it allows for collabora}_ive
problem solving and consensus decision making’ or

" “win-win’ solutions to problems. In other forms of

decision making, such as majority vote, executive
decision, or even arbitration, some parties involved will
win and some will lose. But the THES facilitation
method works to include every member's point of view
and to arrive at a group consensus. An individual's
opinion or suggestion that cannot be incorporated is
never dropped from consideration but only deferred for
later discussion and action. For this reason the IHES
facilitation method is said to be based on “win-win"
outcomes.

In summary, then, the THES facilitation method of
group probtém solving does the following:

1. Reduces the confusion produced by the failure to
distinguish between the content (the issue,
problem, or task) and the process (the way of
working or deciding)-of a group

e
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2. Redhces ﬂth,e potential for manipulation by the
leader ofgby other group members
3. Achieved. more democratic means of including all
points of view, no matter how diverse
4. Protects the rights and opinions of all group
members, regardless of the amount of power or
authority they might hold in the group
. Provides a readily accessible record of what has
been said " .
6. Provides for “win-win” solutions through the use
of consensus decision-making methods
(See Figure 1, which contrasts the traditional leader
method and the IHES facilitation method.)

e s

Roles and Responsibilities ot the Facilitator

As stated previously, the facilitator’'s role is to attend
to the process of a group meeting. In other words, you
need to ensure that the tasks or problems or issues
that the group has been assembled to address are
dealt with and worked through to closure. You must
pay close attention to the following:

8 For the participants to stay involved, the facilitator
needs to pay attention to the personal and
interpersonal expression of ideas and feelings.

8 For the participants to explore all relevant issues
safely and thoroughly, the facilitator must know how
and when to respond accurately and
no%mentally. ‘

M For the participants to come to a fuller
understanding of the problem and assume
responsibility, the facilitator needs to make
connections between ideas and clatity the opinions
offered. .

B For the group to move forward to action plans and
solutions, the facilitator must be adept at. methods
that will take the group to closure.

In addition, as a facilitator you must educate the
group about this new method of decision making by.
modeling and demonstrating the values‘} of consensus

T
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1.

2.

3.

4.

5

6.

7.

Figure

TYPICAL SCHOOL COMMITTEE

MEETINGS ARE LED BY THE CHAIR-
PERSON.

CHAIRPERSON AND GROUP ATTEND TO
BOTH CONTENT AND PROCESS.

RECORD OF MEETING, IF ONE IS MADE,
CONSISTS OF ONE MEMBER’S NOTES%

DECISIONS ARE TYPICALLY REACHED BY
VOTING, DEFAULT, OR FIAT.

CONTENT OFTEN INCLUDES MULTIPLE
AGENDAS, DISTRACTIONS, DIFFUSION OF
THINKING, AND DISRUPTIVE CONFLICT.

STATUS DIFFERENCES AMONG MEMBERS
ARE APPARENT.

MEMBERS SIT AROUND A TABLE.

IHES GROUP

. MEETINGS ARE CONDUCTED BY THE

FACILITATOR. .

. GROUP ATTENDS TO CONTENT;

FACILITATOR ATTENDS TO PROCESS.

. POSTED GROUP RECORD, VISIBLE TO ALL

MEMBERS, IS COMPILED BY A RECORDER.

. DECISIONS ARE REACHED BY

CONSENSUS METHODS.

. CONTENT IS FOCUSED AND TASK-

ORIENTED. CONFLICT IS MEDIATED BY
THE FACILITATOR.

. ALL MEMBERS ARE AFFORDED EQUAL

STATUS.

. MEMBERS SIT IN A SEMICIRCLE FACING

FACILITATOR AND GROUP RECORD.
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and collaboration in your own behavior. You must
foster in the group such attitudes as: ’

1. Democracy—ensuring that each member has an
equal opportunity to participate and respects the
opinions and ideas of others without prejudice

2. Responsibility—reminding yourself and the group .
of how important individual participation s and
how it affects the ‘content and process of the
group

3. Cooperation —working together>t0 achieve common
goals

4. Honesty—including your own values, feellng,b, /
concerns, and, priorities

Further, as a facilitator you must continually
maintain awareness of your primary responsibility to
the group in order to prevent potential abuses of your
position. For example, as a facilitator you must
carefully define your role in the work of the group.
Because most participants automatically relate to you
as an authority figure, it is important that you resist
the temptation to use the power delegated to you to
fulfill your own needs for attention, respect, or
friendship.«Remember that your job is to help the
group find its own solutions to its problems and that
the end product will be only as good as the process
you provide.

The role of facilitator generally requires-a major
adjustment in your own concept of leadership and in
the group’s expectations of a leader. For this reason
you need specialized tralmreg and much practice.

(See Figure 2, which presents a summary of the roles
and behaviors of the IHES facilitator.)

Fundamentals of Facilitation

You may notice that the IHES model of facilitation is
more structured and directive than are other similar
models. The reason is that you are being trained
specifically to help out with task-oriented
problem-solving groups. Following this prescribed
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Figure 2

THE IHES FACILITATOR

¢ 18 REPONSIBLE FOR MANAGING IHES
GROUP PROCESS ...ccceqeecnnescsssscesscascansssss BY PLANNING A TASK-PROCESS AGENDA FOR EACH MEETING

}eeeeees.BY CLARIFYING IDEAS, SYNTHESIZING IDEAS, AND
SUMMARIZING GROUP WORK AND DECISIONS

esesesses BY SUGGESTING ALTERNATIVE METHODS AND PROCEDURES

sssescesssBY PACING THB GQROUP
)
¢ 1S NONEVALUATIVE AND NEUTRAL sesssccscccsees BY CREATING A CLIMATE WHERE ALL CAN PARTICIPATE
AND FEEL FREE FROM CENSURE' .

ceescssess BY NOT CONTRIBUTING CONTENT IDEAS

. ,}'
® 1S TASK ORIENTED scecccsrccccccssssccscassssscessse BY FOCUSING GROUP’S ATTENTION ON THE TASK

vesssseses BY NOT TALKING TOO MUCH

essssecese BY USING PROBLEM-SOLVING TECHNIQUES
¢ MODELS VALUES OF COLLABORATION
AND CONSENSUS scocstecccsccscsscssescscscsssscess BY USING'CONSENSUS METHODS OF DECISION MAKING

«seessesesBY OBTAINING THE GROUP'S AGREEMENT ON THE
PROCEDURES YOU USE

sesssessssBY MAINTAINING A POSITIVE ATTITUDE AND COMPLIMENTING
THE GROUP ON IT8 WORK

essssesees BY SUPPORTING THE WORK OF THE RECORDER
\
¢ EDUCATES THE GROUP IN IHES PROCESS.+ces..¢.BY DEFINING YOUR ROLE AND EXPLAINING THE OBJECTIVES .
AND PURPOSES OF THE METHODS AND PROCEDURES USED
IN THE GROUP'S PROCESS
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format enhances the productivity and efficiency of the

77> problem-solving process. You are advised not to take
liberties with the process until you feel that you have
“thoroughly mastered this method and have used it
with a number of groups; that is, until you can present
a solid rationale for any modifications you may wish to
make. The four phases of the IHES facilitation process
are presented as follows:

o

Phase One: Preparing for the Meeting

B Step 1. Generally, the invitation to facilitate a
meeting will be offered by the person in
charge—usually the principal or, superintendent.
Having agreed to help, you should then proceed to
work collaboratively to set the agenda and to decide
upon such logistics as time frames and meeting

. facilities. It is also important that the principal feels
o - confident and informed about your role as a process
™ facilitator so that he or she does not feel threatened
by a potential loss of power. Remember to be
cooperative, democratic, and so forth.

W Step 2. The principal can help you immeasurably by
, providing background on the probtem and the
' : ‘ membership of the group. Plan to spend some time
,-'\ interviewing him or her about the situation,
including such matters as:

’ € ’ ’ a. How the problem developed
| . b. What other attempts have been made to deal
with it
c. What some of the root issues or hidden
agendas are if perceived
d. How this group was formed
e. What the criteria for membership are
What the goals of the group are as currently
perceived by the membership

-

® Step 3. The more you know about a group before
You begin the session, the better able you will be to
prepare yourself to meet the group’'s needs and
expectations. If the problem is based at a pamcular
N school site, you might want to visit there in
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advance. However, do not gossip with others
involved before the meeting. It is your job to
maintain vour objectivity and neutrality. To do so
will be extremely difficult if you allow everybody to
influence you in advance.

B Step 4. Finally, prior to the meeting, assemble your
materials and prepare the room. For the THES
method of meeting facilitation, you will need to
arrange an appropriate sRumbertof chairs in a
semicircle near enough to a wall where the group
memory can be djsplayed, as. shown in Figure 3.

,,.-A\‘rmnging the group in a semicircle is the best way
to get a group to focus on a task while also
“maintaining contact with each other. Obviously, too,

“ it is the best way for you, the facilitator, to maintain
control in the group. A few more hints on preparing
the room are as follows:

rd

a. Remove all tables or degks from the facilitation
area. Ypu will not want any physical obstacles
between you and the group members.

b. Try to provide chairs that are comfortable
enough but not too comfortable. You do not
want group members to lounge their way

~ through the task:

¢. Arrange ‘the semicircle so that it faces away
from the door. In this way_the group's work
will not be interrupted by the inevitable coming
and going of people.

d. Choose a wall to face that is long enough and
smooth enough on which to tape four to six
pieces of butcher paper. Try using a movable
chalkboard or partition for this purpose if wall
space is inadequate..

¢. Use only as many chairs as there are
participants. Any empty chair is a barrier to
communication and an energy drain in the
group.

f. Make sure there are sufficient quantities of
butcher paper., felt-tip markers, and masking
tape. '

S meLIITEETL LT
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Figure 3

IHES METHOD OF
MEETING FACILITATION

Y)V"\ B
o
N—

: GROUP
7 * MEMORY

- RECORDER




O

ERIC

Aruitoxt provided by Eic:

Phase 'Two: Introductions

B Step 1o As the group members arvive, notice their
mood and observe their interactions. Do they mix
freely with each other? It they are talking to cach
other, what are they talking abouf” Observations like
these will give you necessary clues about how well
people will work with each other.

B Step 20 the principal or chairperson of the meeting
should introduce you, giving the group members the
relevant background on how you came to be
involved and what your role will be in the group’s
problem-solving ‘process. ‘this procedure
accomplishes the transfer of the job of running the
meeting to vou while allowing the chairperson to be
still in charge. It also provides the sanction of
authority for this method. You should then
introduce yourself, presenting the “credentials” that
justify your presence. To put the group members at
ease, let them get to know you as a person as well
as an expert so that they will perceive you as
accessible to them. A little humor always helps.

B Step 3. You should then have the group members
introduce themselves individually. Even if some
group members know each other fairly well, this is
a good way to loosen up. It is very important that
vou know everyone's name. Therefore, name tags
should be used, even if only one or two people are
newcomers to the group. And, of course, wear a
name tag yourself.

W Step 4. Next, you should describe briefly the format
of the meeting, explaining the purpose of the IHES
facilitation method if this is the first time the group
has utilized the process. Focus on the fact that this
is a tried-and-proven method for solving a variety of
institutional and educational problems and for
enabling broad participation by everyone in a
task-oriented context. There is no negg, to expound
on the method beyond this because you will only
confuse the group. Remind the group members that
they will learn more about the method as they go

Ph—
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along and that vou will be happv to answer

Cquestions about the process later. You should also
specity the time frame for the session, including
breaks, ending time, and so on.

B Step 5. As part of this orientation, you shoufd now
introduce the recorder, who will describe the
purpose of the group memory and how it will be
developed. (See the information on the recorder
presented further on in this chapter) If it is not
possible to have a recorder trained in the THES
method present and one must be selected from the
group. vou should explain the role of the recorder
and the group memory.

Phase Three: Facilitating the Work of the Group

W Step 1 The first erucial step in this phase of

- meeting facilitation is to state in question form the
problem that the group is to address. If the purpose
of the meeting is to develop an agenda for action,
vou might state the question as follows: "What are
the problems, issues, and concerns related to our
school human environment?” If, however, the group
has been formed to address a particular problem,
the question should be posed according to the
degree of specificity of the problem. For example,
vou might ask: (@) "How tan we increase parent
involvement in the school program?”’ or (b "What
steps can be taken to decrease the level of
vandalism” at our school?” If the agenda of the
group is preset, the question should be armived at in
advance in collaboration with the principal or
chairperson of the group. In any case the question
should be posed as clearly as possible, even though
the issues to be addressed may be wide-ranging or
even vague. It is good to remind the group that you
are aware that there mayv be many other pressing
issues of importance but that at this time you will
be focusing only on the stated question. The
recorder should then write the question in bold
letters on top of the first sheet of paper so that
every member can see it and think about it for a

few momerfts. . ’
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| Step 2. You will then proceed to elicit the group's

ideas according to the selected problem-solving

methods described in the next chapter Generally,
vou will begin with some form of brainstorming

because that method allows for the free flow of

.ideas. Your job here is to encourage and reward
participation, accept and record each contribution,
maintain focus on the task and protect the group
from domination by any member. Specific
techniques in this process are as follows: 4

d.

€.

Let ideas flow as spontaneously as possibles
Notice who wishes to speak and call on fach
person in order. It is helpful to acknowledge
the lineup, saying “First George, then Martha,
then Virginia.” In this way individuals will
know they have been recognized and wilj not
consume their energy waiting to get yvour °
attention.

Help the recorder by restating the idea or
paraphrasing it if necessarv. Check to make
sure the idea is recorded accurately.

Move around the interior of the semicircle as
each member speaks, thereby encouraging the
contributor to focus his or her thoughts and
increasing your own attention to the ideas
presented.

Remain neutral. Never let your own judgments
or your own thoughts enter into the process.
You must accept every idea, no matter how
vou feel about it personally.

Remind the group, if some members begin to
disagree with or criticize another member's
ideas, that the task at hand is to generate as
Jnany ideas or alternatives as possible without
“evaluating them. Let the group know also that
there will be a time later on when the ideas
presented can be analyzed.

Stimulate the group to make positive, creative
contributions. If one member wants to
complain or criticize, try to state and record
that person’s comments as positive ideas.

)
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g Lducate the group in the THES method By
renunding evervone about the ground rules of
participation and the purpose ot tacilitation.
vou can usually forestall occasional attacks on
the process or on other group members.

h Keep the group energized and focused by
attending to the pace of the group Try 1o keep
the contributions short and flowing so that the
group does not get bored or restless

N 1 Reorent the group to the current task it issues
unrelated to the stated problem should anse 1
the side issues seem especially significant, have
the recorder write them down on a separate
prece of paper. place the paper off to the side,
andt tett the group that vou will return to the
side assues when the carment task is completed

) Learn to anticipate the probable next steps,
using break times to prepare for these
transitions so that group time will not be
wasted

k When the group appears to have expended its
cnergy on the particular exercise in other
words. when you feel the ideas are running
out  have the group observe one minute of
silenee to review what appears on the group
memory and to see whether anything should
be added.

Finally, and most important, the facilitator must
master the problem-solving sequence and the
problem-solving methods described in Chapter 4.
Knowing and being able to use these tools wiII\(_!)m):I(-
vou to proceed to completion JY the task in the mdst
productive and efficient manner. These are the tools of
vour trade and are what makes the difference between
an amatear and professional facilitator.

Phase Four: Achieving Closure

B Step 1AL the end of cach session, the facilitator
should summarize the work of the group during

that period. You should mention where the group
started, what it accomplished, and where it ended.

Aruitoxt provided by Eic:



In addition, vou should recall any side issues that
were raised and tabled for later discussion.

B Step 2 Finally, you should plan for the future. To
do so may include restating specific actions that the
group agreed to take in the course of its work and
discussing and coordinating the scheduling of future
moeatings and the agendas for those sessions. If
there is homework the group members need ta db
in the meantime, such as rank-ordering certain
items, they should be reminded of that task. This *
step is usually accomplished in collaboration with
the chairperson of the group.

Sy o Phases and Steps oo che 18 S

Facihitation Process

‘Phase [. Preparing for the Meeting

Step 1. Collaborate with the chairperson on
meeting purposes and logistics.
Become educated about the problem.
Become educated about the group.
Assemble materials and prepare the
room.

Step
Step
d Step

oW

Phase 11: Introductions

~Step 1. Notice the mood of the group.
' step 2. Be introduced and introduce yourself.
Step 3. Have group introduce itself.
Step 4. Introduce THES method and the format of
the meeting.

Step 5. Introduce the recorder.

Phase I11: Facilitating the Work of the Grodp
Step 1. State the problem in question form.
Step 2. Begin the problem-solving process.

Phase IV: Achieving Closure
Step 1. Summarize the progress of the session.
Step 2. Plan future action.

o 33
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Role and Responsibilities of the Recorder

The role of the recorder is to create a group mernory
‘by writing down what is said during a meetigg on
large sheets of paper posted in full view of all the
participants. During a discussion, being able to see
what points have been made helps to focus the group
energy on the task and enables each individual to
analyze and build on previous contributions. It is also
helpful for groups that meet on a regular basis to refer
to past discussions and decisions.

Like the facilitator, the recorder must play a neutral,
nonevaluative role in the group, thus supporting the
work of the facilitator. Because the job of recording
can influence how .the group perceives what it is doing
and wheére it is going, it is important that the recorder
accurately represent the individual and collective
contributions of the group, regardless of whether these
contributions conform to his ‘'or her own opinions or
beliefs. Creation of an‘accurate common record of the
group’s work will help greatly in the facilitation
process because it fosters listening and the acceptance
of the ideas of others’ by all .the group members and is
useful later in organizing these ideas for problem
solving. - B

Whenever possible, the recorder should use the exact
words of the contributor and, for this reason, must
practice excellent listening skills, as described in
Chapter 2. When an idea is too lengthy to record
verbatim, then the recorder must assist the contributor
and the facilitator in synthesizing and paraphrasing the
exprefiyed thought (see Chapter 2). For example, the
recor?%r migﬁt ask the contributor, “Can you think of
a shorter way of saying that?” If ‘that question does not
produce a recordable comment, then the recorder (in
" collaboration with the facilitator) might suggest a
paraphrase by asking the contributor, “Does this
accurately represent your idea?”

Because the THES problem-solving process requires

\N individual and group ownership of the problem, it is
i‘
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extremely important that each member feel that his or
her ideas are a valuable contribution to the work of
the group. Even when an idea is complex or confusing,
it is worth the time of the group to clarify and °
sumntarize each contribution. The major responsibility
for coming to that agreement falls on the recorder
because he or she is the guardian of the visual record.
Of cquuse, it is also each participant’'s responsibility to
ensure that his or her ideas are represented accurately.
In general, it is recommended that each group be
staffed with two persons trained in the IHES meeting
facilitation method. Then one can help the other,

- thereby providing better service to the group. One can

perform as facilitator and the other as recorder
becanse having a skilled person in the role of recorder
can relieve the primary facilitator. Team facilitation also
allows for the two persons to switch roles, thereby
giving each person a break from particular tasks while
providing the group with a broader perspective of its
own process. When it is not possible to have a trained
recorder, the facilitator should ask someone from the
group to f)er'form that function. The facilitator should
then spend some time explaining the recorder’'s role
and responsibilities and should make sure as the
meeting progresses that the group memory is being
developed appropriately.

>

Duties of the Recorder

. The duties that a recorder is expected to perforim
are listed as follows: ’

1. The recorder needs to make sure that sufficient
quantities of paper—either large pads of newsprint |
or rolls of butcher paper—are available for the
work of the session. There should betat least eight
to ten pieces of paper for a two-hour meeting.

2. The recorder should stand in front of the group,
positioned somewhat behind and to the side of
the facilitator, as shown in Figure 3. The paper
should be tacked or taped on the wall in clear
view of the group. If an easel is used, each shget

Y
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should be removed as it is filled and placed in
order on the wall

3. The recorder needs to be skillful at organizing
material in a visual form. He or she should label
each sheet appropriately and write clearly and _
largely enough so that each member can read it.
Enough space should be left between each idea
so that each stands out distinctly. Do not be
afraid to use as much space as is needed to make

, the record clear.

4. The recorder should have at least two each of
three different-colored wide-nibbed felt-tip markers.
These should be fresh and new because the ,
markers dry out rapidly, especially when writing is
done on a vertical surface.

5. The recorder should write each group member's
idea or contribution in a color different from the
two preceding it. It is best, for example, to follow

" a fixed sequence, such as red-blue-green,

» ' red-blue-green, and so on. In this way each idea
can be clearly distinguished without reference to
whoever contributed it. Ideas are never identified
by their individual author as they might be in the
minutes of a traditional leader-led meeting. Rather,
they becofne the work of the group as a whole.
That is what is meant by group memory. -

6. As the work of the group progresses, the famhtator
will often return to the lists of ideas that appear
on the sheets and guide the group toward
consohdatmg some of the ideas. Although it is

—-everyone’s responsibility to achieve consensus, the
recorder must be especially careful not to
eliminate or alter any idea without the express
permission of the contributor.

7. If comments or suggestions are offered that are
outside of the immediate task of the group, the
recorder may note these on a sheet of paper for
later reference.

8. At the conclusion of the session, the recorder
should number each sheet, remove the sheets,

( ’ and roll them up for the next session.




As an [HES facilitator your primary goal is to assist
your group in accomphishing its task in a systematic
way. Because IHES groups are conducted according to
a collaborative decision-making and problem solvmg
model, you need to understand the concept of
consensus and the problem-solving sequence to be
helpful to your group, regardless of the content of the
group's work. In addition, various techniques and

rea

methods are available for assisting groups in reaching
consensus and in moving efﬁcnentl_y through the
process of problem solving. As a good facilitator you
need to know when and how to use them. In kas
chapter background information on problem B
conceptualization, consensus, and the problem-solving
sequence is provided. In -addition, frequently used
techmques and methods for worklng w1th an IHES
group are described and illustrated. ‘

What Is a Problem?

A problem may be defined as a discrepancy between
the way things are and the way one would like them
to be. The goal of problem solving is to find ways to
reduce the dlscrepancy between these two ‘points, as
shown in Figure 4.
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Figure 4

WHEN IS THERE A PROBLEM?

Desired state of affairs
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Most persons view problems negatively. They assume
that having problems reflects an inadequacy or
deficiency within an individual, a group, or a social
system. In contrast, within the IHES model problems
are viewed as presenting opportunities for change, for
growth, and for improvement. Problems can also be
identified in areas in which some things are being
done quite effectively but in which a person wants to
have an even greater impact. A view of problems as
discrepancies to be reduced and as areas to be worked
on, as opposed to depressing situations that appear
difficult or impossible to handle, makes problems
amenable to intervention and control. This approach to
problems makes having them acceptable and leads
naturally to a positive and constructive approach to
addressing them.

As a facilitator you can create an atmosphere in
. which group members feel free to_express their
' perceptions of problems reahstlcalbf and candidly,
without being made to feel that they are being disloyal,
negative, or excessively critical- for having revealed
them. You do so by telling your group about problems
as perceived and about how this approach represents
the, first step in beginning to do something collectively
and cooperatively about them.

The other advantage of viewing problems as
discrepancies between the way things are and the way
one would like them to be is that this approach
enables a group to have a goal, a clear sense of where
it will be if its interventions are successful. Sometimes
you a7facilitat0r will have to assist your group in
formulating a realistic -or attainable goal If a group is
addressmg a vandalism problem, for example, it might
ideally \Jvant to have no broken windows. Regardless of
the effectiveness of’its interventions, however, some
windows will be broken for reasons beyond the control
of the IHES group or the school. A realistic goal would
be to reduce the number of broken windows.

Similarly, you assist the group in formulating several
in-process check points or subgoals against which to
' measure the progress of its interventions. Because
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n‘?ny}l} not most human environment problems can be
ected only afte{' a considerable amount of time has
passed, a group could become discouraged if its
realistic goal is perceiyed as too distant Achieving -

_ “subgoals enables a group to monitor its progress as

well as experience pride in accomplishment at various
points along the way. Because human environment
_problems often require multiple interventions in a

' .variety of arenas or wnh various groups in the school

gpmmpnlty, .the establishment of subgoals for each

- intervention helps a group to assess its impact on the

larger problem.
Problems are like people; they come in a variety of -

- shapes’and sizes. Like the forms of conflict discussed

in° Chapter 2, human problems can be expressed at five
different levels: (1) intrapersonal; (2) interpersonal; (3)

“intragroup; (4) intergroup; and (5) organizational.

* Most school- I‘elated problems addressed by an IHES
- group involve some combination of these five levels.
Human environment problems typically reflect some
underlymg conflict—in pé?cepnons, attitudes, beliefs,
and/er behavior (see also Chapter 2). As a facilitator
you may find, it useful to classify in your own mind
people’s perceptions of problems ‘and to listen for

- where the possible sources of gonflict might be as an
" aid in your understandjng ef what the group is

dlscussmg In aﬂdmon, the levels at whish problems

are ‘exprgssed can, be used to assist a group in the

following: =~ .. »’)\

1. Determmmg xhq>extent to which a problem exists
,a-nﬁ obtammg a greater awareness of its

./ oomplexnty or magnitude.

2. Focusmg on one level if a problem appeaes to be
manifested” _most seriously there or if it appears
that, that ]evil) is most amenable to intervention.

3. Ml mlzmg nflict when the group appears to
agree that a larger problem exists but is having

-~ dlﬂiquty in agreeing on the specifics of how the

problem is expressed or where to begin. The use
- of the five levels allows all expressions to be




heard and recorded, often leading to a natural

decision about what is most important.
+ .

Consensus means general agreement. In the IHES
group’ process, you as the facilitator seek to obtain the
agreement of all members on all group decisions, .
whether related to content or process. Agreement is
actually a continuum ranging from “I enthusiastically
support” to "I am willing to go with the group's
decision, even though I have some reservations.” The
purpose of obtaining group consensus is to increase
every member's ownership of the decision and to
establish a firmer sense of a group's life or identity
separate from the individual member. Each time a
group reaches consensus, it increases its identity and
cohesiveness and feels rewarded for reaching closure.

Methods for reaching consersus usually make use of
prioritization. In essence this approach involves
assessing the relative merits of various ideas and then
ranking them in terms of sore criterion, such as
importance. Establishing group priorities enables a
group to say “now” to one idea, “next’ to another,
“later” to a third, and “much later” to still another. As
you can see, this approach is quite different from
taking a vote, an approach that tends to divide a group
into winners and losers. The “win-win" group climate
that is created when the group decides “not
now ™. later’ to some ideas is much more conducive
to continued high involvement of individual group
members than the "win-lose” group climate- that is
created when the group decides “not now ... never’ to
some ideas.

As shown in Figure 5, the outcome of group
consensus is the result of a process that enables the
IHES group to gccomplish important tasks in terms of
its content as well as its own process. From the
standpoint of the group’'s content, ideas are generated
(or shared and recorded on the group memory),
elaborated or expanded, evaluated, and, finally,

" 48

a1



Figure 5
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prioritized. From a process standpoint the group
moves from general to specific ideas, from having many
ideas to having a few ideas, and, most important, from
indivitlual contributions of ideas to group ownership of
ideas. How to assist your group in reaching consensus
is \[described further on in this chapter.

Finally, the concept of consensus is based on the
values of cooperation and compromise. In conducting
the IHES group, you contribute to creating a group
climate suitable for-collaborative decision making by
modeling these values in action. This is the teaching
role of the facilitator because many people may not
have had the opportunity to work together in this way
before. Because most persons prefer 40 work in such
an atmosphere, in contrast to one characterized by
intragroup conflict and- competition, IHES group
members are usually very supportive of consensus

. values.

4

Problem-Solving Sequence

The problem-solving sequence involves seven steps:

Identify the problem.
Analyze the problem.
Generate multiple solutions.
Develop a plan for action. .
Determine the consequences of the action plan.
Implement the plan.

Lvaluate the action or actions taken.

4

e

e
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A group functions optimally in terms of its process as
well as the quality ‘of its content when it moves
through the sequence in order, giving focused attention
to each step in turn. Because most persons are eager
to find solutions to problems, sometimes even before
agreement is reached on what the problems are, they
often need your assistance in following the steps in a
careful, systematic way. As mentioned in Chapter 3,
vou must educate the group about the problem-solving
sequence, describe briefly the benefits of following it,

and initiate the first step competently so that the
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group can see, in practice, the validity of your opening
remarks.

Step One: Identify the Problem

The first step in the problem-solving sequence is the
most important as well as the most time-consuming.
Generally, the group begins by asking the question,
"What are the, problems, issues, and concerns in our
school human environment?”’ Your goal is to assist the
group in identifying one problem statement that
everyone in the group agrees at some level to work on.
What the group identifies and defines as a problem
can have many alternative problem statements that in
large measure determine what the group will or will
not do to solve the problem. As stated previously,
agreement on a common problem ensures group
ownership and strong individual participation as the
problem-solving sequence progresses.

To identify and reach agreement on the problem, the
group needs to: :

1. Brainstorm perceptions of problems.

2. Elaborate on the problem statements: Who? What?
Where? When?

3. Determine whether the problem statements reflect
actual problems.

4.,Assess the relative importance of the problems.

5. Reach consensus on the problem to be addressed
first.

You can contribute to the quality and quantity of the

group's work in Step One by:

1. Informing group members of the importance of
spending time on problem identification and
definition.

2. Encouraging group members to generate multiple
problem statements and to refine their definitions
of the problem as the group progresses.

3. Pointing out the difference between symptom
statements and problem statements. Symptom
statements are usually very specific and describe
one aspect of what is actually a larger problem.
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Encour @ problem statements is more helpful

at t ggége;‘

4. Assigffintg individuals in stating problems
behaviorally to the extent that they can rather
than attitudinally. Problem statements that reflect
what people do are easier to work with later than
are those That do not involve action verbs.

8
Step Two: Analyze the Problem
The second step in the problem-solving sequence
provides the groundwork for generating quality
solutions. More important, it establishes a common

14 .. . .
7 level of information and understanding among group

members about what the nature of the problem is and
how it is manifested. During this phase various aspects
of the problem are elaborated, and the group agrees

on which are most important. Step Two involves some
of the same elements as Step One except that now you

"are working with only one problem, and the level of

understanding about it is what you are seeking to
deepen. When analyzing a pfroblem, consider the
following:

1. Make sure that the problem statement is worded
clearly and that the meanings of all terms are
made clear to all members by:

a. Asking the group whether the posted problem
statement is clear and recording any
modifications

b. Obtaining definitions of terms that are not clear
and recording them

&5

Examine the causes of the problem by:

a. Brainstorming and recording all perceptions on
the group memory under the heading “Why
Does the Problem Exist?” or “Causes of the
Problem.”

b. Conducting an advocacy and prioritization of
the most important causes to address

c. Restating the problem in terms of the most
important cause
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3. Flaborate in some detail on the behavioral
manifestations of the problem to help the group
understand how and where the problem is
evidenced. This task can be achieved through
brainstorming and recording all perceptions qn
the group memory under the heading "How This
Problem Is Expressed.” There is no need to
prioritize this list because it is intended for
information only.

4. Conduct a force-field analysis, examining the
current problem in its context to understand what
factors are working to improve the situation and
what factors are working to make the situation
wWOorse.

To assist the group in analyzing its problem, vou as
the facilitator need to decide which of these
approaches would be most useful to the group. The
group does not need to do all of these things; in fact,
one or at most two will suffice. However, items 1 and
2 are the most frequently used approaches. To assess
usefulness, you should ask yourself:

1. What is the current level of information and

awareness about this. problem in the group?

2. What information would be most helpful for the
group to have when it begins to work on
solutions?

If the group’'s problem is general, such as differential
treatment of students, a behavioral or causal analysis
tor both).is most useful. If the group’s problem appears
complex and has several causes, such as the use of
drugs by students, a causal analysis can help the
group to determine which causes are most important
to address first. If the group's problem appears to be
specific, such as the occurrence of fighting among
student groups on school grounds, then a force-field
analysis is most effective. If the group’'s problem is one
about which a number of members appear to have
little awareness or information about how it is
expressed, a behavioral analysis is appropriate.
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Step Three: Generate Muldple Solutions

At Step Three the IHES group brainstorms solutions
to the identified problem. Fifst, vou must restate the
problem in a solution framework. That is, you must
change it into a question, such as, "What can we do to
reduce the incidence of vandalism at our schopl?” Or
vou might develop a "how to” statement, sugh as “how
to improve relations among students of different racial
and ethnic groups at our school”

In general, vour role as facilitator is to:

1. Encourage all ideas for solutions to be expressed

without evaluation by others.

Encourage group members to think' creatively by

expressing new and different as well as obvious

solutions. In other words, encourage the group to
open the field ot possible alternatives.

3. Encourage greater specificity in solutions by
letting group members provide as muth
information as they can about what they have in
mind.

(89

What the group did in Step Two to analyvze the
problem shapes what it will do in Step Three:

1. If the group did a causal analvsis . ..
Then solutions would be tieg to how to
alleviate, eliminate, or change the nature of each
of the prioritized causes so that the original
problem might be affected.

2. 1f the group did a behavioral analvsis . ..
Then solutions would be tied to the original
problem and the statement would be restated in
terms of a solution.

3. If the group did a force-field analysis . ..
Then solutions would be tied to finding specific
ways to strengthen forces affecting the problem
positivelv and to weaken forces affecting the
problem negatively.

After solutions have been generated and evaluated, |
once again a prioritization method is used to achieve
consensus on either the -solutions the group wants to
work on first or the best solution.
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Step Four: Develop a Plan for Action

The group's objectives in Step Four are to elaborate
on the solutions selected in Step Three and to develop
specific action plans. Questions such a{at?\e following
are answered:

What is to be accomplished?

What is to be included in the process or action?
Who is to be involved?

What resources will be needed?

What is the time frame?

What will be the indicators of the plan’'s
effectiveness?

S

In the discussion of these questions, a_matrix .
analysis, as described later in this chapter, aids the. .~
group in considering various options and in seeing the
options portrayed graphically on thé group memory. If
more than one solution is to be worked through; the
entire group can work on all of them; or the group
can be divided into smaller groups, each group
working on one s‘olution.. Results can be shared with -
the entire group after a work period.

The last question (What will be the indicators of the
plan's effectiveness?) is the beginning of the
development of an evaluation plan; therefore, it should
be saved for last or after the solution has been worked
through. At this point you can assist the group in
setting realistic goals and understanding that there are
process goals as well as outcome goals to consider
when indicators are being defined. Process goals are
achieved in the course of moving toward outcome
goals. For example, the establishment of a schoolwide
committee to review the school’'s current discipline
policy and procedures is a process goal that will
eventually affect the outcome goal of reducing fighting
between student groups—the original problem. '

Step Five: Determine the Consequences of the Action Plan

- This is the evaluation, modification, and -
reformulation phase of planning. Your responsibility is
to assist the group in evaluating its own plan and

N




obtaining feedback from others who will be affected by
the plan. Ask the group, “What are the barriers to
implementing our plan?”’ After the barriers have been
identified, - paper is posted next to the list of barriers,
and the group brainstorms on how to overcome them.
This modified force-field analysis enables the group to
develop miniplans within the overall plan. ‘

Next, the group identifies target groups or individuals
who will be affected by the plan or who will be
eXpected to carry out some parts of it. It decides who
will seek feedback from these groups and individuals.
At the next IHES group meeting, these comments are
shared, and the original plans are modified
accordingly. '

Step Six: Implement the Plan

Now that the ITHES group has an action plan, it takes
steps to ensure that the plan will be carried out. The
IHES group may assume responsibility for coordinating
the implementation by others, or it may do some of
the implementation itself In most cases the IHES .
group coordinates the activities, with individual
members assuming responsibility for doing specific
things or for getting others to do things

Your role in Step Six is to assist the group in
determining the answers to certain questions:

1. What needs to be donc’
2. By whom should it be done?
3. By what date should it be completed?

Step Seven: Evaluate the Action(s) Taken

As stated earlier in Step Four, the group needs to
evaluate the effectiveness of its plan as well as its
progress in solving the problem during and after
implementation. Ongoing, in-process evaluation is
essential to achieving the desired results and having an
impact on the problem. If interventions are not '
achieving the desired results, they should be changed.
Encourage your group to make revisions in its action
plan if data suggest that to do so would be beneficial.
Once implementation has been completed and it is
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time to assess the impact on, the problmﬁ, encourage
the group to decide whether it should continue what
it is doing, modify wwhat it is doing, or stop what it is
doing. To make this determination, the group returns
to the original problem” and assesses whether the
problem has been solved or affected.

Some guidelines you may wish to keep in mind and
to share with the group in Step Seven are as follows:

1. Change does not always occur in places where
change is expected. Encourage your group to
think broadly about how and where evidence of
change can be expressed.

2. Change is a slow process. Because change takes
time, encourage your group not to evaluate, judge,
or scrap its plans before the plans have had time
to affect the schoogl environment.

3. Changes in problém areas are rarely measured
accurately by standard instruments. Encourage

< your up to choose and develop appropriate
methg¢ds for assessing the impact of their plans.

Selection of Stratégies

The problem-solving sequence provides you with a
general structure for addressing human environment
issues, concerns, and problems. Many opportunities
also exist for you to exercise judgment in how the
group will conduct its work within each step. In
essence you need to conceptualize the group's
problem area so that you can make good choices in
selecting methods and techniques appropriate to the
group’'s task. Here is where having a cofacilitator
serving as recorder is particularly useful. Discuss your
options with your cofacilitator and obtain comments
on your process agenda. Two heads are especially
better than one at these choice points. Until you have
extensive experience in working with a variety of
groups on a variety of problems, plan to consult with
your cofacilitator before initiating the next step. This
practice will increase your confidence as a facilitator
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and will help to ensure the probability of success in
your chosen strategy.

Occasionally, you may find that something you have
asked the group to do is not working or is not helpful
in the way you intended. If so, look to why this
situation has occurred and what might work better.
Try to bring that activity quickly but naturally to
closure rather than to an abrupt stop and move on to
what you have decided would be a more productive
direction for the group.

Providing members with a brief, straightforward
explanation of a technique and its usefulness as a tool
at a given point in the IHES group process achieves
several purposes: .
B It enables the group to focus attention on the

content or task. .

B It establishes the expectat{on for how group
members are to contribute.

B It gives the group direction and establishes the
parameters of its discussion.

Explanations of techniques become less frequent and
less necessary as the group moves through the
problem-solving sequence because members come to
know.the methods, too. Your life as a facilitator
becomes easier as the group becomes increasingly
familiar with the IHES facilitation model and more
competent at functioning productively within it.

Your introduction of a technique should include an
explanation of:

B What the techntque is

B How the technique can be useful
B What the process is

B What group members are to do

In this section five techniques' and methods that are
indispensable to your work as a facilitator are
described: brainstorming, advocacy, consensus methods,
force-field analysis, and matrix analysis.
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Brainstorming

Brainstorming is a method of obtaining many ideas .
from a group in a short period of time. In the course
of the problem-solving sequence, it is particularly
useful when the group is in Step One—problem
identification; in Step Two—analysis (behavioral or
causal); and in Step Three—generation of alternative
solutions. Brainstorming permits the free flow of ideas
in the group, places no value judgment on the ideas,
and communicates to group members that their ideas
are important.

The process of brainstorming takes place as follows:

1. Inform the group that i¢ will be brainstorming: Say:
“In brainstorming, we want to get as many ideas¥,
as we can about the problems, issues, and )
concerns related to the human environment in
our school.”

2. Tell the group the rules: Say: "At this point we
will only be listing ideas, not evaluating them. One
person will have the floor at a time, and I will
recognize people who wish to speak in turn. Do
you have any questions before we begin?” ,

3. Establish a general time frame for the activity: Tell
the group: "OK. For the next 20 minutes, let's see
how many ideas we can come up with.”

4. Conduct the brainstorming. In monitoring the

brainstorming process, notice the flow of ideas.
When the flow slows down or when items are
being repeated, the group is approaching task
completion. When ideas are repeated, the recorder
places an asterisk (*) next to the item. If ideas are
still flowing when the suggested time frame has
passed, say: “Let's take another 15 minutes here

se it appears that we have more ideas to

share.” '

5. Bring the activity to closure.. To reach closure, tell
the group: “It looks as if we are ready to review
our list and see if there's anything else we wish
to add before moving on to determining which
ideas we want o work on first. Take a minute

Q-
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now to review the list, and then I'll check with
cach of you, in turn, to see if there's anything you
wish to add.” After the minute has passed, ask
each member in the semicircle, moving from left
to right, whether there is anything he or she
wishes to add. The brainstorming activity has
been completed now, and no new items are
added to the group memory for this round of
problem solving. The product of bmlnstormmg is
a list of ideas.

Advocacy

Advocacy is a method for selgcting a few ideas from

a long list of ideas, for evaluating the relative merits of
ideas in terms of some criteria, and for moving the

group into a decision-making frame of mind. Advocacy
enables group members with a strong %inion to be
heard and to convince.others of their pdint of view. It
enables group members with opinions not as well
defined to hear arguments)andjto obtain more
information aboylsertaingdeas. dVocacy focusesg
highlighting -the merits of cgrtain | I s opp ed to \
focusing on the lack ,of merit of'other ideas. It this -
way the evaluation of ideas becomes a codstfuctive - - .
process becaufe up members areyencouraged to’ ‘
focus ‘theif \thinkifg on the positive aspects. The*
procedure for xonducting an advocacy penod is as’ .
i follows: -

ddvocatmg Say: “In advocacy we seek to .
termine Wthh ideas are most lmp ant (or
‘which ldedb want to work-on firdt). Each

' “advocates or spéaks to' an .idea. will -

{ is most important. Because we wﬂl .
/ making 'some decisions aftes: ‘
dd(?pcacy period, you should do
/l_"ﬁ/ présent convincing arguments

¥ VleW ’% :
-2, Tell the group tHe rules: Say: “In advaps ,.eacl\
person who mshes to speak has one nfﬁ‘lute to

N

nute to present his or hertreasons for .

1. Inform the group members that they WJ” be * v ‘7‘ =

=
.

.‘//
/’\
‘)‘ k
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o \
X
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do so. A person may advocate only one idea;

however, the same idea can be advocated by more

than one person. A group member also may
choose not to advocate. We will be working only
with ideas that have been advocatéd in the next
step and putting aside unadvocated items,
although the other ideas will be retained on the
group memory for future rounds of problem
solving. Take a minute now to look over the list
and decide what you think is the most important
idea. Are there any questions before we begin?”

3. Conduct ;the advocacy. In conducting the advocacy,
make sure that you (or the recorder) -have
identified the idea being advocated on the group
memory before the group member begins
advocating. The recorder puts a large asterisk (*)
next to the item or circles it, indicating that the
idea has been advocated. Time each advocacy or
have the recorder do so. When 60 seconds pass,
say: "Thank you. Your:time is up. Does anyone
else wish tQ_,a.?vocate?” ‘

4. Bring the advocacy period to closure. Closure is
reached when each group member has advocated
an item or when no remaining group members
wish to advocate. The product of advocacy is a
shorter list of ideas that have been identified as
meritorious by at least one group member.

N

Consensus Methods

There are a number of ways to assist a group in
reaching a decision by consensus. First, all involve
some method of makmg a long list shorter and more
manageable. Second, all involve some method of
prioritizing, by ranking the items on the shorter list.
Remember that the underlying principle of consensus
is to achi an outcome that is reasonably agreeable
to all group members and to avoid at all cost a sense
of losing out on the part of any group member.

Advocacy is the consensus method found most
effective for the first step, but there are other methods
involving combining and grouping. Although these
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anethods are more time-consuming and more difficult
to excente than advocacy, they have the advantage of
consolidating similar ideas so that people have fewer
items to work with. For your information two methods,
one for combining and one for grouping, are described
briefly as preadvocacy steps or as alternatjves to
advocacy.

in combining, the group is asked to(review the ideas
under discussion to determine whetheMhany can be
combined. As suggestions are offered, ask the entire
group: "Are there any objections? If so, you don’'t need
to state your reasons. If any member objects to the
combination, the ideas will remain separate.” This
statement is repeated until all suggested combinations
are addressed. The group then moves to the next
procedure if the list is still quite long.

in grouping, the objective is to create new lists of 1
similar or related items that are retitled to reflect the
category describing the hewly grouped items. A pair of
scissors can be used to cut up the ifems and to save
recopying and scratching out as items are moved from
one place to another. Another method is to use a
letter of the alphabet to code the category and the
items that fall into it. After all items have been coded,
cut up the items and repost them under the new
headings. These headings become the short list and
are then ranked.

Experience has shown that grouping can be time-
consuming and unsettling to the group because
disagreement often occurs as to the best groupings
and placement of items. An advocacy procedure,
preceded by combining if you wish, usually achieves
the same outcome more efficiently.

The second step in reaching a consensus is to
prioritize or rank the items or some of the items
according to a prescribed method. The simplest
method for prioritizing is first to pass out small slips
of paper toseach group member and to letter (A, B, C,
and so on) each item on the short list. On a piece of
butcher paper, have the recorder write "3 points =
most important problem (or most important place to

B
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begini'; "2 points = secod most important problem”;
“1 point = third most important problem”; and the
instruction: "Write the letter of the problem next to
sach point value on your sheet of paper.” Then bell the
group members to review the items and to choose
what they feel js the most important problem. Tell

“them to write the number 3 next to the letter

identifying that problem on their piece of paper. Have
them do the same for 2 and 1. Collect the papers and
tally on a posted picce of butcher paper. The item
with the highest number of points becomes the top
priority, and the others follow in relative importance
according to their respective tallies. Inform the group
that this will now become the agenda; the prioritized
problems will be addressed in order.

‘There are more elaborate methods of prioritizing that
are perhaps more accurate; however, they are more
time-consuming and often difficult to explain clearly to
the group. For your information several sources on
alternative prioritization methods are included in the
supplementary reading list at the end of this manual.
Force-Field Analysis

Force-field analysis is a technique for analyzing a
problem in the situation or context in which the
problem now exists. Its purpose is to inventory positive
factors in the environment (facilitative forces) and
negative factors in the environment (restraining forces)
that currently affect the problem. This analysis
increaﬁg‘s the group's level of information about the
problem”helps group members 4dentily their resources
as well as their challenges, and provides a structure for
future planning. Thus, it is partiéularly useful in Step
Two and Step Three of the problem-solving spquence.
Before you initiate a force-field analysis, however, you
should prepare the group memory as shown in Figure 6.

The process for conducting a force-field analysis is
as follows:

1. Inform group members that\they will be doing a
force-field analysis: Say: "Nexthwe will analyze the
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problem we've decided to work on in terms of the

facilitating and restraining forces that maintain the

problem as it is right now. For any problem there
are people and conditions that, basically, are
working to change the problem for better of
worse. The forces for positive change are
facilitating (point to groupr memory). If left
unchecked by restraining forces, our problems
would improve (move hand to the right of the
present state of affairs), and we would approach
the ideal problem solution. On the other hand,

the forces fQr negative change (point to restraining

forces), if I(.-é unchecked, would make the problem

(move hand to- the left) become worse than it

currently is. Our task is to identify what these

forces are so that we can later, when we consider
solutions, find ways to strengthen the positive
forces for change and weaken the negative ones.”

Tell the group the rules: Say: “You mav contribute

either facilitating or restraining forceg, but be sure to

sav first in which category your idea falls. We will not
he evaluating” ideas now but rather simply listing
them. Are there any questions?”

. Conduct the foree-field analysis. Notice the flow
and distribution of ideas. If most are restraining,
encourage the group to add to the facilitative list.
‘Otherwise, follow the same procedures as for

& hrainstorming.

4. Bring the activity to closure. Closure is reached

when all ideas have been posted. If the analysis is
to be used for future planning, the group
completes the process by (a) identifying the forces
that are amenable to change or intervention and
eliminating the others; (b) deciding the most
important forces to strengthen and to weaken;
and (¢) then deciding how to strengthen and
weiaken the forces. The analysis can be an aid in
future planning without completing the above
procedure. The group simply can be_encouraged
to use the information gained as they work on
_generating solutions to the problem.

¢
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Matriv Analysin

A niatrix analysis provides a graphic presentation of
ideas for comparative evaluation or planning.
Conducting a matrix analysis enables you 1o assist the
group in (1) evaluating the relative merits and foasibility
of selected solutions of plans; (2) working through a
number of options or variations of one solution; or
(3 planning implementation of selected solutions. It is '
most useful for number 2 or number 3. A sample
matrix analysis is shown in Figure 7. On the vertical
lines to the left, the alternatives to be considered are
listed. On the top horizontal line are listed the criteria
to be addressed. The graup establishes the criteria
with vour assistance. New criteria can be added as
they are identified, even if the analysis has begun.

The process for conducting the matrix analysis is
sintilar to brainstorming in that ideas are not evaluated
until all are presented, but the process is somewhat
less formal and structured. The group is encouraged to
build on the ideas already presented. If an expansion
or madification of a posted idea is offered, check with
the original presenter. If the modification is satisfactory
to that person, it should be recorded as the, new idea.
if it is not satisfactory, record the option next to the
original idea for evaluation later. The group can be
encouraged first to work through its ideal solution
and then to scale that down in terms of the realities of
staffing, financing, time, and so on. This is a suggested
use for matrix analysis that enables the group to retain
the integrity of its original solution through a variety of
options. For example, if the preferred way of increasing
student activities, the chosen solution, is to hire an
activities director and there are no district funds to do
so, the group’s plan might be (a) to examine alternative
wayvs to raise the funds for an activity director; or
(b to move to the second level plan of establishing a
parent-student activity program. A matrix analysis helps
the group to determine the what and how of solutions
and to see that there are more ways than one- to
achieve its objectives.




Figure 7

MATRIX ANALYSIS
Resources Needed
Alternatives Peopf‘e Sup plies, Timé Space | Financial
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Nample THEN Process

These techniques can be used singly or in
combination on tha basis of yvour judgmoent about the
best way to assist the group in its movement through
the problem solving sequence. A sample of how the \
techniques can be used at various points is provided
in Figure 8 for the fiest steps of the sequence,

7






Figure 8

Sample IHES Process and Techniques

I3 / , : .
Step What? How? ' Example
1. Identify 1. Obtain list of 1. Brainstorming “What are the problems,
problems. problems. issues, and concerns related
to our school human
environment?”’

2. Reach consensus 2. Advocacy “The most important problem
on the first Elimination is student vandalism.”
problem to be Prioritization
addressed. !

2
2. Analyze 1. Examine causes. 1. Brainstorming “What are the causes of

problems.

2. Reach consensus
. 0N causes to be
addressed.

3. Restate and clarify
problem.

2. Advocacy
Elimination
Prioritization

vandalism at our school?”

“Students’ lack of pride in the
school contributes to the
problem of vandalism.”

3. Generate
solutions.

1. Restate problem to
generate solutions.

2. List solutions.

3. Reach consensus.

1. Write out and post
in front of group.

2. Brainstorming

- 3. Advocacy

Elimination
Prioritization

“How to increase school pride
in students in order to impact
the problem of vandalism”

L4
Top three solutions:

1. Establish a School Pride
Day. ‘
2. Develop an incentive

program in which funds ‘.

not used to repair damage
are given to student
activities.

3. Improve security in the
evening and on weekends.

4. Develop
plans.

Develop the specifics

of the solution and
alternatives for
carrying it out.

Matrix analysis

For the first solution the

group decided to recommend

that a faculty-student
government committee be
established to plan the day,
scheduled to take place one
month from now. It would
ingolve all students in various
%cts designed to clean. up
then “decorate” the

“school.

T
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Now that you have learned the skills of the facilitator
and perhaps have facilitated your first IHES meeting,
" vou are ready to learn more about-small-group
processes and methods to facilitate the development of
the THES group. Groups are like individuals, each with
unique personalities and each preéenting different
challenges to those who work with them. Just as
individuals move through stages of development, so do
groups—in ways that are predictable and observable.

In this chapter the concepts that underlie the THES
group process are discussed so that you can keep
them in mind whenever you facilitate. Next, the cycles
in a group'’s life are presented so that you can be
aware at all times which cycle your group is in.
Finally, some ideas are offered on how you can
maintain a reWarding and product‘ive‘ group experience
for all involved, including you, the facilitator.

IHES Group Process
As discussed in Chapter 4 and’ elsewhere, the THES  ~_
group is a task-oriented, problem-solving group based
on collaborative decision making and Coﬁ’sens_us. It is

not a counseling or therapy group in which the focus
is placed on individual change or on interactions



within the group. The focus in the IHES group is on
the problem-solving task. As the facilitator you become
expert in communication skills so that ineffective or
counterproductive communications can be eliminated
and a high level of problem resolution can be
facilitated.

In any group, optimal functioning occurs when there
is access to participation as well as efficiency in the
group’'s process of problem solving (Napier and
Gershenfeld, 1981). Although this makes intuitive sense,
it is much easier to understand than to implement. We
know from research on groups that the more open the
avenues of participation, the higher the perceived
morale of the group’s members. Thus, as facilitators*we
should encourage all individuals to participate by
creating an atmosphere characterized by respect and
dignity. On the other hand, groups that emphasize
openness tend not to be very efficient. They tend to
generate extraneous material or waste a considerable
amount of time listening to the more outspoken group
members develop their opinions. In addition, more '
time is often needed to identify the best ideas, in part,
because more content is generated and more ideas of
varying quality are produced.

Highly efficient groups have a central person who
expedites, clarifies, and keeps the group on task. As
facilitators you will develop process agendas designed
to move a group through a planned, structured
problem-solving process. On the other hand, an
overemphasis on task completion may generate

resistance in some participants, make people feel

undervalued, and discourage careful thinking because
participants feel rushed or are unable to match their
personal style of making contributions to the process.
As a result, divergent or creative thinking may be
limited and lower-quality or safer ideas selected 'not
because the best solutions have been attained but
because a desi#e to complete the task quickly has
become the primary objective.

Achieving balance between access to participation .
and efficiency is your goal as an IHES facilitator.
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Balance is achieved when group members appear to be
fully participating and when their participation is
structured to maximize the group’s forward movement
in the problem-solving process.

As used here, balance does not. mean that at all
times one must give equal emphasis to both factors.
Rather, it means that the facilitator is always sensitive
to both process and task and uses good judgment and
flexibility in giving appropriate attention to both
aspects over the course of the group's life. For
example, periods of brainstorming and advocacy are

times to emphasize open and free communication in a

time frame long enough for all to make contributions.

.On the other hand, when some group members offer

extraneous material for discussion to postpone decision
making, it is appropriate to post the new topics on a
new sheet of butcher paper to the side of the group
memory .for future consideration. In this way the
group's attention can be focused on the next important
step in the problem-solving process.

“rood judgment in knowing when peripheral issues
must be dealt with because of their impact on future
process and task completion, as well as when they can
be saved for later or not addressed formally at all, is
developed by analyzing your past facilitation
experiences and observing others facilitate. As a general
rule, when you as facilitator feel that the negative -
conditions of the most open group are beginning to
surface in the IHES group, it is your responsibility to
(1) impose restrictions of time or content on
discussions; (2) resort to rules; or (3) move the group to
the next step of the problem-solving process.

The cycles in a group's life can be conceptualized
within either a process framework or a task framework.
Both are useful to know about because they provide
you with some indicators for analyzing what you see
occurring within your IHES group. Within both
frameworks the stages of development are rarely as
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well differentiated as they are described here. Further,
they may not always appear in a clear, step-by-step
progression; groups have a way of moving forward and
backward and then forward again. This is the element
of excitement and unpredictability in groups that
provides the facilitator with new challenges.

Process Framework

Regardless of their type, groups ustally” progress
through (1) an initial stage; (2) a transitional stage; (3) a
working stage; and (4) a final stage (Corey and Corey,
1982). An IHES group is no exception.

B [nitial stage. In the initial stage the most important
tasks for the facilitator are to establish trust, goals,
and norms and procedures for the group. When
people enter a group for the first time, as discussed
in Chapter 3, they may feel insecurity, anxiety,
apprehension, and uncertainty about their own
behavior and about what others might expect of
them. By creating a climate of respect and by
modeling comfortable yet purposeful behavior, you as
facilitator begin the process of trust building in the .
group. Your invitations for active participation help !
here also and contribute to the emergent sense of
cohesiveness that will be solidifigd in the working
stage. As the facilitator you initia‘ﬂy establish the
standards that govern individual behavior in the
group and propose the procedures to be followed. A"
gentle approach that still reflects your authority as
facilitator is always best. Be sure to obtain the
consent of the group for your procedures. Questions :
should be carefully and sensitively addressed.
Remember that you can always say: “Well, let's give
it a try for now....We can always decide to do it in
a different way later.”

B Transitional stage. The transitional state is less well
defined in time than the first but is usually
identified by the expression of conflict or by the
observation of problem behaviors in individual group
members. The conflict may surface between group
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members or may be reflected i challewges directed 3

to the facilitator. The transitional -stage is ¢

characterized by some anxiety and usually precedes Y

an individual group member(s commitment to the
purposes of the group: lf‘mgylem behaviors in
individual members surface, you should rely on
assertive communications and other strategies
described in Chapter 2 and Chapter 6. If you
observe group resistance to moving forward, you
need to analyze it and address it; otherwise, the
group will become fragmented and will be unable to
move into the working stage. If the group's
resistance is passive, the situation is usually
perceived as unsafe by the members. Assurances
and words of encouragement are helpful. Of course,
you need to make sure that anxiety is not coloring
vour observations before you confront an individual
or the group.

Most of the time the behaviors and conflicts that
evidence themselves in the transitional stage of an
IHES group are subtle and low-level. They may
naturally pass without any intervention by you, or
they may be managed so easily that you need not
be too concerned with them. The key is to address
problems or conflicts as they surface, before they .
escalate, with the lowest levels of intervention first.
Being too sensitive to potential problems usually
translates into overreaction on the part of the
facilitator, possibly alienating you from the group
and creating a “them against me” stance
incompatible with the facilitative function you are
there to perform.

Working stage. The working stage is characterized by
cohesiveness and productivity. Morale and mutual
trust among members-are high. In general,
interpersonal conflict has been managed, and
constructive conflict around differences of opinion is
effectively dealt with as it surfaces. This is where, as
facilitator, you see both open communication and
task orientation operating at a high level. ]
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Groups are not static, however, and it is in the
working stage that the ebb and flow of group enery
are clearly visible. It is an extended period
characterized by high productivity interspersed with
periods of stagnation or little movement. There are
miniclosures on issues and new beginnings as new
cycles of problem-solving are begun. As facilitator
you know the members of your group quite well by
now, and they have come to adopt for themselves a
set of norms and procedures that work for them
under your able leadership. Do not panic if you
have a poor meeting. Remember that people who
work hard need to rest and that groups do, too.
Rather, analyze what happened at the \
meeting—what _you could have done differently (if
anything) as well as what they could have done
differently (if anything). Consider also the possibilit
that group energy was at an ebb because of
circumstances beyond everyone's control.

B Final stage. The final stage occurs when the IHES
group dissolves or ends. If it appears that imminent
closure is desirable, inevitable, or necessary, do not
let members drift off without a formal endi -
closure experience..The IHES group has wo?ﬁ%
together for some time now and has estabhshed<
itself as an entity. Plan to assist the group in
processing its ending. Included might be a review of
its work and accomplishments as well as some
formal and informal rewards to the group and to
individuals for their time and effort.

Task Framework

The Hetzel and Barnard (1973) model of group
process, adapted and expanded for our use, provides
another way of conceptualizing the IHES group
process. As shown in Figure 9, it provides a gauge for
where the group should be developmentally as it
moves through the problem-solving sequence described
in Chapter 4.

B Awareness. In the first stage, group members
develop an awareness of the problems, issues, and

J
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Figure 9

IHES GROUP PROCESS

DEVELOPMENT OF AN
_» AWARENESS OF THE
'PROBLEM AND THE NEED

TO CHANGE
REWARDS AND
RECOGNITION
" FOR EFFORTS
! | INCREASED OWNERSHIP
OF THE PROBLEM
1 .
f‘!
. CLOSURE
|
‘ CONSIDERATION OF
ALTERNATIVE SOLUTIONS
AND GOALS

COMMITMENT TO
SELECTED SOLUTION(S)
AND GOAL(S)

Adapted from Hetzel and Barnard, The Human Agenda:
Critical Variable in Innovation.
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concerns affecting human environment of the
school. This awareness parallels Step One—problem
identification in the problem-solving sequence.
During this early period, awareness is primarily
aftective in nature, with participants sharing their
perceptions and feelings about what the problems
are. Later, in the analysis phase, awareness is
deepened through the presentation of data,
advocacies, and other more cognitively based
activities.

Developing awareness is an individual and variable
process. Some group members, because of position,
experience, or interests, will have greater awareness.
of a stated problem than will other group members.
In the awareness stage all group members come to
recognize that at least one individual perceives that
a problem exists in a given area. Your task here is
to facilitate the expression of all members’
perceptions and to treat each as worthy of being
recorded on the group memory. You may need to
remind group members who seek to dismiss the
ideas of others or to deny another person's
perception of a problem that now is not the time
for evaluating or judging the relative merits of the
ideas being generated. Tell the members that
evaluation and judgments will come later.

Ownership. During the ownership stage group
members come to identify with a need for change.
They move from the perception of problems as
external to themselves or institutional in nature to
the realization that they as individuals have a
personal commitment to contribute to the solution
of problems. Ownership is facilitated by the group's
first efforts at decision making. Usually, ownership of
the problem is achieved through a consensus-
reaching procedure, such as a prioritization of the
most important issues. From this point forward

the group is working on its own self-generated
agenda, and the most important issues belong to the
group, not just to the individuals who originally
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contriMuted the issues to the group memory.

As the group analvzes and refines the definition of
the problem area it has chosen to work on first,
awareness and ownership are deepened. In
esssence, the more vou know about the probable

causes of the problem, the manner in which the /‘;’k
problem is being manifested behaviorally and ! ‘
specifically, and the context in which the problem is ®

expressed, the more able vou are to see the need
for addressing it and for committing yourself to that
eftort.

During the analysis phase, two behavioral -patterns
may surface in terms of the group’s process. First,
you mayv notice some group members expressing the
feeling that they feel overwhelmed, discouraged, or
pessimistic because the problem seems “too big,”
“too complex,” or “"beyond solution.” The positive
aspect of these expressions is that you know that
their awareness has indeed increased. It is natural
for these feelings to surface after an intensive period
of analysis, and you need to tell the group this. You
should also assure them that they will, indeed, be
able to do something about the problem. If the
problem seems too big or too complex to you also,
perhaps the group needs to identify smaller, specific
subproblems under the Targer problem and to aftack
cach subproblem separately.

The second pattern that may surface is that group
ipembers may be offering solutions when they are
supposed to be analyzing. If this situation occurs
early in analysis, you need to inform the group
members that solutions will be worked on later.
Early education of the group on the relationship of
problem identification and analysis to the quality of
solutions helps to prevent this natural tendency for
people to want to reach a solution to a problem
before they fully understand the problem. Sometimes
a participant’s solution comment can be translated
into a causal statement, The statement “We need
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more security guards’ can be restated and recordéd
as “There are not enough security guards.” Finally,
the movement to solution statements may be an
indicator that the group has completed the analysis
and is indeed ready to move on to the next stage.

Alternative solutions and goals. The third stage,
consideration of alternative solutions and goals,
parallels Step Three—generation of solutions in the
problem-solving sequence. As the facilitator vou
should create an open atmosphere in which
participants are encouraged to ofter a variety of
solutions: the obvious, the easy, the difficult, and the
creative. It is helpful to ask members to be as
specific as possible about what theyv have in mind
when thev suggest solutions. To do so makes the
next step easier, more meaningful, and more clearly
defined. '

Commitment. Developing commitment to the
selected solutions and goals is similar to the
ownership stage in that the techniques of advocacy
and prioritization are often used to reach copsensus.
As stated in Chapter 4, consensus means agreement,
and agreement facilitates commitment. Again, since
this is a decision-making phase, there may be some
anxiety or resistance surfacing in the group.
However, because the selection of solutions means
movement to the development of action plans, the
positive aspects usually outweigh any negative ones.
When this stage has been completed, most group
members tend to feel considerable responsibility for
achieving the desired solution(s).

Closure. The next step, achieving closure on the
group’s task, is difficult if not impossible to
accomplish if closurefis defined as the elimination
or immediate resolution of a problem. Human
environment problems are rarely amenable to these
forms of closure. In an THES group, closure may
mean (1) having taken as many steps as possible to
implement plans; (2) forwarding recommendations to
various groups for reactions or actions; or (3)
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developing time lines and a monitoring system for
assessing the impact of a solution. In all cases the
group feels that it has finished its work, at least
temporarily, or has gone as far as it can with a
given solution or a particular problem. If the closure
phase has gone well, the group will have a feeling
that it can make a difference and that its effort has
been sworthwhile. After a rest it will be willing to

begin the problem-solving process again. o y

process is rewards and recognition for efforts.
Probably the most powerful reinforcement for a i
group is task completion. Although this intrinsic
reinforcement occurs naturally, other ways exist to
recognize a group for its work, such as the
presentation of awards by the principal or publicity
in the news media. In vour role as facilitator, you
should feel free to suggest to those in authority
opportunities or ways in which to reward the group.

o o~
B lHewards and recognition. The final stage of the kj?
7

Motivation of an IHES Group

There gre many wayvs for vou, the facilitator, to assist

vour group in maintaining its motivation and

productivity. In general, people are motivated and feel
revwwarded theough (D respect; (2) recognition; (3 a sensc
of self-importance; 4 a sense of belonging; (5) respon-

sibility; (6) status; (7) pride in accomplishment; (8) task . /

completion; (91 knowledge of results; and (10) praise. .
As an exercise designed to sensitize vou to the many
wavs in which motivation and reward can be
translated into specific things that vou or others can
do at various points in the lite of vour THES group, see
whether vou can brainstorm at least five different
things to do for cach of the ten items. Consider
building in various motivators and rewards in vour
opening and closing remarks at cach group meeting,
Assist vour group in defining its own rewards.
Remember that appropriatelv timed breaks,
opportunities for informal socializing, the sharing of
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food. respect for ending times for meetings, and the
preparation of process agendas that permit a group to
have closure on a phase of the problem-solving process
are all contributing factors to a positive group
experience. Giving a pep talk that praises the gr()ugor
the quality of its work or reminds the group mem
of their important function can also go a long wav.

In the long term two important principles guide

S

vour work as a facilitator. Both are central to the THES

concept, and both have been demonstrated to be
positive reinforcers of behavior. The first is that
participatory decision making is superior to other
approaches tor addressing human environment issues
that aftect the school community. The second is that
positive and constructive group management leads to
positive and constructive problem solving. Your THES
group will come to know and appreciate these
principles as a result of vour work as a tacilitator. This
1S vour reward.
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Once vou have facilitated several THES group
mectings and have found that to do so was not
casyv as vou thought it would be, vou may be ready to
study this chapter. Discussed here are basic corrertives
tor problems that facilitators may%\(rn(:()u'ntcr as well as
some advanced facilitation skills. The specific topics
covered include the physical environment, the shaping
and pacing of the group's work, difficult group
members, and the qualities of a good facilitator.

When, despite vour best efforts, a group does not
progress very well, look first for problems in the
physical environment. For example, the room in which
vou are meeting mayv have the wrong shape or size to
accommodate a single semicircle. It the group meets in
a room that is too small or narrow, some group
members mav be too far from the action. Try,
therefore, to schedule your meetings in a large
multipurpose room or even a clasgpoom because these
rooms tend to have appropriate dimensions and large
wall spaces. Meeting rooms tend to be poor locations

tor THES meetings because they are generally too small

§2
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for this kind of work and are usually furnished with ',
large tables that will have to be removed. ~a
, If you are assigned to a small room with large
w tables, do not be pressured into holding the meeting
) arpund the table. Because the IHES facilitation
process redquires the openness of the semicircle and
'S ' the focus on you and the group memory, a table
) will be a distinct hindrance. Either change rooms or
» ‘ . move- the table out. In fact, it is a good idea to
. A arrive al the assigned meeting place a half-hour
‘betorehand- so that, if nec ‘essary, you can move the
furniture around. :
‘ In arranging the room, make sure that there are
« .- only enoligh chairs for the number of group
. " members. If fewer than that .number attend, remove
b ’ ‘ the empty Lhalrs and tighten the circle. Gaps can.
' become symbohcally and functionally a hindrance to
. the grgups process. It'is also a good idea to remove
: other chairs ‘from the perimeter of the semicircle .
' " because reluctant or tardy members*will want to sit -
' . , behind: the rest of the group and. w111 have to be
LY o . coaxed to come forward, - .
| ' . - In- ‘summary, you may avond problems Iater if you -
will review the followmg set of questlons before
- . beginning your meeting: , L,

‘4

1. Are the chalrs arranged in a true semlcxrcle’
_ 2. Has unnecessary furnlture been removed from the‘
. i . - work area?
3. Is. there plenty of empty wall space within’ the
. #  view' of the group to post the group memory’ '
. Is the lighting adequate? .
. Has the group memory from the previous
meetings "been posted to bring everyone up to. .
: date? -~ d
> ‘ - 6. Is thege. enough dhart paper for this meeting? If
' ' o 'you are using roﬂed butcher. paper, have enough b2
o sheets been cut? 1 ¢
o 7. Ig-there a sufficient quantlty of fresh ‘markers and
‘ masking tape? . : :
-8. Are there enough name tags for everyone"

..
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Shaping and Pacing

Buingﬁ(insilivu to the m();)d[ (m"(?ﬁgl level, and
|)r()l)lmn-;§bfvilig capacifies ‘(i\[ a group and being able to
addréss these with confidence is advanced facilitation
indeed., zgltl)()ugh the c()nfeiff'pf a group’'s work will be
the product of the, issues it chooses to work through,
the process is up to you. Sometimes, certain phases ot
the process can be very positive by their very nature,
such as at early stages of the group's. life or during a
brainstorming session; dt other times group members
will negd help from you to, kelgp\.lhem going through
difficult¥or sl()w-moving‘tma(_@.. It isvat sthese times that
vour skill and enthuskism’ as .a fatilitator is especially
called upon to efucatg;and challenge the group

s}

.Mncmhu& and to ]3l‘dVMe thém with a vision about
: ' _ _ em W
1 their task. ! ' :

This is what is meaht by ‘shaping the work of the
group. . As a thg;ilistafor y()u are responsible for focusing
on .the |)r_'2§;;f§ijv.()l)ie(:ti\{c§‘ dnd ultimate goal of the

“grotip;. that' is, producing high-quality solutions to
difffult or sensitive probjems. When the group gets

- bogged. down in specifics or begins to lose its
entliusiasm, it is your job to remind the group,

w

\

. ,members of the stages of the group's process, as

~,','descril)‘ed&n Chapter 5, and to put into perspective the
puipose of the activity. In doing so, you may challenge
them to increase their influence, improve the quality
aivd depth of their analysis, and, finally, achieve their
goals.
“*By pacing is meant that you try to maintain the
highest possible energy level in the group by carefully
selecting tasks and anticipating what. is to come in the
course of the work of the group. It also means learning
to encourage the group when difficulties arise or when
the group becomes immobilized. It means confronting
the need for readjustment in the group and weinforcing
the norm of positive and constructive problem’ solving.
Finally, it means sharing your expectations while
remaining flexible in your planning.

Q
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Suggestions for handling two commnion problems
associated with shaping and pacing--nonparticipation
or boredom and time limitations - are described here.

Nonparticipation or Boredom .

3 . When one or two members have ceased to pay !
attention and are perhaps beginhing to engage in
|)(:|‘§()ﬂ¢|l conversation, the person or persons may be
bored: or perhaps irritated. When a member is quietly

. staring out in space, you might choose to ignore him
or her for the time being, allowing the person to take
a mental break. If, however, this behavior c(‘[inuus for
a long period of time, you should speak to that person
privately during a break to ascertain whether there is a
problem. wh ¢

If someone’'s behavior is di,sruptive fo the group as a
whole, such as engaging in peripheral conversations,
that person may be having difficulty with the group

» process itself. It is best tp deal with the situation by
¥y asKing the person direcy whether he or she would
like- o make arcomment and following that up with a
private discussion, if necessary, during a break. What is
important in this case is t& reestablish ordefso that
the group can. proceed.

, \ , If the wlole group or a substantial portion of it

b . uppe' jored or is unwilling to participate, you

shoullbnsider certain possibilities:

1. It rhay be time for a break—simply that. Often,
beginning facilitators, in their fervor to move to
closure, fail to notice the flagging energy level of
the group. You should always plan breaks as

. - -needed. For example, if yot are going to have to
v tally rankings before moving on, give. the group a
stretch break while you are doing so. You should
also call for breaks whenever something significant ’
disrupts the process of the group (including
certain interpersonal interruptions, which will' be
discussed later) in order to relieve tension and
X allow for getting the group back on track. As a
\;‘«m facilitator you will want to take breaks for yourself
because, as you have probably discovered, this is

o

L
/
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hard work. Use your own energy and stlvss levels
as barometers for changing ‘pace or r('qtlng for a
while. . ot
Group members may feel that progress toward the
goal is not occurring and“that what is happening
is irrelevant. This situation can happen especially
during: problem analysis. Somé group members
can become impatient at this stage because what
thev are interested in is generating selutions. In
this case your roleis to remind the group about
the purpose of this stage of the problem-solving
process and to view it as an opportunity for all
group members to air their thoughts on the
problem so that the best solutions can be
tormulated in the next phase. It may also be,
however, that the pace is just tog-stow. Yau might
wish to quicken the pace and indicate to the
group that you are about to conclude this phase
should prepare to make their final

The discussion may have gone off the track, and
vou may be losing the group in irrelevant
abstractions. Make sure that the group is still
dealing with the concrete realities ;gf the problem.
One o mére persons may be dominating the
grpup, and, as a result, the others may become
bored of irritatgd. Remember that maximum
participation, the goal of an IHES group, ought
ot to’ be jeopardized by an individual's need for
recognition or group power. (See the section
dealing with difficult group members further on in
this chapter.) .
. Finally, it may be that people in the group are
feehng inhibited by another grouplmember or
perhaps by you as facilitator. IHES groups
“typically include participants who may not be
used to working in such a highly structured,
task-oriented way. Nonpamcnpatnon may simply be
the result of feeling overwhelméd by the process.
itself or by others who are verbos€ or opinionated.
In this case vou will need ‘to repeat‘bftenc the

—
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lmp()rtam e of ('V('ry()nvq ldeas, even ldem that
may seem unclear or unmémuluted You can also)!
remind the group that you and the recorder are .“}g
there to help the members express their thoughts s
thus ¢ncouraging open communication.

Fime Limitations

The most common problem you are likely to
encounter is running out of time before you have
reached closure on a particular phase of problem
solving. This can occeur even when you have: carefully

\ : anticipated the direction of the group for that
o particular session because it is impossible to predict
« accurately the number or kind of ideas that a group
‘ : - will generate. Because one of the major principles of
an HES group is to make clear the expectations of its
h members, such as when meetings will begin and when
\ they will end, a group should not be kept overtime to
finish a task. Rather, it is suggested that you do the
ioll()wmg

A ' 1. Set reasonable llmﬁimils’“ for each task planned
7 ‘ and inform the grodp members of those limits,_so
that they, too, can assume responsibility for
. ' , reaching the goals of the meeting. Having t )
‘3 ‘ recorder keep track of the time can also h(*lp to’
s v o keep the group within its time frafhe.
S ' - . 2. Remind the group when' time limits are being
' “ exceeded. If it appears, as the meeting. progresses,
‘ ' that you will run short of time, discuss
alternatives with the group, such as extending the
\ ' meeting or scheduling a later one. |
4 a3 Recognize when it is time to quit. If at all
R % e v;,_ﬂssnble, try to end a particular session on a
: L positiue=note. For example, if the group members
- a have worked hard on a task and are basking in a
‘ _\ o ‘ sense of accomplishknent, the meeting should be
, »
' : . closed 'with much praise for all, regardless of the
) A time or the projected agenda. It is not a good
idea to overtax a group because of the negati
\ effect ‘qff the group's efforts. To do so may i n}:;ﬁ
o ® the long-term enthusnasm and commitment of the
‘ S

-
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group to the IHES process. Besides, there is
n()lhing wrong with letting everyone leave carly.

In summary, a few general principles should help
vou to pace and .slmpv the work of your group:

1. Remember. that ddequate pr(,parall()n tor the ‘
meeting is your best investment in promoting a
productive and rewarding session.
Be able to anticipate problems before they become
obstructive. This ability comes with experience.
3. Be flexible enough to alter your planned agenda if
necessary.
4. Let the group know thl to expect and what is
expected of it at all times.
5. Stay relaxed and keep your sende of humor, A* /
good laugh every now and then can lighten the -
atmosphere and relieve tensians before they huild.

ts

Proble:n Members

In almost every group there will likely be &lnd one
or two members who cause problems for ¢the group, . s
thus distracting-you from moving toward completion of
_the task. In ‘confronting these problems, you musl \
strike a delicate balance h(’lween reselving the
individual difficulty while lrvmg to preserve the
momentum of the group as a whole. You are also
responsibl® for protecting members of the group from

attack or domination by any individual. ) “q .
4 ’

§ .

Bafic Strategies ¥ ' - - *
S 2 b ey ’
Your overriding goal when Mandling these probilis ‘ * » :
should be to’get the group back on task with’ the’ least| ’
amount of disruption or.time lost toward this end. ‘Q

General methods recommendgd for doing so: gre as -
follows: , o | R . 5
1. Maintain your neutrality and composure. lj'ﬁ})l . A

to get upsel. ’

2. Acknowledge the difficulty. Describe the peraon .
" behavior through observation w1th0ul being . f ..
judgmental. ~— ~ '
' -~
' o ‘ o
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‘Try todaccept each person’s form 6f expression as
his or her attempt to communicate an important
idea or feeling. .
4. Appeal to the rules. Remember that there is a
definite structure, such as one person talking at a
time, to which everyone must adhere if the group
is to function well.
Fglucate the group about the HHES process.
Remind everyone that this is a task-oriented,
problem-solving group with the goal of reaching
consensts on issues, not of resolving personal or
interpersonal problems.,

<1

Finally, in dealing with individual problems or
disruptions, realize that the best strategy is to start
with the least disruptive, lowest-level response and to
escalate in a gradual or measured fashion from there,
moving to more direct confrontation o y if needed.
For example, if someone is interrupti aggr(-sslw lv,

/ @:mt by rgminding him or her about the rule of being

Wognized in turn. If this does n( work, then move
physically closer to the person, glvmg, nonverbal signals

O (t()"u()p, such as eve contact or the gestures of a traffic

officer. Remember not to point. Next, look the per son
(lm-(tlj/‘mlth(- g and spepk to the person, t(-llmg, Him
or her to %t()p ﬁhdl attempt fails, call for a break and
confront the person outside the meeting to find out
what is wrong and attempt to solicit or negotiate
cooperation. The last resort, one that will rarely be
required if the previous steps have been taken, is to
confront the person in front bf the group .by reminding
him or her again about the purpose and rules of the
meeting and asking the person to decide to comply or
to discontinue participation. F

Specific Interventioms '

The ‘members you are likely to have difficulty wijth in
an JHES group tend td fall iﬁ;o several categories. What
follows is a description of the characteristics of some

-of these individuals and specific interventions for
dealing with such persons:

.

82

ERIC

Aruitoxt provided by Eic:

89



19

B Angry or Hostile Member

The angry or hostile member is probably the most
difficuit member you will have to deal with. It is
important to Femember that a person who is*
consistently angry or hostile has strong feelings and
probably believes that arguing and browBeating and
dominating others is the only way to be heard. Of
course, this person may have psychological problems
bevond yvour ebi or responsibility to resolve,
Nevertheless, it is within your ability and u'.sp()n.sllnlny
to .llu-mpl to gain hl.s or her cooperation and
conformity with the group’s procedures. It is also
important to the rest of the group that you meet any
challenges to your authority and the rules of thg THES
process effectively and fairly. If you allow the apgry or
hostile member to dominate the meeting, you, Wlfl lose
the respect required to lead the group toward its goals.
. » Specific interventions. The first and most

important thing to remember in dealing with the
d& hostile mvmh‘f(:r is your skill in reflecting

as describedin: Chapter 2. You should
Tacknowledge to the person that you are
theregdo he 113 translate these feelings into
:u(:li()tmgnled plans. Do not ignore . the feeling level
of the person’s expression because to do so fends
only to escalate the anger. Defusing the a
feelings first will engble_you to proceed with the

general methods algh sftategies described (‘dlll('\\

Specifically, m()vmg”fﬂ&m' to such individuals wi
often make them more aWar‘e of their behavior, and
dealing with them outside the meeting is nevessary
if the behavior persists.

[ ] /lll«'u:kmg Member

T Y 1 1 A e |1|A| 4 1 4
I'his person is different from the g.,cpcrally angry or

hostile member in that he or she relieves frustration or

anxiety through personal attacks on anotier group
¥ . i

member or on you ass facilitator. Remember lhal")fu

overall-duty is to protect the other members fro

criticism and abuse while refocusing on the task at

hand.

e
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» Specific interventions. Remind the attacker that the
purpose of the meeting is to generato ideas and

/ sohutions and that pexsonal attacks, because they do

-not serve this end, will not be tolerated. ‘Use the
group memory to refocus on the ideas and away
from individuals. Ask the attacker whether he or she
has something to contribute and have recorded and
remind him or her that there is a time and method
for evaluating ideas. Try to convert $he attacker’s
criticism into a constructive contribution if he or
she is unable to formulate an idea in a positive,
nonpersonal manner. If two group members begin
to quarrel, remind them_of the rules and the task at
hand and physically step between them, forcing
them to talk to you rather than to each other. If
vou are being attacked, try not to be defensive. Take
a deep breath, thank the person for the eritcism,
and say that vou will consider it. Remind everyone
that there are various styles of facilitation but that
the methods are standard. Then proceed. If you feel
a need to do so, speak to the attacker Olll.;)id(’."’"](;
meeting to describe the THES proeess and’vour role
in it more fully.

-

B Negative ("Yes, but...”) Member

“The negative member is always looking for reagons
whv an idea will not work. This person can have an
extremely deflating effect on a group’s energy. Your

" general objective here will be to turn the negative

comments into positive statements.

».Specific interventions. When the negallvo member
starts to explain why something will not work,
simply reply, “We don’'t know that what you say is
true.” Ity to enumerate quickly those factors which
are unknowns and challenge the person to keep an
open mind until the process is completed. If you
are in a brainsforming session, remind the person
that the time for evaluating ideas will come later
and that you are only trying to solicit as many ideas
as possible. Then motion to the group memory and
ask whether there is a constructive idea that he or

!
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* . .
she would like 1o add. Ahways use vour best skills to
turn a negative remark into a positive one.

B Latremely Talkatve Member

This person is charaeterized by I()ng-will(l(r(i and
repetitive discourses. Often, the extremely talkative
member is passively (as opposed to aggressively, like
the angryv or hostile member) expressing a need to
dominate the meeting, possibly for status or power.
Nevertheless, he or she generally means well and can
be a valuable member in the long run. therefore, voury
approach should be appreciative and reassuping while

#Afocusing on the substance of the idea presegted,

» Specific interventions. Learn to interrup politely bt
firmly. Saving “thank vm* is always an acceptable
sluppn Or s(op the person in midstream, saving,
“Let's hold on a mindte to make sare we don't miss
anvthing. Let's see if Fve got yvouf point.”” Then
paraphrase. If the person agrees that what you have
stated is at least partially. correct, then have the
recorder write the words: down. Often, just

hnowing that one's ideas are being recorded causes
the person to relax. Occasionally, however, the
talkative member continues to act as before. If the
person offers a different idea this time, try to have -#
the person hold on to it until it is his or her turn
again. If not, and if the persoii is obviously still very
much involved with an idea or issue, remind the
person that there will be a time for advocacy later,

if that is in fact the case. Alternatively, acknowledge
that the person seems to need to talk now and that,
as a special exception, vou will provide one minute
to speak, allowing him or her to let go of the ideas
and thus ‘ran(')ve along through the rest of the
meeting. Remember that this last option involves
differential (and preferential) treatment of one
member and should only be useqd as ‘a last resort
when vou judge that by doing otherwise you would
lose the person or cause dlbl'uptl()n

e

i

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

| Extremely Quiet AMember

The extremely quiet member, unlike the bored or
distracted nonparticipant described earlier, is generally

person who is shy or is overwhelmed by some other
group member or the process itself. In IHES groups
this person may be a student or parent who is unduly
awed by teachers or administrators and who may need
special encouragement to contribute.

*'Spm ific inlc-nlnlinn.s Although yvou would
generally. not call on” someone who has not asked 1o
be recognized, (in this case it is advisable to
acknowledge the need for and value of the quiet
member's contribution by asking him or her directly:
“Is there something you would like to add?” If the
person’s remarks are very brief, you might ask:

-

1 “Could you say more about that?” You can add a

word or two of verbal l(‘lllf()l((‘ll](‘l]l at lh(’ end of a

5&731')1 rsOn's comment, such as “Thank you." With this
person you might also want to point to the group
memory, as that can be very reinforcing of the e
contribution. : :

Although the persons described in this section are
not the only difficult members you may encotinter in
an THES group, they provide a few models from which
vou can improvise. The most important point to
remember in dealing with difficult members is to
remain neutral. Of course, you will have personal
reactions and fee Im(.,s vspPuallv when someone is
acting llld[)[)l()[)l'l.ll( ﬁhoﬁﬂﬂvﬂy However, for the
group to truststhe I (ES pfotess and you as its
guardian, it must firmly believe, that ypur own ideas’
and feelings are not affecting the outcome of the
group's work.

The best tactic for remaining neutral and relaxed is
to resort to the rules. Repeating the rules and
reminding the group of its overall purpose and
function will better enable you to shape group
consciousness and responsibility. It will also relieve

vou of the personal need you may feel to respond to

each challenge on & personal level If this approach
2 I
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fails and vour find that voir must mspund strongly o,

e negative or antagonistic bo'lywlut‘ of a membore use”
a seltassertion mode rather thal, y'detensive. or
aggressive mode. rell the nﬂ('mhnﬁ person in conerete
termis what vou see him or her doing, how that makes
vou feol, and what vou would lijg him or her to do
differently.

For additional descriptions of how to deal with
dificult members of similar groups, see Dovle and
Strans (1976), pp. 105 17 and Auvine and others (1978),
pp. b 72

Qualities o a Good Facilitator

" Corev and Corey (1982) have described the personal

characteristics of the eftective greup leadeor as:

B Courage to take risks, to be honest, and to admit
one’'s mistakes

B Willingness to model  particularly as to openness,
seriousness of purpose, acceptance, and risk taking

"R Presence  in the sense of being emotionallv and

intellectually self-aware and prepared

B Good will and caring  being sincerely interested in
the weltare of others and respecting, trusting, and
valuing individuals

B Belief in group - that it can produce
constructive and t omtcomes, and conveving
this belief to the s of the group

B Openness 1o oneself, the group, new expegences,
and different value svstems and life-styvles

B Abilitv to cope with attacks as being able™o look -at
criticism nondefensively

B Personal power  as having dvnamic and vital
qualities and self-confidence

B Stamina  both physical and psychological and an
awareness of one’'s own energy level

B Self-awareness— or the ability to look carefully and

(4

critically at oneself -
B Sense of humm putting events in puspvuiw' and
releasing tension . ,
B Inventiveness - lwmg,kqunldnemnlv u‘mm(- and not
trapped in ritualiged hods 'y A
Pi mlie m;ﬂ C 1 g
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Without belaboring cach of these points in the
abstract, we suggest that you consider them as
cmbodving e general characteristics of the THES
tacititator, with ong major exception. 'fo be an effective
and professional facilitator, you must be able to
evaluate vosr own performance at the conclusion of
cachr THES meeting. Happily, the THES maodel inchudes o
recorder also trained in HTES facilitationy methods awvith
whom vou can gnd should discuss the |n-m-(-mling$ of
the nieeting, prviiernhl_v at its conclusion. This feedback
and review will improve vour skills and techniqures in
tacilitation immensely and will enable vou to plan
more eflectively for the next session. :

As an aid to self-evaluation, a questionnaive is
provided with which 1o rate vourself on 20 key
quutlities of a well tacilitated meeting 1t is strongly
recommended that vou complete this-gost-tacilitation
self evihuation immediately after the session, using it as
a basis for vour discussion with the recorder. A perfect
score would be 100, and a trained facititator should
score at least 800 Congratulate and reward vourselt if
vou achieve 80 or better,

~

Post-Facilitation Self-Evaluation

Rate vourselt trom one to five on cach of the gualities below:

1

3.

i
o
| 2
| .
i

Poor Excellen,
- " R R
Didl 1 maintain o8 task orientation throughout the meeting? 1 2 3 4 5
(d | munntain neutrality throughout the meeting? 1 2 $ 4 5
. " /.
Did 1 educate the group about the process and agenda
throughout the meeting? ' 1 2 3 4 5
¥ ' ’
Did I achieve consensus in the process of the meeting? 1 2 3 4 5
Did I use the appropriate problem-solving methods
throughout the meeting? ~ 1 2 3 4 5
Was I able to elicit a high level ot pam(:lphlmn and
energy throughout the meeting? 1 2 3 4 5

ERIC
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7 Was Lable to ehieit i high guahnity ot ideas during the
mecting”’ 1 2 R} 4 h
i . -
. B Was Lable to chat i high qualine ot ideas during: the
i meeting’ ‘ 1 2 b 4 5
i
’ 9 Dulb 1 ettectively colaborate with and sup
| recorder? 1 2 3 4 5
E . .
L0 s the group memory clear and comploe?®. e | 2 3 4 5
i - el L
L1 nd 1 practice good active listening skills thraughout
! the meeting? B 1 2 3 -4 5
l
12 Didb 1 model flexibility and openness t#@Ughout the
‘ meceting? 1 2 3 4 5
|13 Didk T omaintain selt awinceness of mv own energy level
i throughout the meeting? 1 2 3 4 5
1
oot ek Tmamtam my sense ot humor throughoat the
| .
i mecting’ 1 2 3 -4 5
i - -
L1 ik | ohandle contliet or disruptions eflectively during
l the mecting’ ' 1 2 3 4 5
(16 Ind 1 eel relaved and selt contident throughout the
; meeting” ] 2 3 -4 5
f -
C 1T Did L arrange the physical Tacilities adequately for the
! meeting’ ' 1 2 3 4 5
|
18 Did 1 adhere 1o the time lines proposed throughout the
meeting” 1 2 3 4 5
MY Did T reward the group appropriately for its work? 1 2 3 4 5
;’7}“%‘ N - - . .- -- \
200 id T plan the logisties for the next muuli\ng with the ;
consensits of the group? 1 2 3 4 5
Perfect score = 100
¢ A S 36 89
O
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As a further aid in improving ‘your facilitation skills,
v

¥

&1

analyze the specific situations in the meetingsthat were

problematic and ask yourself, "What could 1 do
differently or more effectively in the future if similar

circumstances occur?’ Also,, consult with your recorder

to obtain his or her ideas. Remember that one option
always available to you in a difficult situation in which
you are uncertain how to proceed is td¥take a brealg
and consult privately with your recorder on what to
do next. If you feel unable to continue in, the role of
facilitator, consider switching roles with the recorder. !

Facilitating a meeting can be a personally
exhilarating experience. It presents you with new
opportunities to learn and to refine your skills and
enables you to participate in an exciting, creative
process and to participate in an important socia)
change effort. Despite the challenges that face you as
facilitator, the positive benefits and feelings that you
will experience will make your efforts worth the
challenge.

<>

a
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To use the facilitation skills you have just learned, you
need an HIES group. Although it is not your responsibility

to establish the gagup, administrators may seek your advice

in composing it. Further, since the strength of an THES

- . ¢ . . . .
group is based on how diverse and representative it is, you
Inav need to be an advocate for these qualities at various

~points in the group's life. In this appendix information on

the preconditions for a successful IHES group and on the
philosophy of its composition is presented for your own use
or for vou to share with the principal of a school where
vou will be facilitating.

Preconditions Yor a Successiul IHES (-luup

An essential factoy in establlshlng, an IHES group is the
support of the chief administrator: the superintendent, the
principal, or, (preferably), both. For an IHES group to be
established, school district or sife administratoi's must:

B Perceive that human relations or human environment
issues and concerns are affecting negatively the quality of
education offered in their school(s).

B Have a commitment to achieve more harmonious
ln((‘lpclb()ndl and intergroup relations in their, schoolls).

B Select and encourage individual$ to participate in the
IHES group who represent a cross-section of the school
community.

B Fndorse the concepts of group problem solving and
consensus decision making.

B Provide resources, time, and space for the IHES group to
conduct its work.

To find out whether a commitment to the preconditions

exists, a consultant from the Office of Intergroup Relations,
State Department of Education, or, in some cases, a

Q
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district/site stafl miemiber faniiliar with' the THES program
first meets with the central administrative leadership-of a
district or school. Usually, a superintendent and thé
consultant agree that an THES program would be beneficial
to the district .or to particular schools in the district. Then
» the consultant makes an overview presentation to the

. : ' principals in the district to determine who wishes to have

an IHES group and trained facilitators at their school sites. |
~ : Once the composition of the facilitator training group is
established, an invitation to attend and participate in the ~
training is extended to the district and site administrators
as well. Their participation is helpful in ensuring that they
have a clear working understanding of the content and
-process of an THES group and that they have experienced
how such a group can work in support of their goals.
Although administrators are not expected or encouraged to
function as facilitators in their own schools, many have
‘chosen to facilitate meetings for their colleagues or for other
‘ organizations.

Composition of an THES Groap

g

The next step is to establish a diverse and representative
IHES group at the school site. An IHES group includes
teachers, studerits, parents, administrators, school staff, and
community ‘members. It is important that all groups
. concerned about the human environment of the school be
) represented because substantive change can rarely be
effected unless most, if not ali, of these groups are involved.
In addition, membership should reflect the diversity of the
school community 4n terms of such factors as ethnicity, sex,
economic status, and grade level. Because these factors
‘shape our perceptions of reality and because a broadened
" perspective of school human environment issues and .
concerns is essential for each member, the IHES group must
reflect this diversity. Finally, the IHES group rellects a
diversity of perspectives, philosophies, and attitudes toward
the school. If everyone thinks the same way (e.g. all totally
‘supportive or all totally critical of the school), the creative
and synergistic aspects of problem solving are minimized.
Although you are not responsible as the facilitator for
establishing the group, you may be asked to assist tht
Xl - ) : principal in composing it. Or you may need to call to the
principal’'s attention the importance of representation and
balance in the group when these sharacteristics appear to
. be abse : : v
Finall successful IHES group meeting always has the
chief administrator or his or her designee in attendanc’e.

92 L 99 .
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This person, as lh(- chairperson of the llll.h group, has

"\nﬂu dal responsibility for the group, for calling meetings, and
for coordinating follow-up work. Groups can flounder when
the persons with legal authority in the school are not
participating actively in the group’s work; therefore, as
facilitator vou need to plan meeting times at theyconve-
nience of the central administrator or his or henjdesignee
and to spend time with this person as needed A0 encourage
his or her commitment and involvement. /

An HIES group must be large (‘l\()llbh 10 Have an impact
on the school but small enough to\ n()v de opportunities for
all members’ participation and for vou™ facilitate

» comiortablv. As a general rule refwgsentaNon and diversity
are more important criteria than size in establishing an
LS group. A maximum-size [HES group consists of 15
participants. Although ‘it is possible to use the THES
facilitation method in larger groups, spmﬁ%ll skills are
needed; and such an attempt is not, therefore,
recommended for beginning and intermediate facilitators. A
minimum size for a group is six, although this size is alsa

. not recommended because an THES group usuallv cannot

’ mget composition requirements with so few members.

Although general guidelines for size can be provided, they

may have to be changed to reflect the needs of a particular

school community. For example, a typical IHES gr ()up in a

high school nng.,ht include the following:

1. Administrators (one or two)
2. Other school staff (counselors, custodians, secretaries,
aides) (one or two)
¢ 3. Teachers (three or four) .
4. Parents (two or three) '
5. Students (three to five)
6. Community represq\tduves (one or twol .

The group that you facilitate should include members g‘om
each’ of these categories.

Selection of memberb“ of an THES group can be done in a
‘number of ways. Usually, the printipal invites nominations
from the various school community’ groups by some-elective
or volunteer process. Making sure/that individuals Who wish
lo participate have knowledge of the opportunity to do so is

. the responsibility of the principal. He or she also makes

~ appointments to the IHES grgup as necessary to meet the
criteria of representativeness and diversity. When the list of
potéstial members is complete, the invitation to join the

p is, of course, extended by the chief administrator.

ow that you have some background information on what

| 100

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

~

should be aware that variations exist as well, particularly in

the. circumstances thit may have led. to its (l'(‘.lll()ll In

general, THES groups are established for one of two reasons:

(1) because a

requires immediate intervention; or (2 because a school

community wishes o engage in pu-vmmnn of problems and
human environment improvement becfuse it views these as
- desirable or necessary. When' a group lis ostablished for the
first reason, it is fask-spocific and ma;
completed its work, When a group is established for the

specific pml)lvm has been identified that

(Ilshan(l once it has

second reason, it is ongoing and ‘continues to function

lluuugh periods pf high-and low activity, the purpose being

to initiate action and nionitor the’ quulllv‘ﬂ the human

environment in the school. Most thh groups are ongoing.

.
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The references listed here can provide additional

information on small-group processes, conflict mahageg@nt,
communication, and facilitation. ,

Auvine, B, and others. A Manual for Group Facilitators.
Madison, Wis.: Center for Conflict Resolution, -1978.

A training manual for resource facilitators of problem-

solving groups. Emphasis on conflict resolution. Includes
helpful sections on group processes and techniques and /
on what to do when things go- wrong.

Baker, W.. and A. Scornaienchi. Problem Solving and
© Cooperative_Planning Guwide. Hayward, Calif.: Office of the
Alameda County Superintendent of Schools, 1982.

A manual for leaders of problem-solving groups to assist
them in planning and conducting meetings. Includes
discussion of methods for categorizing prioritizing,
“analyzing, and assessing ideas.

Corey, G, and M. S. sorey. Groups: Process and Practice.
*  Monterey, Calif.: Brooks/Cole Publishing Co., 1982.

Designed to aid counselors in leading individual change
groups. Provides excellent suggestions for IHES facilitators
on personal style. .

Doyle, M., and D. Straus. How to Make Meelings Work.
Chicago: Playboy Press, 1976. ‘
A practical guide for the facilitator on how to conduct
meetings by the interaction method.

S
Filley, A. Interpersonal Conflict Resolution. Glenview, IlL.;
Scott, Foresman & Co., 1975.

Provides excellent background material on the types and
sources of conflict. Strategies and methods for resolving
" conflict also included. , A

Hetzel, R. and D. Barnard. “The Human Agenda: Critical
" variable in Innovatioh,” Educational Leadership, Vol. 30
(March, 1973), 526—29.

Presents a group model for effecting educational change.

"Human Behavior and Leadership. Pensacola, Fla.: Naval
Education and Training Program Development Center;
1977. ERIC Document Reprbduction Service Number
ED179-703. ' -
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) v Deseribos leadership, styles,, communicatian techniques,

. J ©and methods of influencing huhan behavior. Group

' o, « leadership and problem solving also discussed,. Written for -
Y« individual study by naval officers. Provides good

. . /* inlmdu(-li(m to interpersonal and. group behavior. -

.

Impmvmq thye Humau Immmmm;l of iS¢ hm)l.% I’mhlvum and
Strategies. 'smmmnnm California State Deparhn(-nl of
lducation,, 1979, a - )
A manual designg\ti q’suisl prin(:ipals in idunli(vin(;, /

. . mumtfmng,, and modifjAy Jiuman barriers in the school

. :sl-llmg ,' : ’ )

.

ey

Napier, R. W and M..K. Ge vnfﬂld Groups: Theory -~
and hxpc-m-n; e. Boston: Iloughlan ‘Mifflin Co., 1981. “

Designed to W'ovitiu lln(k‘l'jlmlﬂing of group ps;u ONHON

angl improve skills dgmup loaavm, pmu('ul'urlv in human
glations training, ned (hangv Ioadvmhlpﬂlvvvlop-

llll'll.l, and decision mg processes, An,cxt,ullunl /

y-"‘&(‘ hd(,kw'uund u-a'dnu., rqour( e, PR .

,.lndm A M.:kmg Groups H'fc-( uw' 5an,’ ll.mgn(u Jossey-

. Bass, Inc., 1982, , : . N -
* | A good nontechnica) overview of tﬁ?“ vestilts of group -
dvnamics n-:sml(h an(l iy a ph( ations to_group

~functioning. “ . . v

’
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’ (,ommmus and Suggesdonu on IHES "iclmau'on

ey T LT I A I e LITT L ST T UL gy [ty r l.:‘.‘:‘.q
[}
» Which item# in the manual have yoft founid particularly useful?
.
, ' ' . f
- : . o
14
d <
L -
N b *
f A\
> /
¥
) A\
. 4 L]
v
> ‘Wlml"sugﬁnsli(ms do vou have for improving the manual? /
) ) ) 5 K
—~ Id
% I \
» What other mdu'ndls for IHES fac lhl.ll()rq would you |Ik(‘ to sm' included in fulurv
editions of the manual?
v i
{
\
)
1
*
bt .
\
Please return to: Joan P. Avis
Office of Intergroup Relations . 8
-California State Department of Education
721 Capitol Mall
’ e Sacramento, CA 95814-4788
¢
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